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To the 150 teachers, students, parents,
school administrators, school board
nembers, town officials and others who
gave their time and energy for interviews,
I dedicate this study.

"



O

ERIC

Aruitoxt provided by Eic:

Preface

PART
Ch.
Ch.
Ch.

Ch,
Ch.
Ch.

Ch.

PART
Ch.
Ch.

Ch.
Ch.
Ch.
Ch.

Ch.

I.:

1

2

IT.:

TABLE OF CONTENTS

The Basls of the Study

The Original Plan of the Study
Search of the Related Research
Concept Development and Modification

Modification of the Four Original
Hiypotheses

The Discovery of Factors Interacting
in the Process of Change

Epistemnological Approach, Research
Anatcmy and Research Strategy

The Political and the Educatiocnal:
Demarcation and Relatloaship

Nine Setis of Factors That Interact in
the Process of Lhange

Dualities-in-Conflict, or Cultural
Discontinulity

Pebellion or the Roots of Consciousness:
Defiance, Emulation, and New Values

Bel{efl Styles

The Manner of Commitmernt
Consclousness

The Dual Pace of Compromise

Strategy

’

Page
Page

Page

Page

Pzge

Page

Page

Page

Page
Page
Pagze
Page
Page

Page

2¢

34

55

70



o

ERIC

Aruitoxt provided by Eic:

TABLE OF CCNTENTS (cont.)

Cn. 8 Patterns of Organization
Ch. 8 Styles of Leadership
PART IXI: Conclusions

APPENDIX A: Questionnaire and Profiles by Mark
Terison

APPENDIX B: List of people interviewed

Page 177
Page 197
Page 211
Page .253

Page 323



Preface

The Freeport Public School System in mid-coast Maine
experienced a series of events in 1969/1970 which led to
pronounced changes. The tide of change swept over the primary
schools, partly inundated the middle school and lapped at
the edjes of the High 3chool. The wave of change receded,
affecting the Middle School very little, the High School
even less. But it left in its wake an elementary system which
from being one of the worst in the state has come to be regarded
as one of the best.

Starting already in the late sixties, there was planning
afoot for a new, innovative primary school in Brunswick, a
neighboring town. These plans deepered, and expectations
were high when at last the building was completed and a new
elementary school (K-5) "without walls” opened in the fall of
1972. Yet the impact on the rest of the system has been
modest if not minimal and the new school itself, far from realizing
the intent of the original rhetoric, has largely adapted itself,
or been adapted, to the adminiscraciv;;gedagogical norms of
the prevailing system.

The Upward Bound Program at Bowdoin College in Brunswick,
frbm its inception in 1966, has had the triple goal of (a) helping
a selected number of poor teenage kids from Maine's poorest
counciés to overcome their disadvantages and learn to "make it"
in a middle class world:; (b) helping these teenagers develop
a greater sense of self and of values consistent with the
ideals of equality and a just social order; and (c) affecting
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environment from which these teenagers came. The first 9051
Las consistently been accomplished, the second much less so,
and third almost not at all.

Collins Brook School, near Freeport, opcned in 1969 as
a new, free school both for day kids in the neighboring communities
and for boarding kids from out of state. Begun with much
idealism about the possibilities of freedom-to-learn and
freedom-in-learning, the school faced and barely managed to
weather successive crises: personal, financial, and ideological.
ft evolved a structure which was both consistent and not con-
sistent with the original intent. One of the few free schools
in Maine (of which there were many) to survive for this long,
Collins Brook School, as of the spring of 1976, faces tough
choices and difficult realities. If it can survive, it
offers a structure and way of life which can be a genuine
alternative to prevailing patterns of education.

How and why do these "internal” changes in the evolution
of a program take place? That is the guiding question of this
inquiry. Part One establishes the scientific basis for the
inquiry. Part Two identifies and develops basic factors that
interact in the process of change; and carries forward the
history of the four educational reform programs undcr review.
2art Three contains the conclusions of the inquiry, both the
specific hypotheses which I'was concerned to verify at
the outset of the research, and the more general findings
which evolved out of the process of the inquiry itself.

In the remainder of the preface I describe several dimen=-
sions of this inquiry which interact to form a "philosophic
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core” of my dpproach to social reality. I did not have this
approach when I began the study, chéugh many pieces of it
were there; instead it grew out of the process of doing %he
study. The several dimensions are the concepts of action and
growth; the dialectics of rebellion; and the concept of

structure.

First, this is a study of action. I examine how people

strive consciously to intervene in the flow of activity, both
within and without established institutions, in order to
accomplish a change in direction.

the area chosen to examine action is education. As I
indicate in the first chapter this is partly the result of
my experience in educational development both in Africa and
in this country. I sense however a deeper, theoretical con-
nection. Education, of all human activities, seems most to
aim at growth--and I acttribute to action the manifestation
of a general human passion, and need, to grow. By c¢rowth I
understand not only the expansion of knoWledge about chihgs,
but equally an expansion of the human power to know, to learn,
to gain new opportunities, and to experience a greater reali-
zation of the self--however minimally or "materially” that
self-realization is expressed. The attempted expansion in
that kind of human power is a major element in movements for
educational change. though it may well be near the core of
movements for change in general.

Action contains a strong element that is closely linked
to the passion for growth. Acticn is the deed, however minute
or grand; however short or protracted in its complexity and
duration: however particular or universal in its scope. Our

-iii-
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language confuses us however if we only understand by the deed

a thing that happened, or a "dead" event, Or a piece of be~

havior having external dimensions and consequences only. A°

deed is not like an atom--0r what an atom was once thought

to be before {t was "split.” Like the atom, so too the deed
needs to be split. The deed., the many connected deeds com-
prising an event, and tﬁe severality of events that define

a direction and evolve an enduring gtructure: these all must
be examined in their character as lived states of social
being and social interaction. Their character as deeds must
be preserved, yet the how of human exchange and inter-change
must become the focus of attention. Or say that we need to
examine the what of that which is striven for as it becomeg
translated in and through the how. We need to shine the search-
light of our investigations in such a way that we illumine
how the what alters its scope and character in the process
of translation.

Though action manifests the struggle for expansion and
growth, it is and remains problematic. It is life as lived
through conscious beings encountering the "material” of
existence and through the encounter seeking to surpass it-
self. Falling back and "failure’ is part of the risks of
the encounter.

Lf, as has been said, a study of action finds reaqy
naterial in the world of education becauss of the latter's
’asic concern for growth; similarly, a study of action is
sore likely to find ready material in movements or programs
‘or change. In siéuatXOns of change there is overt inter-
'‘ention. The surface of things is churned up, as in a storm.

-iy=
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In such situations, the dynamics of human interaction, which
usually transpire beneath the surface in the normal ongoing

\ flow of activity, tend to be more exposed to view. Action in
situations of change therefore is easier to study, easier to
get at,

A study of this kind has both a practical and a theoretical
intention. By focusing on the how of change, it hopes to
clarify the factors in-recal-life that need to be understood
by the practitioner. But by focusing on change as the problem
of action it draws attention to action as itself a category
of human experience yielding knowledge of the human condition.

Contrary to what might be expected, studies of action
are not plentiful. Studies are copious on the motivation of
leaders (and followers); on ideology; on communications; on
images of a new society and on intentional communities; on
people's responses to issues churned up in situations of
change; on the results of change; and (though to a lesser degree)
on the historical stages of development of a movement for
change, whether evolutionary or revolutionary.

But neither social science hitherto, nor an earlier
political ecorory, nor yet political philosophy in its long
history of explorations, has paid much serious scientific
attention to the dynamics of human action. This may in good
part be ascribed to two contrary responses to life {and thus
to nature and to conscious activity in history) which have
deeply affected the structure of human culture and the kind
of science that is carried on. These two responses are, first,
the tendency to stand in awe and fear of nature and history,

-—y-
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and thus to depreciate the validity of conscious human inter-

vention; and second, a tendency to rebel against this posture

and to affirm man's need, and right, to dominate nature and

to create himself through history in accordance with his own
purposes. The first finds typical expression in certain kinds

of religious withdrawal--the myth of "heaven's my destination--

I will by faith pass through this veil of tears." The second,
partly a secular reaction to this, may be called the Baconian
myth--it seeks to organize and even force the material of the
world into fully planned, pre-calculated patterns and structures.
The first tends to retreat from action. Or, responding to it
romantically, it worships action in the form of heroic biography,
as for example, in the “lives of great men," a type of literature
that, though interesting, is a haloed caricature of the nature

of human deeds. The second effaces action altogether. Action

is replaced by the aspiration for harmonious, controlled behavior.
The formulas that are applied often try to use, as it were
against themselves--after the fashion of Hobbes--the perceived
antinomies of the human condition in order to effectuate perfect
harmony. The paradigm of the capitalist marke£ is a leading

case in point. )

One is offered by these two orientations, or myths, the
unhappy choice of transworldly ethics together with irrational
gut heroics; or intense, one-dimensional rationalism.

Meanwhile, however, life.goes on and, though beleaguered
and eroded by both of these myths, it continues unabated to
reveal the complexities, vitalities, richness and contradictions
> human beings in'action in the world as it is.

—vi-
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Heqel may have been the first thinker with theoretical
and speculative power to have posed, or exposed, the need
- to account for the phenomecna of action. He startled ang
vexed both the agnostic rationalists and Christians of his
day by challenging them, not only to explain why evil exists,
but to explain why it was so that evil intentions and activity
often result in good:. and why good intentions and activity
so often result in »ad. He did not pose this in the “ironical”
style, but as a philosopher seriously engaged in the effort
to account for the baffling dimensions of action. His attempt
to show the gradual immanentization of the spirit (or the
self-realization of matter) through the processes of world
history in which men act out "what is in them” seems to me
too mystical, even mystifying. Yet it does open up for sober
~ scrutiny depths of social reality that preserve intact the
relations of inner and outer, while permitting careful inspection
of how these relations shift and swerve in the historical flow
of events. In this sense Hegel encouraged us to approach
action as a process to be monitored carefully. He laid the
basis for a dynamic social science--one willing to encounter
action as pertaining to objects who are also subjects and to
do it with that rare combination of wonder and curiosity that
is the touchstone of real science. Marx continued in that
spirit--and de-mystified much of Hegel=-seeking a way to
understand and comprehend the world in its structure as
actually lived. <Unfortunately, the political outcory against
his teachings caused this fundamental element in his philosophy
! to be lost to view, both by his frionds and his foes. They

teaded to dogmatize his conclusions and largely ignored his

method.
=vii-
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Only in the last few decades has there been a rcnalas;nco
in the study and application of Marx--both in the sense of a
tecuvery of his method and in the increasing emphasis on what
is temed praxis, or the self-aware re-application to one's
practice of what was learned (reflected upon) in earlier
practice. This strongly suggests the feedback factor in action
which runs as a major theme through the present study. 1In

this sense, ideas are treated as having material force--or

. actually it is the category of consciousness that is seen as

mediating the contradictions in practice and through struggle
resolving cr overcoming them. The teachings of Mao-tse-tung

are very much along this line. From a different vantage point
the Catholic priest Paulo Freire develops a similar approach.
His concept of conscience-ization emphasizes the element of
growth through action seen as the activation of one's reflection
upon one's experience--especially the experience of lived
alienation.

From a still different perspective, and some decades
earlier, John Dewey, in his much misunderstood concept of
®learning L’ doing,” was articulating an understanding of
practice not unlike that argued fdr in the present study and
showing marked kinship to those noted above. The work he
did in concert with Arthur Bentley on the c¢pistemological
foundations of ®learning by doing," and his political vorks
emphasizing the intimate connection between democracy and
Planning (where continuous planning is strongly counterposed
to a Baconian type of emphasis on plans)--these werks were read
and re-read lvtdly'by me in the early stages of my project.

~viii-



In the later stages, I came upon the works of Merleau
Ponty who gave me further reason to believe I was on the
right track. His formulation of what it means to know,strongly
emphasizes the inteqrity of the object studied as also a
subject--i.e., a being understood in its existence as an acting
substance. Furthermore, his conception of human action occurring
in and through networks of lived relationships, identified as
structures, confirmed what I was discovering from my own research.
So that 1 sense the scholarship and research on action
to be on the upswing. We are coming cut from under the hegemony
of long standing myths. The irrational retreat from action,
the correlative romanticizing of action, and the rationalistic
effacernent of action are on their way to being transcended.

Second, this is a study of rebellion. As I was doing

B the field research it became clear to me that the roots of
the striving for change, and for growth, were to be found in
a double-edged rebellion against existing structures and
authorit+ models, or symbols of mastery. This rebeliion I
found could lead the rebel from defiance of the systen or
of the master to an cmulation of the patterns of the systenm
and the ways of the master. Or--and this is the other edge
of rebeliion--it could lead the rebel from defiance to the
affirmation of a new value (transcending the old patterns)
and includirg action that steadily and progressively embodied
that new value in lived social relations. Here was a dialectics
at work, a dialectics of rebellion.

There was need to explicate the factors affecting the
movement towards emulation or towards transcendance: the
degreh of polarization of forces in tha situation, the nature

-fixe
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of beliefs held by the protagénists, the manner in which tboy
held them, the strategy employed, the kind of compromises
being struck, the form of orcanization, the style of leader-
ship, and the degree of consciousness, especially in the
leaders. This is elaborated in Part Two of the present study.

In this the self-revealing nuances and feedback of action
began to stand out~-one road carrying the actors on to deeds
that tended to contain or constrict the original impetus for
growth; the other road carrying the actors to deeds that
tended %20 enhance the possibilities of growth.

Third, this is a study of structure. It became clear

to me that life expresses itself in structure--that every

act or deed elaborates a structural exchange, a response to

a relationship or set of relationships, or simply a positing
of a relational meaning to which a response is expected.
Structure is thus a set of actually lived relationships having
form, having pulsation (a process of continuing feedback) and
having meaning or (usu;ily) multiple meanings.

Therefore, rebellion, however modest, is inevitably a
powerful eruption. It jars a structure throughout. One is
not dealing with a collection of iorc or iess self-centained
atoms or monads, each of which "enters into” relations with
everyone else, thus making up a network for which the word
organization or institution might suffice. On *7:& < 'ntrary,
one is dealing with a highly éhargcd and intimate.* . nter-
connected get of relationships and multiple ongoing feedback
responses and reverberations. Set a motion going, an inter-
ventionist type of motion, in a given direction, and the

-
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responses are legion. They soon reverberate back again on the
intervenor. ‘

Structures self-protect themselves instinctively and
either expel or contain the new clement. That is one proposition.
The other is that unless tne change one sceks to accomplish

changes the structure there is no, or very little change-~no
matter how much external drama there may be and no matter how
many Players change position. Rebellion is swallowed up in
individual performances, leaving only a ripple behind--this
happens, that is, unless the deeds that are done translate
the inspiration and belief into actual lived relationships,
including their form, their informal processes, and their meaning
to the people involved.

The consciousness that this is what is at stake and the
further consciousness that change is effectuated through action
(and not either through-perfect plans or gut heroics)=--such
consciousness may be a major factor tilting the movement
for change in the direction of growth. Yet it may also be
said that consciousness is only born throush action.

We encounter here a contradiction: without action, no
consciousness; without consciousness, no action. We nced a
middle term. Perhaps that middle term is rebellion. Life itself
provides the rebel-~and in the rebel there is the dawn of
consciousness. The rebel experiences the need to act. Greater
knowledge of the nature of action may serve to bring that
dawning consciousness to a clearer and fuller expression, which
when “added in® to the experience of action, may create a
more persistent movemant towards growth and a more civilized

-3ie
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transformation of structures than has hitherto characterized

the behavior of the species.
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The relation of my wife Carla to the project was unique.
During the field research and since, she has been teaching
the fifth grade at the Morse Street Elementary School in
Freeport. Since the Freeport school system was one of the
four programs I studied, this put her in a singular position
vis-a-vis my research. On the one hand we seldom, during
the field research, talked specifics, or talked about persons,
and if we did it was in general terms. On the other hand, we
talked long, often, and deeply about education and teaching,
the position of the teacher and the relation of teacher and
child. I visited her classroom several times. During the
latter part of my project, Carla was writing her thesis on
"The Effects of Sex Differences in Children in their School
Experience.” This proved an eye opener for me and further
confirmed my growing belief that school is not only for
children, but must be seen as a structure of relations in
which learning either goes on among all affected, including
especially the adults, or, failing that, learning is to that
degree eroded for everyone, including especially the children.
The exhaustive and mind-leaping exchanges we had about this
and many other questions, helped me enormously. On the other
hand, my judgments are necessarily ny own, and do not necessarily
reflect those of Carla's or those of anyone else who was related

to the project.
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Crhapter One

The Oririnel Plen of the Study

The impulse with which I began in 1971 was e genersl
desire to understand more clearly the problems of socisl
chenge, not 3o much the what of it, but the how of it.

I hod been active dwring the previous ten yeers in
change progrema snd movements. In the early sixties
(1962-66) I wns en oducotionsl adviser for the Unlted States
Agency for Internationsl Cevelopment to the governments of
Kenys and Tanzonia. Thereafter, ps a teacher st Sowdoin and
ps a citizon, I becnmo engoged in college innovetional o=
grems; in rstudent movements; in black studies programs; in
community action prosrems; end in political activity thst
included taxation, education, snd ocologiconl issues, and
action ngainst the Vietnsm war.

This experience led mo to want to do resesrch that
would focus on the erea that 1103 between the aims of tha

practitioners of chenge and the results of their efforts.

" I described this sres in my funding propossl to tho 0ffice

of Education in Novemker, 1971, @s "ths procese of effecting
change."

I decidad to pursue the inquiry in the field of edu-
cationsl reform. This seomed a naturel for me=-=pertly

becsuse much of mr previous experience as en sctor in the

21 - .
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process of change had been in this field; portly beéa;so
the Brunswiclt=Freeport srea of mid-copst Maine wes sprout=
ing o surprising nuwber and veriety of educntional chango
progrsns, both in the public and privaete sphere; partly
beceuse several of these progrrme were eccompanied by sub-
etentinl and at times explosive conmunity involvement;
pertly beceuse I was generslly femilisr with tho scene, snd
regarded such femilinrity es en invalusble, perhaps neces=
cary pre-condition for successfully carrying out of this
kind of regearch; and partly beceruso I sensed pt tho time
something thet hes since beon borne out by my experionce in
doing the reserrch, nemely, thet oducetionsl roform pro=
grems, especielly in e microcosm, offer a unique end rich
opportunity to expmine tho politice of chéngo.

I asked myself et that time, with reapect to this
letter point, are there lessone to be learned--pnd what
kind of lessons-~frecm an enelysis of educntionsl chango
prograns thet would besr on the humen quest for sn affece
tive rmods of "getting thero from here?” And I meant by
thet not Just en instrumentelist concern of finding the
right mesans, the cleverest, swiftest, most direct, most
efficacious, most economicsl, methods snd techniquos for
successfully accomplishing a glven change-~though “hat 4o
vory much involved, But I meont by that as well tho dis=
covery of styles and stretegies for effoctusting change
thet would enable s socisl scientiat and/or a practitioner

to enticipets that these snd these modes of operetion snd
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behevior will bring forth the kind of chenge which it wes
the intention to work for.

This latter is s more substentive concern which over=
lays the more instrumentsliet one. Of course, the sub-
atence in Guestion is "relative"--i.e., it depends on whet
this or that chonge egent(s) in o given cese had in nind.
But, prented thet one might be able to dissover whet they
had in mind, end what their intention wes, cond grented thet
one could exsmine the operstionalization, then, I reasoned,
it might be possible to focus on the styles and stretecies
thet tended to maximize~-or minimize--the bringing forth
of chonge.

How often, I said to myself, do I not.see people {snd
have I not been one of them myecolf) who feel gonuinely con~
cerned thet change shrll toke pleco--for e great veriety of
ressons; who identify things they went to fee chsnged; who
postulate certein goals; who lpunch into ection with more
or less cerefully wrought plens, programs end designs for
chenge. But...Is there fulfillment? Or is something clse
fulfilled? Did or did not the chsnge or changes stick?

Did they go deeply enoujsh? “Was the chsracter or "style" of
the actions involved in implementing the cdesired chaygo in
e state of epproximate verisimilitude with the perceived
eims of the progrem? Or was8 it e case of do os I say, not
es I do? TCoes the program recall the old French proverb
thet the more things change the more they stay the seue?

Or, did putting something into practice revesl t-.at the

23




chenge ogents had something other in mind then whet they
thought, or =aid they thought, they had in mind et the be-
ginning?

I felt some light could be cest upon these questions
by doing resesrch on the process of "getting there from
here”~--to delincate tho significent fectors that interact
in the process of chsnge.

I begrn with s model for onalysis which compriced e
figuro~ground concopt1 and e group of nine elements in s
stete of internction within the model. (I then used the
word transaction, following John Dewey'le lend).2 In my grent
applicetion I used the following imege to convey the
enstomy of this spproach.

"I imagine s® in 8 moving picture s swimming coech, a
svinmer taking instruction from the coach (to loarn some-~
thing new), and e boach filled with other swimmers, sun-
bgthers, kids, dogs, belloons, life gusrds, perk sttondsnts
and officiels. In this picture, and it must be emphasized

that 4t ie= movingz through ti@c. es well es located spa-

1. This conceptusl mncdol is anslogzous to certein kinds
of systems onalycsis which have begun to develop in so-
cirl pnd politicel science in the post decpde. For a
genererl trertnont ané critigquo of systers analysis soe
the lrat section of Introductinn to Svatemntic Politicsl
Scicnce by Cavid H. Everson and Joann 2. raine, Dorsey
Press, 1973.

2. BRe develops this concept in @ work he did in collabora=
tion with Arthur F, Bentley, Knowing and the Known,
Boaton, 1949.

: Y
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tielly, the coach end swimmer together constitute the
figure; and the beech with its occupents end psrephernelis,
constitute the ground.

"Applied to my resesrch project, the firure corresponds
to the educetionsl chenge projoct. The rroung corresponds
to the immediste environnent within which the chanze project

18 being corried on. The firure-in--otlion {not the ground)

is the object/subject of my reseerch. I identify nine els-
ments in s state of transaction. They ere: the kind of
cnange sought (i;g;. gosls or sims); the icentity of the
bringer(s) of change (the coach in the above image); the
identity of the terget or client population (the swimmer
ebove); the structure of the relationship between the sbove
two; the style of communication between them; the pece cr
tempo in getting the changes introcuced: the way in which
problems emanating from the environment, the ground, ere
handled; chenges in Phe bringer({s) of chenge; snd changes
in the terget populetion.” '

Hy reseerch included four change progrems in ecucstion
in the Brunswick-Freeport srea of mid-coest Maine: 1) an
upheaval in the Freoport Public School Systen and the in-
troduction of significant chengoes in the elementery schools,
1969~74; 2) less overtly dramatic but also significant
strugzle in tho Brunswick Public Schools, ccconpanled by
the introduction of s large, new, open-structured elenentery
echool, 1970-74; 3) the founcding snd inplementetion of o
privete free school in Freeport, 1669-74; and the estgblish-
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ment and implementstion of sn Upwerd Bound project gt

' Bawdein College, 1966-73. The end-datos given pre not

terminsgl with respect to the projJects; they indicete rother
the time-renge of the research project--the point at which

I folt there was enough dnts to indicate the trend the pro=
gram wps taking.

Applying this conceptual model, I sought to test szever=
8l propositions that I tentatively formuleted.

First Problems in the firvre (chenre mgent end client
populetion) thot smanste from the pround ore denlt with
differently by the cheange agent than problems encountered
within the figure ss such. I postulated that there is @
cless of actions which cre defonsive in nature (winning and
preserving end pertnps even exponding "spece® for tho pro=
gram vis-e-vig the ground); and that there 1s & closs of
sctions that are creotive or positive in nature (winning
and sustolning fulfillment of oims within the progrom).

Second The genernl understending of oims by peoplej
in the progrem, ond thoir understanding of the problems to
be resolved in corrying out the aeims, is modified over time

83 the eims ere operationslized. I postulated that this

" modificetion is s function of multiple forces "let loose"

in and beceuse of the chonge process, The modificstions

are "out of proportion” to the original aims end cennot be
&ccounted for by linesr rodels of change (Ef: the discussion
immedietely below on my sesrch of the related research),

Third The need to compromise and modify sims experi-
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enced by people in the chrnge process, stene fro= tud dif-

forent sources: first, from the ieerning experience of put-

. ting somethinz new into prectice; end second, from *h

pressurer to routinize impinging on the firura from tke
ground. These latter prescures tend to intrude thezselves
into tho change process mostly through the defensive re-
sponses of the leédera to the need to survive.

Fourth The lesders of the chanze progzrem sre engaged

in 8 duslity of roles: Role I is ceferding the rrogren (the
fipura) from whet seem %o be damaging interventions fron
externsl forcer (the zround); Fole II is being en initieting
and susteining force in cerrying forwerd the leerning expo-
rience of s =zruup of people, including themselves sg lead=
ers, engerged in operstionslizing the eims of the program.

It wes assumed by me thst success in cerrying forwerd the
progrsm requires thet the leadera Ple7 both roles effective-
1y, even though these roles aeem to b6 in a state of actual

or potentisl contradiction.



Chapter Two

Search of the Bclated Beseorch

Before going on to en explenstion of how my wey of
conceptuslizing chenged and how my questions were modified
in the process of doing snd writing the reseasrch, I should
write briefly sbout my seorch of the relsted resesrch in
educaetional change which I conducted both bsfore ond serly
on in the project.

Resedrch, both cmpiricel snd enslytic, has been heavy
in the prst ten yeesrs on innovotion and chonge in educotion.
Willlam MeClellend, in 8 presfdentiasl oddress to tho Division
of Militery Psychology, Americon Psycholopicel Associstion
in 1958, underscored this by noting:3

"e . othet meny disciplines, nany profossions and many

public pnd rrivate prencles gre vitelly concerned with
this toric, Aspecte of chrnre have been stuclod by ru-
rol coclolecists, cultural antaropolopistes, prychia-
trists, communications spaciollists, manorc=ont anc in=
Custrial enzineers, educntors, snd o0ll mennor ol psy=
cholozists, . . The word 'innsvation' enjoys as grest
popularity today ss the word 'systems' ten yesrs agol"

He lsmented, however, that there is not very much re-
search of a kind "that will meke s difference relotively
soon in how we go about solving problems in educotion, « + »

How dces one reslly move,” he ssked, "from resesrch to

3. Wm. A. McClelland, The Process of Effecting Chergze
George Washington University, dumen Hesourcss Hesearch

Ot'fice, 19680
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development to application and use? . . . The process of
chengs ps rrncticed is still pretty much of an srt for:."b
He colled for an approsch thet emphasizes "direcisd contact
change,” vhich he ¢=fined as "e deliberate snd collgborative
process involving an sgent of chenge snd a elient system."s

I felt an immediate kinship with this, thet we were
both trying to get st o similar, and wicely neglected, set
of phenomona, what I called abovoe "the in-between™ factors
(in-betwssn aim and result). However, he does not provids
in his model for o wey of desling with proble=s involving
the relstionship of cranse agent end client that stez froa
the environment in which thet relationship is moving.
Furthermore, he re.-rrds chenge sgent and cliont es two
inter-acting systems, where I see them as pert of g whole
trensactional process. Finally, his conception of change
veers too closely to iiresr rotions for me to be wholly
comfortablo with it without mors enpirical invostiration,
as in this pessege on what .iceally is supposred to hepgen %o
the client:6

"It trkes time for the cliert to travel the =ejestic

route froz= awereness of the innovation, to the ersuspl

of Interest, to sn evalustion of the idea, through

an actusl trial to arrive finally st adoption or re-

Joction."

McClellcnd's lsment about the paucity of work which

k. mid., p. 1 and p. 3.
S. Ibia.
60‘ Ibid-, P 60
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gets st the actuel process of effecting chenge finds cusnti~
tetive confir=ation in e study in 1970 by Louls . Maguire.
He reports that of four cetegories into which bibliogcropphies

on cheange mey we divided (namely, Or-nnization snd Innova-=

tion; Processes of Chanre; Diffusion of Innovations; end

Endwledre Ttilizotion rnd Tissenminrtion) that Processes of

Chance hes 170 entries, wheress the others respectively pnd
in orcer heve 650, 1,100, end 4,000 entries.7

Mezuire plso notes other geps in the literesture thst
relste to my resesrch. For examuple, the insistence of the
litereture on the need to identify the resl problem end
fornulate clear gosls before you nove ghead with s change
progran. This is lsudable, he notes, but in resl life there
mey be e politicel need not to be thet clear about goele.
Furthermore, there is little erreement soout what the resl
problem 1=, Who defines a problenm as the problem? Are you
dealinz only with synptons when you thought you were deal=
inz with problems? He svers thet “aen elnborete scheme for
consultetion end conflict resolution is nceded."B

‘sguire points to a cherescteristic of the litergture,
which I slso noted in my seerch, "thet most of %t is gd-
dressed to how school districts cen teke on discrete

chenges such es teem teeching, programned instruction, non=-

T« Louis M. Yeguire, Chservetions snd Anelwsis of the
Literpture of Chance, Hesearch for Eetter Schools, Inc.,

Pniledelpnias, 1570, p. 5.

8. l'bid., Pe 2.
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gradedness, and modular scheduling."9 Research aimed at
bettar understanding of the processeg of chenge fnvolveld
in introducing such discrete chrnges may be good so fer ps
it goes. But one must plso “"consider effortes to enhence
chenre canability as a pre-requisite for texing on cdiscrete

changes."lo T to put the point in a way thet sees it from

the other end, the introduction of-eny dlscrete chengz hes
to be seen es an intervention into p system which may pro-
duce multiple sets of conseqﬁences reverbereting back end
forth upon one garother in a menner thet goes Well beyond
the mere incorporetion of a discrete chenge in that srsten.
Finelly, "aguire pesesses various models of the change
process. He mentions the Clerk=Guba model, which I co-=ent
on in s monment; tho Rogers model, which ¥cllelland drews
on subetantiplly: rnd the Lippett-Watson-VWestley mocdel. Ee
8ays of these end of the meny others that have been formi=
lated, thst
"each of tnese for~ulstions of the chenge process nas
strenzths end wenlnesses, /but/ a genoral weaxness
that applies to most of them is that they secem to view,
or at lesst report, change as e formal, rationel pro-
cess.”
If he meens by retionsl that it is g fairly lineer and me-
chanical conception of cause end effect in change projects,
then I agree that his criticism is well teken. Cf course,

these models may novertneless bs helpful and must be kept in

9. Ibid.,p. 3.
10, Ibid.,p. 3.
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mind while doing resesrch.
* Cne such =o<Zel, thet I fing impressive, end especinlly
11
the thinizing behind it, 1¢ that of Clerk-Gubn. They write:

"How =any orticles nave heen published in educetion
bemsenins the reseerch rencrts witich have been rathep-
ing dust on library ciielvos {nstead of influensing
school prectice? It seeme to ug that such aisuso is
probe-ly rocropriste since most rec2rreh, oven that
wnich cen be defenzed fron n rclentific point of view,
hes 1ittle to sey to arectitioners. And way shkould
it? Pesearch 1s condicted to edvence knowledge end
not directly to influencze practice . . ., jut re-
seerchers ars beinc castirated for not tockling ‘real
problems, ! while orrctitioners bulld ud guilt feelinzs
beceuse they are nst using research to mpke decisions,”

They feel that tke "dilemma 15 rooted in oversiaplifi-
cetion of, end sn ignorence of, the renge of processes end
functions which effect chenge in p socinl process rield.“la

The statement is pimflsr to how I sow the problem of
resesrch, too, snd to how I tried to formulete 8 vieble
model uring e trensactionsl epproech, .

They present g scheme which has four pheses end gll
together B steps ns follows:l3 '

I. Research (to advance knowledge)
II. FPevelopment

Invention (to innovate)
LCesign (to engineor)

—— .
11. Trevid L, Clark end Egon G. Suba, An Sxemination of

Potentisl Chan~o Poles in Tducation, hia, Kasnington,.
D. €., Center for the Stucy of -Instruction, 1965,

12, Ibid., p. 3.

13. Ivid., p. 8.

.
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IIX. Diffueion
. Disseminetion (to inform)
Cemonztrotion (to buils conviction)
IV. Adoption
Triel (to test)
Instollation (to overstionnlize)
Institutionalization (to estedlish)

This clessification of steps in tne chenge process ig
well worked out. Even so, I felt uncomforteble with it be-
ceuse it imposes such s neat, one=way, mechanically ordered
design on reelity. They are self-criticsl of their model,
"The eeemingly seouential flow can easily be over-emphe-
sized," they write.lb Also, "the schems represents a uni-
dimensionel rnalysis of chenre roles, but of course such
roles are influcnced end determined by a multi-di-ensional
range of voriebles not entirely rccomodnted by the strus-

nl5

ture. Furthermore, the schema"has been constructed on
logical grounds largely unsuozorted by empiricel research;®
and they note the relative paucity of suczh research.

To me such comments represcnted en opportunity end e
chellenge to do the kind of empirical research that mizht
get st "the multi-~dimensionsl renze of veripbles™ and
internal feed-back effects, and to do this without throwing

-“out the strengthe of deliberateness, enalyticel differentipe~
tion, »nd seouential flow that characterize the work of
Clerk and Guba.

I found seversl works that geemed helpful with respect

14. Ibid., p. 9.
15." Ibid., p. ke

EEPEIN .
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to different sspects of ny inguiry. Arthur H, Niehoff
desls in a creative wey with pastterns of interchenses
between chenge sgents and clients.16 R. Chin has developed
8 meaningful classification of lavels of change sought
and/or achieved by chenge proiects,l? A look through -
recent litersture on the interactlonal process yielded an
interesting srticle by HcCroskey end Wright on "Intermedi-
sts Interection Behavior" in small grou§ communication.
Trhey monitored the dislcgs of five students on a topic of
current concern end confirmed their suspicion "that
[Anternediate interaction behaviors/ are multidimensional
in neture,"!8 )

It 1s cleer from this sccount that my excurslons into
the literature on educetional chenge confirmed my impression
that there was a paucity of work done on the natural history
of the chenge process end that insofar as efforts were being
msde to understsnd, or theorize sbout, this process, that
the conceptualizstions tended to be overly bissed towsrde
8 linesr nodel, The Clari~Guds modnl, described ebove,

—

15. Arthur ¥. Ilehoff, Tha Process of Crosr Culturnl Inno=
vetion. Professionsl Peper 3o0=37. George ashington
University, 1957,

17. R. Cnin, "Sasic Stratesies ond Procedures in Effecting
Chanse" in Zoasirninc Sduzction for the Tutupe lo. 3:
Plenninm enc fToctine L.enig Ci2nce in Ecucation, E.
L. Yorpaet sna C. 0. Hyan, tcs., 6w York, 1957.

18. G. C. McCroskey end Cavid ¥. Wright, "The Covelopment
of Instrument for Measuring Intermadiete Interaction
Behevior in Small Group Communication." Illinois
State University, Communicgtion Research Centar, 1971.
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was, I felt, e good cese in poiﬁt. It is sn sstonishingly
clesr modei because it provides g sophisticgted, lineer,
seouentipl break-down of the process into eight steps, esch
with its own identificble motivetion. For example, the
motivation for the Invention step is to innovate, the
motivation for the LCemonstration step is to build convic-
tion, for the Instgllation step to operationalize. Quite
possibly, in s Very rough end genersl sense the process of
"getting there from here" does follow this psttern from
Resesrch (step one) to Developrent (Inventlon enc Lesign,
steps 2 and 3) to Diffusion (Cissemiration end Le~onstra~-
tion, steps 4 and 5) to Adoption (Trisl, Instgllation, snd
Institutionalization, steps 6, 7, and 8). or, quite possgi-
bly, this is the w8y change should tale olcce, sccording to
scholars and reformers. Sut whother it ez tuslly does or
could teke plece in this w8y 1s doubtful,

Clark end Guba's criticien of thelr model is basic in
thie regerd and refreshing, and helps give it clefity.
They observe that it's 683y to over~emphasize the secuerntigl
flow. I would add that there 8e6M3 no necessary movement
from one step to snother; each step gecns self-contained,
Thelir further criticisa that change roles gre not so uni~
dimensionel, as the schens seems to assume, relstes to theA
same point. That is, after the fact one cen €0 1n snd say
yes here was a movement from A to Z vig any numbdber of inter-
vening steps (I'd prefer to sey events, situetions, struc-

turel sheke-ups, etc.) but whst fectors were present in the
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overerll flow remein relatively opacue, if not indeed ob-

scured by the seeningly "rationel" design.

Further cuestions:

(a) It is true that research tends not to be read
or reed very well by prectitioners, nor even by inno-
vators. This is s problem of practice, but elso e
problem of theory. That is, the research moy simply
not be very good--snd thersfore isn't the weskness of
theory more thsn merely food for ecademic hand wring-
ing . . . about the leck of good resding habits by
prectitioners?

(b) Inttial gorls often tend to be expressed in
vegue, generalized ways, or as slogans. This is a
phenomcnon that 1s partly politicel no doubt, oz sug-
gested by Naguire ebove. But might it not alse be
partly a function of the practical problem of the
divorce, or gep between theory end practice? Theory
seens not to touch practice st that vitasl point.

(¢} The how of what is institutionslized would
seem to be as importent as the what. Vouldn't the
linesr model tend to ipnore that, or depreciete the
senss in which the how may tend, however iﬁperceptibly,
end legitirately, to alter the what?

{d) In the implementetion phases, pressures to
alter, dilute, modify or expend on the origingl eims
gether great force. MNight one suppose that only in
these pheses do the asima "come out" for what they

"really"are?
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{e) To say that romething hes been esteblished
{last. phrse in Clark/Guds) may beg the question. Yhst
hes been institutionelized? Wwae it the chrnge as
originelly sought? For example, in » siven school
system there may be p new prosres establiched called
the new rnath. But has enything reslly cnenzed in
the school svstem, or in the tesching rad lerrning
of math? Is there grerter flexibility, for exsmplo?
greater, more supple use of =mind in metters of nuaber?
grerter facility in thinking throuzh plternative modes
of doing nroblems end e greester sense of personrel effi-
cecy in those doinz it? These msy well heve been some

- of the things the founders pnd irnovetors of the new
math wented, or had in their =ind.

If there is p grp between what they wented end what
8cturlly wos eatesblished (even thouzh in the literel
sense p "new meth progren" wns estrbliched)--how end why?
Wnat factors need to be"epdded in?" Vas the new math only
e discrete chenge introducedlinto echool systems, pccom-
prnied or not by the other discrete chenges such ps modu-
ler scheduling, team tesching, snd the 1ike? “ight it be
thet thouzh it was "introduced" and "sdopted,” that it mede
no besic improvement in thet systen's oversll chenge cepa-
bilit¥, nor in the besic pettern of relestionsnips in the
school, nor in besic pssumptions pbout learning? Migat
it be thet the letter of the new meth was pdopted but the
apirit, the "messsge,” was not. In thet cPge, the steps of the
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Clerk/Gube model ney have been feithfully mirrored in
the introduction, I:plementation, rnd establishment
of new math, but nothing essentiplly chnnsed.19

Or, teke e contrery exemple. Over here, in this
school system (Freeport, Maine) a new reading progrem
of the sequentiel, orderly, step-by~ctep variety has
beon introduced. It was pdopted ond esteblicshed end
several yeers lster not only has reading improved
markedly, both &s learned end as teught, but there
heve been positive spill-over effects throughout the
elenentary systen--so much #o that both learning ond
teaching in 81l subjecta is much more of s comfortsble
and crestive experience, Again, how end why? Yhat
factors would nced to be "added in" for the linearv
rmodel s 1p Clark/Guba to make more sence?

My concluslon, confirmed by these investigations end
ouestions, wes to ebancon the notion of "“adding in" and
instesd to excerinent with s non-linesr approasch that would
eneble me to "see” sets of fectors that needed to be Juxta=-
posed snd needed to be treated for what they were, as modes

of human behavior in s state of dynnmic,interacﬁion. I

19, Seymour B, Ssrason discurses the fete of progrems such
8s the new math in s meeninsful way, identifying the
prohlem in the context of a cultural=systemic enalysis
dn The Culture of the School snd the Problem of Changze.

Allyn end Bacon, Inc., Boston, 1971.
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didn't wsnt to cast out the sense provided by linear notions
of e movement from here to there, end that "in the worlg"
one thing does:tend to follow upon gnother. But I needed a
way of looking thet would help me see the whole in the psrts
and the parts in the whole, end to see the interrction of
parts end the whole in units of time--or, es I came later to
describe it to myself, borrowing from Aristotle a little, as
ends and means united in end through the pctiviiv of the
thing in motion.

I thought I had found a good model elong the lines of

what I described in Chapter One sbove.
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Chapter Three

Concept Tevelovment rnd Modification

I was gradurlly led to edopt my originel conceptusl
nodel, not in the sense of ebondoning it, but of modifying
it substentirlly. This ceme rbout ss s result of doing
the reseerch, monitoring the epplicebility of the model,
enalyzing the dets, and doing the preiiminery writing up.

I sltered my approrch end desipgn in four ways.
First, I roved from a systems-model in the gestalt mode to
e more pvowedly structursl model., Secondly, I moved over

from p "change" orientetion es such to en evowedly "growth"

orientetion which includes change. Thirdly, I moved eway

from seeing the political problem as primarily e function

of e figure/pround dichotorny to zeeing the politicel prob-
lem es & function of the distinction between distributive
behevior rnd growth behevior both in figure end ground.

And, finelly, I clarified my own idees concerning which
belief-style in educetion, or concept of growth, wes most in
eccord with my own convictions,

The rersons why I altered my approsch end design became
compelling ee I did the study. I can errange the arguments
eround three difficulties that I encountered.

First, I was overdoing the figure-ground dichotomy. I

was seeing it too much es a dichotomy end therefore I lost
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eight of the unity-in-1ife of the figure pnd the ground,

I was too muth pre-suprorin: tension end contreilction be-
tween the chenza progrem end its environ=ent. Though this
exists, +nd I found much evidence for it, nevertheless it
led me to over-emphasize this fector et the expense of a
more reslistic pssessnent of the constraints plso teking
Place within the figure itself (bSetween and emong chenge
agent end client populstion).

I found =myself tso often, for exrmple, thinking of the
figure-ground dichotomy as a genecrel eguivalent of a dle~
tinction between educetionsl end politicel. In =y =mind's
eye I "saw" pressures impinging from the srounc solely ss
politicel pressures deeoly effectiny the scope wnd follow=
through cepadility of propram lepders {(chenze ozents) in
their relstions with and within the ficure. In turn I
"sew" this $mpect os coming "fron withsut" and eg tending
to be adverse to the development pnd expension of the pro-
grem and to the sulfillment of its sims. A fair cericature
of how I wos symbolicelly structurins what I was seeing
would be that over here is en islsnd of prapgress snd rela-
tive unity end creativity end it {e floating in & sea of
beckwardness end conflicting cross currents, most of the=
hostile, end the islend 4s menncd by heroes coursgeously
defending egainst the stors, deternined to keep the island
not only efloet but progressive.

This was e simplified and romentic picturs. Tt was

800d guys versus bad guys. This is indicated by the 1,-

.y e

11
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belled distinction I drew betueen defensive actions on the
part of chenge epents over egainst the ground and crentive
sctions on their pert with end within the ficure. I was
uncomfortedbly yoked to e terminology, if not to a concept,
thet pulled me in o direction of making the behsvior of
chenze agents within the fioure that seemed politicel
merely s function of outside pressures. As such the date

¢id not support this. It is »nd re-nins en imoortent fac-

tor. But the implication cennot be supported thst change
#gents in educetion(or ir rencral are somehow less "politi-
c8l™ then othar tvpes of lesdecrs in or out of educeation,
end that when they ere (unfortunstely) "politicsl," they
8re rore or less forced into it because of pressureos from
"the outside."” That original implication hrd been willy
nilly structured into ny approach vie the dichotorous (ei~-

ther/or) reletionship I posited betwcon fisure end pround,

end the correletive non=dichotomous reletionship I posited

-between chanze egant end the client population. I needad

® better concept.

The dirficulties slso beceme very spprrent empiricelly.
¥here doer one drew the 1line between figure snd ground? ¢
This hes becn » proble=n in nl} systems snelysis where, though
the terminology used is system and environment, the problem
of edequete demsrcstion is the aamo.zo In s goneral way,
thias hed seemed plsusible, end it still does, but only in o

—_—
20. Everson and Paine, op. cit..
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gonorel way. It seemed easiest with respect to Collins
Broox Free School, because it was o separnte, indcpendent
entity. Fven there it became s moot point whether the
parents of the dasy kids were port of the figure or part of
the ground. The prodlem of drewing s boundery around
chenge prosra~s in the Freeport snd Brunswick public school
systems to fit the figure~ground dichotomy wes even greater,
Who wes to be excluded from the figure? Taxpsyers? Boerd
members? The Superintendent? Oppositionists only? Sone
sympnathizers, not others? All those“involved?"” Thet
letter seemed rood for a while, bus in fect it denuded the
ground of a1l but frchoste and pessive "forces." I deciced

efter & time to lesve it to the self-tntercretstion of the

respective chenge rrents=-pnd wrote the questionnaire for
them partly from that point of view. But leaving 1t up to
them eroded the oversell conceptuel, objective, usefulness
of the dichotony, though it remained as s fector in their
perception which could be teken into eccow:t. In the event,
few of the chanpge egents understood the dichotomy; or they
spplied it in e hephszsrd wa7, I took thot as a reflection
on the sultebility of the dichotomy raether then s reflection
on them,

Groduelly, there took plece in "y mind the need to
modify my spproach snd modes of conceptualizing. The
concopt of structure begen to form in my mind, s0th from

the dsta and from the sdditionsl reeding I was doing on

35N
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relsted conceptusl tramouorks.21 I begen to perceive agnd
use structure in a broader and fuller wey then I had ever
previously done. I had before this generslly seon and
used structure ,ga meaning primarily an orgenization of
roles and of individuals in these roles; or, simply, as
orgenization,

I come to regerd as a fundamental of behavior that
humen beings, in pursult of their rctivities, onect struc-
tures. A structure, as I now percelved and conceived it,
is an "in-motion" ordering of roles; p set of relotionships
#MONg persons in these roles, both formal end informel; end
e set or sets of communiceted meenings, often at varience
with one snother, cbout these roles end relationships, Ppeo-
Ple enezt structuros on 8 daily besia, e¢nacting pnd re-engete
inz thenm, cheneing over tims, trying to survive end to grow,

Chenge progrems I began to viow es structurel verfanta
Qhose intention 1t is to reshepe or slter in gome wey exist-
ing petterns, definitions end assumptions reparding tho
ordering of roles, reletionships, end meeninzs.

———— e

2. I continued pn Inauiry eorlier besun with John Dewey
end Arthur Pentley {(Enow'n: rna tin Fnawn). - 1 took up
the worx of wWollrenr $241vy then or &, Ze Loinr: pna
I went on to stuir the eopronches texen by sush "rhenon=
enolc=ists”" end "atrustureliste" ag Claude Lev! Strauss,
Yerlenu Donty, end Louis Althusser; end I found myselr
reaponsing roeitively to the event-centered epistenolo-
£y of French socigl cclentist Edzar Morin (Rumsur in
Orlesrns). I 8lfo later found much provocativs material

N the penels and peDers on eplstemology at the American
Yoliticsl Sclence Convention in 1973, espocially papers
by Xennoth Harris snd Tracy Strong,
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Chanze progrems heppen when somo humen belings téy to
intervene conrciously In the flow of hu=men strucsuring in
order to bend it this way or thet wey. Thue, incterd of
figure/scound, erpplied in » dichotonous way, I now symbol~-
ized in my mind's eye » socinl rleld of forzes in a =tete
of intersction. The soclial fileld occurs et f'.. -wesult of
ectivity that is being cerried on by p £ec of paople; for
example, ecucetionnl rctivity.

In » chenge situation, one finds come forces ~agrged
in e conscious effort to affect the flow of ell other forces
in ore direction or another. They trirger responses snd
reactions that reverberate beck and forth throuchout th
socirl field. Or, to put 1t another way, I now saw the
social field of forces rs r structure of retivity in which
tendencles towrrds a new structure were trying to enmercge
and to alter to sonme grester deyree or less the existing
ftructuro. W%het I sought, and felt I had found, wae @
way of seeinz thet enrbled me to encompese gll of the
relevant forces ps pert of » tingle set of transsctione--
wherever they might occur within the social field. Then
end only then would it mpke sense to irolete end identify
for closer fnspection the focal point or points et which
Proessures for and egeinst chenge had occurred op were occur-
ring. 1In thie fense there 1s firure and rround, fizure
being those focel pressure-points, enc ground thet from
out of which they coms.

) A second type of difficulty with my originel approach--

~—p
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in eddition to dichotomizing, end simplifying, the relstion-
thip between chenge program snd its environment=--was sn

overly de frcto biss, Seriving to s degree from s fesr of

not being "scientific" enough.

Though regording myself ss not e behaviorist, ! shared
with beheviorism » respect for describing what is a3z distinct
from whet ourht to be, end therefore I was wary of normative
snalyses end spproaches. But, in compeny with meny behav=~
lorists, end perheps this is s fenture of behpviorism as a
school, I tended to think that just beceuse I wap not going
to deel 1in prescriptions, Juet beceuse I was not golng to
engase 1a normetive pnelyels of what ought to be, thet
therefore I would be looking st whet is. Yet that does not
follow, either in logic, or in prectice., To doscribe snd
snrlyze what is, 1s o far more complex matter then to purge
oneself of prescriptive urges, though thst is e complex
process in itgelf, sand e necessary component in the act of
perceiving one's "y{surl fleld." ‘

I sought objectivity; I sought awsreness of my‘own
sudjectivity; but I begsn to feel tho need for more. The

model I hed sterted out with seemed to imply thet envthing

w8s, or could be, s change prozrem just beceuse it eeid it
wes, or ceme on in the wcrld ss if it were rna, As my re-
seerch progressed I found myself reconnoitering the roots of
my originsl impetus=-my vitel ressons for doinz the resesrch
in the first.plece. It was to chert how in the progress (or

forwsrd motion) of things aims got reslized, or modified, or
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defented, snd if possible to shed light on why.

It did not seem enourh, therofore, only to chart the
epparent behevioriel manifestetions of the chenzing end/or
persisting patterns of relationships of people and rcles
in and sround chenge proprams. It did not seem enough to
relete these menifestations to higher or lower levels of
chenge souzht (higher or lower in referenco to whero the
ground wes "et"). Mor did it seem enough to relate these
menisfestetions to the existence, end relotive "s—ounts,"
of "defensive” versua "creative"sctions on the pert of
change sgents; nor to chart tho degree to which compromise
is the result of pressures from the "outside" versus the
degree to which it msy also be the result of new break=
throughs experienced by people in the prccess of "doinz it."
And so forth. This is e fair statement of what I thouzsht I
could limit mycelf to in the interest of doing e reasonedly
objective end workeble project.

‘Four months after I began the fleld research (September,
1972) I found myself posing the question, "But whet is the
conceot of chence which animates or in various weys condi-
tions the approach end behavior of the people I'm interview-
ing? 1Is it chenge $tself, or is it somethinsg else? I
worked out e complex questionneire over the next hslf yesr,
end in the spring of 1973 geve the questionneire to most of
those I had interviewed end received beck 56 of the 110 I

hsd sent out.

This represented some ghift from the instrumentslist
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bisses of my originsl approech. 1 wos getting closer to
the picture in the hepds (Walter Lippmants phrese) of the
people in and out of the change progrems--closer to what
they perceived to be the meaning of their programs and the
mesning of the way in which they were relasting, moving, be-~
having in the actuel operptione of thore progrems.

It wesn't g+ if I had now shifted away from is towards
en ourht orientation. Rather it was that the is which I
wes examining wes seen to be chorged with the urgency of
substentive chenge; and conseouently cherged with resl argu-
nents concerning the meoning of educeationel activity end the
etructuring it ought to have. People's ressons embreced
more than their psychic responses to externsl stimuli and
went beyond that to g sense of better end worse, and to e
set of questions and convictions ebout the desireble order~
ing of s comon structure,

Thus more end more I had to treat the objects of my
study ar subjects, themselves undergoing change in tﬁe pro=
cess of fighting for and rgainst chenge. I needed, and saw
the need for, the catepory of mirht be (or might not be)

85 8 way of understanding the is that I was trying to moni-
tor. ‘

In the continuing process of doing interviews, delving
into the enswers to the questionnaire, end writing up pre~
liminary sketches of concepts and dete, I reslized a double
perception: (a) everyone was concerned gbout, and seemed to

engage himself or herself in these new Progrsms==or ggoinat

48
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them=-on behelf of growth; everyone was pnimated by, con-
ditioned by, » prerlon for tho growth of humen beinss through
educetion. Secondly, esch one hed p notion, rometimes o
well wrought belief, of how growth could most feesibly, most
“rightly," take place.

I begen to classify the typical forms wWhich thesze be-
liefs, or belief ;tyles, took. I did this on the beeis of
whrt I was leerning from the date, and from my own thinking
about the dete. Six typees emerged: trscitional; incivizual-
ist; achievement; open; free; pnd differentieted. They tre
described in Pert II, Chepter Three.

With this rdditional flesh on my conceptusl bones, I
took enother look et the politicel element. If structure
mennt s continuous, in-motion interpley of roles, relstion-
ships, end meanince; if smong the fusione of roles, relation-
ships, end meeninge in the ectivity of educstion there ep-
perred seversl, often conflicting, belief-styles of how that
activity is to be conducted most "rightly;" snd if this wee
or could be et rny time en isauo between student end teacher,
tescher and teecher, teecher end perent, tescher snd eciilnis-
tretor, adminletretor snd boerd member;--then ien't politice
2 root part of educetional structure?

I begen to perceive politics to mesn primaerily en effort
et distridbuting things end velues. I saw this ss something
different from producing or cresting or diecoverlné (unzover-
ing) such things or velues==though in the pct of distribut=

ing something, "more" may be produced, creeted, discovercd=-

49
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or something "less,." Distributiveness, I saw, wes present
in every way end at €very point in the educatfonal process.
At times it seemed to collide with the attainment of growth
for the participents 1 the educationel environment; at
t%nes it seemed to ULe pn indispenseble, and necessary part
of enabling growth to heppen; end at times it seemed to be
80 much en ingredient part of successful leprrning that I
teotered on the verpn pt times of seeinp e fusion of dis-
tributiveness end Frowth, a creative connection. But in
any case I saw thaot chiange procrems heve, or perheps even
need, more politica thpn ig "normal"™ in order to get them
going end to sustsin them, end that it makes 1ittle sense
to presuppose thet thig ig somehoWw g blemish, or something
that hacn't ought to bo, or is e “regrettable" function of
pressures “from out there,"

A third difficulty, or chrllenge, I encountered during
the resesrch was Ny vrowing awareness that I had not mede
explicit my own beaic beliefs rbout education. As I indi-
ceted above, I gErocunlly beceme aware of several distinct
belief-styles held by the people I was Interviewing. I
eventurlly distinguirtied sixs treditionel; 1nd1Yiduelistic;
echievement; ogen; free; ond differentinted, Weighing
these in my own mind I sorted out what I myself believed.

I Dbeceme convinced that for me the best kind of spprosch
to educstion was s differentiated one.

From my vifita to many very different kinds of claasa~-

rooms, end from my learning to be skepticel of libersl

90
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dognes, I began to notice moro snd more that chilcdren end
teachers brling what they are, that chiléren end tcrchers
being what they cen become, that parents being what they
are (and_mirht become) that given this, end given th
infinite veriety end conplexity of human situetione, snd
given the unique gnd profound simplicity of the exchenge
between teecher and student when it ig good end they lmow
it to be good;-~-that no ono style is "rizht" for cvery stu-
dent in a group, whether en open or free or traditiosasl
atyle, that no one style 1s necessarily "right" for the
same student pll the ti-e; and tha for this time and plsce
and for this student end teacher now, Lhere ie ¢ woy of
proteeding that will, can, enable optimur prowth to take
place.

A basic fector in finding 8 gcood wsy to proceed, "here
and now, in this situation,” is & consciousness present
eiong the people in the schoolroom and in the syste=m, that
8 differentisted approech needs to be applied, Thils frees
the prectitioner to purcue what may seem to be "treditionsl”
methods here, an "open” eprroech there, or an "schievenent”
emphasis over there. In other words, there would have to
exist the "consciousness of differentiation”™ in orcer for
this flexibility end serilousness of purpose to succeed. Thur,
differentirted cducation ie s belief-style in its own right,
not & set of eclectic additions culled from other styles,

This perception end growing belief on =y part, coming

83 it did as & result of doing the research, was exciting

- a1

RN
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to me, end 1t slso significantly helped me to monitor my
pre=research valuo biases regarding other belief-styles,

I had preferred open or free {not distinguishing them gt

. that. point) end had felt traditionsl and schievoment styles

wirs passd or inedecuate. X can now see that tho latter
“ypes may be useful in eone circumstences and in any cess
ere expreseions of n concern for growth. I also cen ses
that open or free styler moy not be eppliceble in some
circunvtences pnd May become dogmatic and consgguently

i
vreate barriers to arowth, even though I reme{p convinced

N
thet they represent deep commitments to growth,\uqs~ara in

nant )

meny circumstences to be valued above others.

Having my own standards clarified thus helped me to
geln greater research distence from the subjects of my
atudy, helped me to put their conflicts 8nd their rhetoric
end their struggles in a wider trens~factional theoreticpl
freme. 2% the geme time, since I also felt theoretical
sypsthy {or empathy) with each of these belief-styles, and
found the etrupples of their adherents reflected beck in
m7 own processes of seexing enswers to seemingly insoluble
problems, because of this, I felt that I could "enter in"
to their experience ip & vital wey. I did pot Qee myself
#s 8 traditionsl gociel ecientiet armed only with objective
messuring devices, coldly eloof from the "objeots" of nis
study.

To sunm up these conceptusl changes: I shifted from g

@Wore or less gastalt oriented epproach, in which figure and
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ground eppeared too much in a dichotomous relationship, to
@ more unified structural approech. Scéondly, thls pllowed
greater attention to be focg&ed on the interplay of politi-
cel end educatiéhél'fecfors;cwhiéﬁvi‘Sééén fg‘percelve, and
conceive, as @ continuing encounter oetween, and blending
of, distributive and growth concerns. Thirdly, I shifted
from a more narrowly instrumental conception of change to s
set of concepte which identify substentive beliefs in
"right" education. And Tinally, I shifted from a leck ol
an srticulated belief about what constitutes for me a good
educetion to 8 rrowing awareness that a differentiated
model contains e feir statement of what I think 1s educa-
tionally best, end that this bellef both helps end condi-

tions my research activity.

23
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‘Chapter Four

Modification of tho Four Oripinsl Hvpotheses

The four original hypotheses underwent substantial
change.

The first one, concerning tha presenca of p class of
defensive and & class of crestive sctions was changed into
® cleas of sctions thet ars more hesvily distributive in
cheracter and p cless of actions that 8re more hegvily
growth-orioented i{n character. Fducationsel leadership came
to be tied in with the question of the depree to which such
lescership is sble, given appropriste circumstsnces, to
enploy s dirtributive ectivity with » high grovwth pey=-off.

In terms of the more limited nature of the hypothesis,
however, the data soems to support the asszumption that laad=-
ership rctions {n chengo progrems tend to reflect the prea-
ence of distributive concerns gnd of growth concerns in
verying petterns of welght to one side or the other.

1y second original hypothesis concerned the expectstion
of finding sets of forces "let loose" in the process of
etriving for chenge which were "out of proportion" to the
original sims of the chenge program., This hypothesis re=-
mained the same, and tha datas seem sbundantly to support it.
The explicptiop of the nine factors in Part Two will show
how snd to whet degree this phenomenon was onéountered in

the study.
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The third originsl hypothr-s asswimed that co-promice
stems both iron the leerning expe. lence of puttins some-
thirg new Into practice snd from pressures to routinize
impinging on the figure from the ground. Tals orozosition
was chenged. I now sought to distincuish whether the direc~
tion of compronise was towsrds satisfylng cistributive con-
cerns or towards satisfying growth cencerns=-reczrdless of
whether the source of pressure to co-ioro~ise was {irure or
ground. The date led me to this and in turn supported 4t.

The fourth original hypothesis concerned the curlity
of roles er»erienced by the lesders of chenge prcrra=s, one
role beinsm to sustain end increese the enerzy level within
ithe prozrem and the other to protect end preserve it fron
outside pressures, I continued to use that way of fcoma-
loting the duslity, but I super=imposed the funtner inter=
pretive hyrotnssls that the durlity of roles was sleo »
function of trade-offs 8 leader makes between growth fec~
tors and distributive factors=-agsin rezsrdleas of whether
pressures to rmove in one of these directions or the other
ceme from Inside the program or outside. I thus hypothe-
sized that though the generntion of pressures for growth
would tend to come mostly from within the prosrsz, end
through pressures neediny s dlstributive type of resolution
would tend to come mostly from without, nevertheless the re-
verse would plso be shown to be trues: that the progran too
would be 8 significant source of dirtributive pressure on

the lesder, snd the socisl environment outside the program
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would to ¢ degree be s source of pressures for growth upon
the leeder. Therefore, once egaln, the distinctlon between
distributive snd growth fsctors omerged as equslly if not

more importent then the distinction between figure snd

ground,

56
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The Discovery of Nine Factars Interazting

in the Process of Chanacze

Arelysis of the date showed the Frerence of et least
nine significant fectors in verious states of interpction
in the nprocess of chenge. Firet, the heterogeneity of
individusls, £roups pnd clopsses represented in the socipl
fleld. This ic a situation containing the rotentigl for
felt discontiruity of experience, irterests, pna Zools
8mong these individusls, roups end classes,

Second, the direlectic of rebellica. Tre beheviorsl
end enpiricgl indicstors of rebellion sre defirnice, emulg-
tion, snd prophecy (the latter beins en orientation to new
values),

Third, the articulation in prectice of veéious, end

often conflictlng, belief-styles. :

Fourth, the monner of commitment to these belief-
styles, whetner in the reective rmode, the mointensnce mode,

" or tho self-examined modo,

Eifth, the degree of consclousrness reflected in the
behavior end asctions of the prectitioners,

Sixth, the direction of compromise, whether 4t 1s more
towsrds distributive or Tiore towards growtn concerns.

Saventh, the articulstion in Prectice, in the tehsvior

et | . ES'?
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end actions of the prectitioners, of verious strategles--

- Whether there 1s s coneciousness of strategy (an overlep

with the fifth frctor ebove) and what form the atretegies
toke.

Eighth, the pattern of orgrnizstion of rolee that
evolves over time end of personnecl changes in these roles.

:inth, the node or modes of lepdership that evolve
over ti~e.

Thesze nine pre taken up st some length in Part II snd
constitute the mrin body of concepts rround which the deta
12 orgenized, enrlyzed, nnd erxrlpined,

These nine recell to cove dezree "the nine elements in
& state of trpnraction”22 which I originelly sought to test
for in ny originel gestalt epprorch. There is sonme overlep,
but there is no one-for-one correletion; end the newer
chtegories ere richer in zontent. The kind of chenge
souzht esug:erts belief-rtyles. The identity of the precti-
tioners surcests the fectors of rebvellion end consciousness,
The structure of relptionships within the figure, style of
communicrtion end the prce of change sugsrests gll together

———

22. Psre S surrs. I wili re-stete them here for cenven-
lence: First, the kind of cnnnes cousnt (i.e., rools
or ei=s); second, tphe identity of tre chenre prent;
third, the i1dentity of the trrget or cliert rofuletion;
fourth, tne structure »f the raletionsnip between
chenpe acent ond terpet populetion; fifth, the style
of co=municertion betweon them; sixth, the pece of chenge;
eeventh, the way in which problems emernating from the
environ=ent {ground) are hendied; eighth, changes in the
change sgont; ainth, chanzes in the terget populstion.
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patterns of orgenizstion, consclousness, strategy, snd modes
of leplership. The nsndling of problems coming in Irom tre
environment suzgests direction of compronise, And, finally,
chenges within the practitioners supzests the diplsctic of
rebellion., So that I perceive continuity from the orizingl
nine to the later nine. But I also perceive much chenge,
end hopefully substentiel growth, in tae development of the

new categories.,

59
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Chrpter Six
Z2fPker Six

Episte-iolozicel Adorosch, Research Anatomy

snd Resesrch Stretecy

Toistenolory

I will sun up some meé jor points thet relste to my
epproach end conceptupl orsenizetion,

First, I try to depl with whet "15;" not with what
Yought to be." The "1g" that I seok to describe and under-
stend reneins, however, } perceived set of behesviors thet
in their existentip) reelity 1ie outeide the ultimote gresp
of my concepts, =iy fenerelizations, my insztruments of

Meesuremont, end my Yest thinking. W{th these letter, 1

-"get ot," I mediate; the flow of what "ig:" At the very

best I would/could echieve a kind of phenomenologicel veri-
aimilituze with whet "1, I do not thereby pchieve °
stetement of rerlity thet ip BAy wey represents laws of hig=
tory, or lews of Rroup behevior, or lrus of lepdership,

lior ere they such‘contenpbrnry ghorts of' the 19th
centuryt's "lius” ae oehsaviorpl uniformities, or idepl-
typicel conr~tructs, or perts of e series of cumilative
"findincs” thet w11l nne dsy lend to o perfect end rinel
theoreticel stetement of the world,

Secondly, I duo rot aim et contributing to the knowledgs
of behaviorsl Tegulerities, insofar ss guch reguleritises
are understood to mean genernslizet!ns buile up out of ti

objective observetior of meszes of individusli-ed or discrets
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deta. These are not the type of universals I am after in
this study, though I recoanize the velicity of rozinl
sclence activity that 1s concerned about thet; %.2., con-
corned sbout sccuuleting enouch date over time SO ps to
yield probabilities or likely trends in humen bYehevior thet
mey be ssid to fit s common humen experiernce reeching
ecross particuler settings, cultures, strtes, pnd time.

I believe thet such endeavor hes e legitimaste but
feirly limited role in socinl ecience.

My study mey at firct glence be thouzht to be the oppo-
site of thet endeavor. The focus is on 8 perticules locrle
in which I heve identified for scrutiny four ecucetionsl
chenge progreme, each of which is guite sepsrete from the
others, I would secem to be putting my emphnsis on giffer-
entiation rnd quelitetive explorction and not on wnet is
common end ocusntitrtively essimiledble pe resuler petterrns
of behevior.

To a lsrge degree this is true, but I heve not thereby
rbandoned the pursuit of universels, or the pursait of hav-
ing something to generelize abhout. I feel that cenerelizing
is p fundnmentel facet of doing rocirl science. The univer-
9s8ls I seck heve to do with behsvior, but they ere not like
the uniformities or reguleritics noted esbove. The universals
in this study pre sttempts to state the major imperatives or
constreints thet occur in s rocisl field in which people sre
meking choices; to stete 1likely tendencies of ection given

the presence or sbsence of certein key fpctors in thet given
e P g
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sociel field or fields (o.7., rebellion, consciousness, strate-
egy); end to atete en ovarsll theory of historicel chenge es
perheps capable of being reed into or derived from these ma=-
Jor imperetives snd these likely tcndencies of action.

Thua, my findings pbout the microcosmic locele of mid-
coest iaine ere seen by me es sugresting, or menifesting,
the structurel-logic, or eco-lozic, of chonge anywhere=-
thet La, in other loceles or even in lerger systems.

Since it is both on essumdtion and s finding of this
study that behsvior occurs in structures, end since this
is e factor in human behsvior not very much teken into
sccount by en olcer behaviorel appronch (the search for
croes situstional, cross culturel, "abstrectly” valid be-
Leviorsl repulerities), therefore it mey not be too much to
88y thet the ppproech teken in thie study is the more fec-
tunl end reelistic one. However, I feel there is velidity
in both epproaches, snd the endeavors of the one may help
to correct the limitstlons of the other.

I think I mey cleim thet the concepts, genersl con-
clusions and theory of socisal chenge I have phcnomenologi-
c8lly derived ere useful, They ere useful to other socisl
sclantists, ond to aysell ot a lpter time, in thet they cen
be tested in other socirl leboretories snd cen bo compared
to other plreedy existing conceptions of the change processe.
They ere, in that pense, carrectaeble.

They sre elro useful directly to the practitioner in
th>t they mey help clerify for him or her the ngture of
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Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

i3

action and the conseauences of slternative styles of leeder=
ship. This feedbrck of theory into prerztice is on !=portant
dimension of this kind of research. In addition, research
of this xind mey incressingly oe seen ss a8 valusole on-going
tool for the prectitioner in order for prectice to gain
mex{mum feedback for itself. It is at this level that social
resesrch zould nake its grestest contribution en2 impact,

end directly help shepe the flow of the historical orocese.

Thirdly, in my research I terke pains to sttridute to
the objects of my study (the 1nitiators, followers, opere-
tionalizers, critics, et pl.) the statue of sublects, I
assume thst thourn they are oblects of my inculry and efforts
to measure, they are and renmain subjects, even ss I stiri-
bute to myself in =y activity Bs 8 reserrcher the stetus of
eubfect. I gssume no less for the objects of my inculry
than what I assuve with respcct to myself--thgt I am an
ective being subject to change.

This posture conditioned my research &n basic weys.
Instend of o picture in which there is s researcner over
here taking messurenents end gathering dots about an object
of inquiry over there, inetead of that, one has B8 picture
of 8 recesrcher who is at all times himself e subject/object
interecting both within himself(:mulling over, sensitive to
feedbpck), end with nis socinl field, for the purpose of
gnthering snd enalyzing deta. The socipl field is co-=posed
of sets of people each of whom is perceived es a sublect/

object.

ety
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I necded & way to bring into the foreground ror.my
research perciption, in as menaceable a way as poscsible,
the subject/object unities occurring in the socisl field.

I needed to capture the actions of human beinrs {n the
transitive mode. There 8re other kinds of resecarch; some
Eypicplly emphatic about the need to encege witn the subjece
tivities of humnn.beings, thelr velues ené/or their fecling
stetes; encd others typicelly eaphatic pbout the need to get
on with objective deta cethering pnd snolyzing, whether of
facts or of regulerities of Lehevior. R2oth of these ep-
prosches sre valid, within treir respective limite, and
yleld their dercree of sociel understending; thourh the
results are often marred by dichotomous, polemical disputes
wlth "the other slde;" vide normative versus beheviprel
polenicr., My reserrcﬁ intention is to go to neither side,
but to teke as o polnt of departure, pend to preserve as
much ps posrible, the subject/object unity, or dislectic,
of human beinfs in the socipl field,

Understendinz the nature of the perceptusl situetion
is critical, Every perception is » phenomenologzicel whole
composed of a dual input--on the one hand, i-pressions, in-
cluding imeges, coming from, orising out of, the sociel
fleld (or given entity in the socirl rield) under observa-
tion;end on the other hend the nind-focus, including the
perceptusl tools end processes, going out from the con~-
sciousness of the beholder, Every Perception 1s thus

sirultaneously s stotement about the observed snd ebout



O

ERIC

Aruitoxt provided by Eic:

4s

the observer. Fvery perception is p portisl "reading" of
the situptioh under observetion. To varying degrees the
observed participstes (consciously or unconsciously) in the
formation of the perception. In the dezree to which it so
participates it becomes known more completely (hence the
efficecy of e certain kind of interviewing-~see selow).
Furthermore, a aultiplicity of reedings, of perceptuel en-
counters, helps locete and identify the subject/obfect in
its socinl field. A continuiny dielog emong these percep~
tusl encounters, or rendings, conducted in the mind of the
observer rnd between hiﬂ end other obrervers, wields g =eny-
gided set of perspectives, These are gathered, mulled over;
they ere combined end compared wWith cets of perspectives re=-
garding the other pertinant subject/otject entities in the
socipl field. All together, they work within the =ind of tne
observer. lie bepins to derive ené revise end egain refsne
distinctions, cptegories, concepts, ead, ultimately, gener-
alizotions.

This is the sort of work s researcher coes, given tnis
kind of phenomenoloricel epproech. Tne result is not g
pure stetement of the reslity "out there" (mythicelly “out
there") in the socisl field; ror is it e pure statement of
the observer's subjectivity, equelly mythicelly "in here."
The result instead is a get of reesoned concepts, genersli-
zations and conclusions derived from his (the observer's)
interectfon with ¢ sociel field, end testsble (L.e., correc-

teble o5 well es verifiable) by snyone else eble end willinz
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to engece in a similer procesa of resesrch--there or
elsewhere.

Fourth, finding, viewing, humen beings in g transitive
moce 18 to look st them, snd with them, in their petivity
&8 human beincs in the world (1;2;' not in laboratories,
or in simuleted germes, or in specinlly designed experimental
groups). Activity may reveal, may show forth (may show up)
tho relative unity end disunity of subject/object, and allow
one to explore the complex of interwoven fpctors that move
things in one direcction or ensther.

Fifth, the concept.of rctivity led me on to identify
for closer exeninetion events that heppened or uere hsp=
pening in the progrem for chenfoe, events thet contained pnd
excrezsed 8 great 2ocl of ostivity, and were regerded by
the pcople involved s importent, if not crucial in the
evolution of the programn. They could be larpge events, as
the "yeor of the Pettit Board" in Freeport ouring which the
entire school sdninistretion wes ousted; or the firing of a
populer teecher et Collins Brook School; or it could be
smpller eveat such ss 8 town meeting debate in Freeport over
adding a sum for s new rending program in the elementary
echoole; or the rcsirnption of the principol gzt Jorden
Acréa School in Brunswick.

But, asixth, events occur in e context of forces that
are moving, converging and relaxing, contrecting ond ex-
panding. The context is s fiold of interections (uhere

spparent non=ection may slso be en sction); 4t is g fleld

g - 66
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or system of multiple feecbeck. I begen to see thet fead-

" back is a criticsl element in the erctivity of humen beings,

-ty

within eprch person, end with others. It is @ process that
is alrescdy well valicdoted in biology, and is coning‘to be
more and more acknowledged for i{ts importance in psychology
{Kohler). Educntionel theory hos fdentified this fsctor
83 en intimete part in the leerning, growing process (Cewey).
It hes 8lso been effectivoly applied by R. D. Laing to en
enalysis of the socinl field called the family. 1% mey
also, with good results in my estinmetion, be spplied to %he
more general social end political field.

Thus, seventh, concents of the subject/obiesct dielec~

tic, of mctivitv, event context, pnd feredback led rma
2

finelly to postulmte s concept of structure. Every rele=
tionship of one person with him or herself, or of two or
more persons topether is a structure. Ivery set of multi-
ple relationshipe evoked in the common pursuit of an ectivi-
ty is e structure. Not everything thet hns gn i=pect on
reletionrhips is within hurmen control; these sre conditions.
But with respect to things thst cen be or gro tnought to te
capeble of being, shaped or modified or maintsined or infly=-
enced in one wsy or snother, humen beings seek to control

or be contirolled, to act or be ected upon: they evolve s

Bet of Intersctions. This set of interactions is s struc-
ture. It is composed of roles, of s certain ordering or.
these roles, of reletionships, end of varied mesnings thet

people heve about these roles gnd relationships.
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Humsn beings live "within” structures. They them=
selves on p daily besis, evole, enect sets of structures.
Lsing hss observed the relstive invisibility of structures,
such es in » family, to the people who form end sre formed
by the structures they ensct. I found this confirmed
egein end egein in this resesrch study of people in and
about their schools. Grester consciousness sbout &truc-
ture may therefore be & key element in improving the pro-

cess of sociel chengoe.

Research Anotomy

¥y primary instrument wes the interview. I interviewed
epproximately 14O people; most of the interviews were teped;
most of them were sbout two hourg epch in length; end they
were conducted over p period of two yesrs (from the spring
of 1972 to the sumer of 1974). I interviewed severel Key
people in eaéh project seversl times, strgrered over the
two yesrs.

The intervicwees were school administretors, boerd
menbers (pest end present), teachers, psrents, concernsd
citizens, union officiels, end students. They were selected
on the besis of their involvement in the proJocfs I was
studying, consistent with my being eble to get s multi=~
feceted set of perspectives regarding the project as a wholeg
regarding events within them; end regsrding the atruc;ure
of ongoing relstionships.

A second instrument or tool of resesrch weg direct
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. Observation; mucn of it "direct contact,” or perticipent

" observation. I helped in the schools: at Jorlan hires In

Brunswick I relped on r repuler basis every Tuescey in the
Fifth gr.de from Cctober throush Lecember, 1972, sni for &
full week in Februery, 1973, in Grades X through rour. 1
also did eromo observing {n the lorzfellow elementary school
in Brunswicx. Dufing the summer of 1972 I attended, for
one week, a special orientetion end ploaning session for
the new strfl snd principal of the Jordsn Acres School.

At Soule School in Freoport I came rnd helped on
verious cluslers of deys curinm October throush Cecember,
1972, and then for & full week in latae Jaauonry, 1673, end .-
returned epnln in Cecember--January (1973-74).

At Collins Brooi School I visited falirly often through-
out the prriod of field resesrch, helped on vorlous crys dur-
ing the spring of 1972 and during Cctober thraourh lecenber,
1972, rad spont a full wesk there in eerly January, 1973.

At Bowdoin's Upwerd Bound, I particirated steaiily 4n one
of the reruler clafses during the summer of 1977, visited
the other classes, ats lunch with the steff end students
three deye p week during that sumner, participated (n
severel evening group dfscussions, pnd observed one ol the
final eveluetion sescions by tne ateff. I took notes of
of my work ns I went slong.

In sddition, for different perilods of time, I hod sever-
8l resesrch essistents, pix students pt Bowdoin Colleze end

8 friend, in the community, sctive ss & volunteer resource

69
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person in the erea schools. They severpell: observed ot
Collins Brook School, Upward Bound, Jorden Acres, and Soule
School. During the spring end fall semester in 1972 we
had weekly meetings to shere dnte end Imprecsions and to
discuss the evolution of the projects, The students wrote
. Independent Study pepers on Collins Brook School, The Up-
wrrd Bound Progrem, snd the School Adninistretion in Bruna-
wick,

A third type of instrument for gathering data waere
Questionneires, Of these the ianortent ono evolved out of
my interviews, observation, rnd further rending during the
course of the resesrch. I called tne questionnaire (after
T hed tried it out on sbout 8 dozen people, including my
student essielents) "Your Concept of Cnengo" and sent it
out to 105 reorlo, 1l of whom I had olrendy Interviewed,
in MYarch, 1973. The questiorneire conteined strong pro and
con etatenents for each of twolve selectod isgsuos; examples
©f the issurs gre:

T move o3 awiftly rnd directly es You cen in getting
somethinz new storted; move more slowly end sccom=
modetinzly;

< respect prst experience; don't be so inmpresrod with
"whot has been dona;"

= Plan 83 much es you can in edvonce; meke good genersl
designs but build in s lot of room for the "wiplenned;"

= etrive for focus, direction snd guidence in your

. tesching or your teschera’ teaching; provide ss meny

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

-

51

options as possible and welt for the child to rove;

= bo pri-arily concernad with modificrtions of tehavior;
bo primarily concerned with the "inner growth™ of the
person; .

= recognize that effoctive lencership cen only ulti-
mately come from the top down; leorn to look end strive
for lesdership that "welle up" from the botton and
emcrres out of e developing situation.
Fifty-eix people responded to the Guestionneire and

the distribution of returns was fairly generel for the four

progrems. All of the key leaders in the Progrens were

smong the respondents.

firsenrch Stratery

In addition to =trivinz for rs factual sn understend-
inz as poncible of the birth, esteblirhnent, pnd sequential
doveloomient of enpch of the Frogrons studied, I also souznt
the following from my responcents. First, their sense of
the proprom es a whole, of their part in it, end their esti~
nate of other people's psrt in it; secondly, thelr scnce of
tnelir own participertion 4n, end esti=ote of, various events,
whother larpe or smnall, that occurred in the evoluticn of
the programe; thirdly, their perception of, and feeling
sbout, the roles and relotionchips being eracted by the people
in the progrenm; and, Linglly, thelr beliefs about the leern~
ing process end gbout the 800p6 ond mesning of lescership

in the progrem.

* e
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I relied firast of ell on fetting r2 sharp » sense es I
could of the reapondant's stendpoint, where he was "locet~
ed,” now things looked in terms of his experience of them;

in what kind of peyciic and perceptual eprce he was aftuated,

both ss subject snd ns object; pnd with whet sst of beliefls
#nd concopts he hebitually tonded to order his world.

Tne intarviews were of eriticsl importernce {n thie re-
grrd, It wae {mportant thet thay be trested and conducted
as en oction, or heppening in itrelf. I soucht a lefsired
end seriour exchenre betwroen mycelfl end the respondent, some-
times rpproeschine sn encecuanter {n vhich tho rospondent would
tleo rsk me quentions. I sourht to respect the rutononmy of
the respondent, so that it was hia world, end nis movio of
thet world, thet we were exploring. Thuse, the form of tine
exchense wes as {mportsnt es ths content. {cf. Edger llorin's
discuseion of thir kind of interviewinry in the eppendix to

Zne Rez and The “hite, Renort From a French Villnre),

For thet resron it wea rleo importent for ne to tren-
scribe the tapes myself--to liesten for aurnces, to Fo moro
cerefully over criticel passages end ezpecially vitrl ox-
chenges, rend to comprre =y view of the interview when l{sten~
ing to the tepe and traing down tho words uitﬁ my view of it
et the times I did the i{nterview, They were often different,
sometimes subtly so,

Over timo I obtained many multiplo perspectives from s
veriety of people concerning the ssme event or set of events,
or concerning s perticulsr person or role. ¥ost of the re=

spondents were themselves sctors in the evente, though some

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

53

of them were observers from "the outsicde." It becems obyi~
our to ma how perspectival even "objective" viewers were. I
believed my own objective view wes clenrer becaure, unlixe
them, I hnd deliberately and systemetically sought to taxe
the particular standpoints of a reverelity of ectors engpged
in si{tustions pnd events; becruse I hpd eccess, to a grester
degreo than they, to the different roles, the different exge-
riances, concepts and beliefs of all the i-portant actore;
end beceuse ]l was mys=elf over time conatently worring out, in
reaponse to my respondents, my own staendpoint end role, ny
own interpretation of what I gaw, end my own concepts end be-
liefs eoncerninp educntion and leoderrhip. I strove fer syn~
thesis where I could, for balance, and towerd a "mentel feel™
for the stiuciwure {int wan being enected.

I soupht factual info}mption: whet heppered, rs &8 metter
of frct, trying to direncege 1t from the languege used bty ac~
tors rnd obeervers (e.r., such snd such a person was "fired"--
but what in fsct took place? Who did what? When did he co
it? What were thu others doinzg? When were they doingz it?
What measeges were glven, in whet sequence? and so forth).

I epent much time estoblishing the senuence of things hepren-

ing, that this happenoed before thet, snd cena to rerlizs tihe
difficulty people seem to have in knowing, rnd being adble to
recepituleto, the sequonce.

I sought es much close deteail rps possible gbout certain
decisions that seemed important to tho progran; not only
Nth was decided, but who made the decisfon, snd how were they

meacde~~both in the sense of the decision=rexing process, but in
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toerins of thea style of communicetion snd the kina of rela-
‘iouship being enected in coming t~ end moxing tho decision.

I noted from my obrervatic: the style of prople {a s
claseroo™, in stresa ritunrtions, on tha telephone, in their
menner towerds me end rny cirense: in this over time.

I begen to notice the !aportence of persennel chengoe
end of rale chanzos or ro-definitions=~these seemed to be
bellwethars indiceting shifts in the progrem in ona direc~-
tion or snother.

I put amrhrais on lietening to tyricel words puople
used.to cescrihe things; how words were being used; and
wvhet rhetoric seemed "4n,"

I noted silences pbout thinge, snd elther probed or
left them elone, dependins on whether I knew enouch alresdy,
or whether I felt it to be impolitic or gretuitous to push
herder in s certain direcctlon.

I relied on the questionnnire "Your Concept of Chengo®
to provide me with bpck-up information on how various key
sctors in the different progrems saw thomeelves pnd whet
key idess and belisfs animeted them {n their ectivity in
the prosren.

Finelly, I relied on taking reverel roundin~e of tho
8a7s progsrem over time: a spate of interviews of tho ssme
people, andfor different peopla in the ssma roles, done at
cifferant intervels: 3 times in Froeport in three succes-
sive yerers; einilerly in Brunswick; end twice in successive

Yeerrs for Collins Brook School and Bowdoin Upward Bound,

.
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Chapter Seven

The Politicrl rnd The Fducrtionsl:

Demercrtion end Xelaotionshis

A basic conceptusl distinction, which underlies tnis
study (ond wes discovered {n the process of dolirz it), is

on the one hsnd the politicel, understood prirarily {n

terms of distributive activity, end on the other the educe~
tionel, understood orimauri{ly in ter~s of erowth mctivity.

I hove indicated in tho third cheupter ebove how I csre
to make this distinction In the proceses of gatherins and
evsluating the date. I now want to explore tre distinction
further.

The politicel {s activity that is orlented primerily
towrrds problems of power diastribution in the environ~ent,
towsrds srjunents over what ismfnir. and towards srguments
over what is percelved to be commonly needed by ell mesmbers
of sn essocirtion of people. Politicsl pctivity {5 prerent
in all types of scsociation: family, religfous, econsmic,
or educationel. But {n these latter types politlicel pctivi~
ty is in essence subordinate to, or embedded in, the prec-
tice end reolization of substentive socisl end persorsl
eims. Politicel sctivity per se (5;54, 88 p ®scparate ectivi-
ty conducted by governments) has no such substrntive social

or personel sim--its sim i8 politicsl sctivity itself, the
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vxpenditure of tine end energy to resolvec distributive
questions releting to powcr constellations, cleims of feir-
ness end unfairnesrs, and conciderstions of common reed.
This is vhat governments snd other relatod political egen-
ciees (such es perties) are ensrged in on p full-time, con-
tinuins basis. ©Xvery covernment thot exiets in the world
is itself 8 limited stntement of the enswer to the question
of feirness, and ettempts to deerl with conflict end the
need for unity genersrlly within the terms of thst limited
stetorent.

The eaucetionel 18 rctivity thot 1s oriented towards
the intellectusl, morsl end emoticnel maturstion of human
beinrs, on the pert of all personc enceged in the rctivity,
thourrh primery enphasiz 1s on the child. Such maturation,
both ss a procesa end es © result, is perceived differently
ty different peonle end civoa rise to contresting end con-
flictins conceptumilzatione of what growth 12 and how 1t
may best be effecturted., Six such conceptunlizations (or
bslief-styles) have been identified in this study. But the
theme common to them sll 1s growth, e term I prefer to ma-
turetion.

Further contrpeats may be mode that relate to the dis-
tributive/growth demarcetion. Politicol bohevior seems
rmore interestrd in collectivities, forces, groups, or in
poople in generel or in the sbstrect. Educationsl behsvior
is more intcrested in the individuel snd the consciouzness

of individusls.
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Furthermore, the person in politics seems more hichly
censitive to emo-irnfe conslderations~-botn thoze cof rim-
solf or herself, but perheps even rore so, those of others.
The ector in educetion by contrest seens to feel he hes
somew!.at more room in which to "be himself"=--or "herself."
This is true even for those wno do p bit of play-sacting in
the clesceroon, beéoning "a character,” throwing oreself
into the role of "beinz different." Thle indicates that
presumnably one does not hrve to cere ell that much sbout
what other people think. .

This ie releted to tha role of beins concerned first
end foremost ebout leernins. Learnirg hes thet sbout it
which fucrests something intrinsicelly worthwhile es opposed
to something extrinric and instrumental.

Politics reerdily evokes the imege of the "wheeler-
derler,” one whose behpvior seems underlined with celcula-
tions or enxietloes ebout how this or thet will help or
hinder hin or her in the celicsate overations of bullding

-~guprort, brinrinz sbout e corlition, far- the sexe 0f accom-
plishins this gorl or eesing thie conflict {end ennrncing
one's reputation--which in turn is pertly souzht in order
to grin more of the credibility vitel to doing colitics).

In this study I do not identify honor or zlory es a
compellingly unigue dimenslon of politicsl sctivity. The
quest for glory-—or ego-erhancement--gseems to eppear in
soma form or enother in most if not ell types of human

sctivity. One msy glory for exsmple in the feoeling thet
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one hes reslly done well nt something that cplled roréh the
exercise of one's vital powers--in whatever field of endegv-
or. One may want recognition for this from others and
glory in such acceotance or confirmation.

Yet, in politics the Rlory may be more image~oriented,
Mmore ettuned to exchenge vwnlues than to ure values, more
extrinesic then intrinéic. This may heppen becruse of the
centrel i-nortance of distributive considerertions and of
the importrnce of correlative ego veluations ps such. The
sheer pressure of the soliticel role snd the gravitetion
of certain kinds of people to politics--these fpctors ray
enforce e high incidence of behavior that reflects s com-
puksive pursuit of "external" con{irastion--whether from the
people, or one's peers, or from hietory, or from God.

However thet may be, I decided for the purpose of this
gtudy to regerd the frctor of honor or glory ers & consipnt,
#s something menifestly humen and bound to eppeer in some
form or gnather in eny Liumen nctivity. I preferred to con-
centrete on somethinz I bolieve to be moro central, the de-

mercation betwmen n distributive end 8 growth orientation.

Reletionchis

However, thouph demercnted, the politicel and the
educetionsl sre also esch present in the other. 1In politice
there is present, in s subordinate way ueuelly, sn emphecis

on growth; nutstis mutandis, in educstion there is, in very-

ing and somotimes intense degrons, en emphssis on distribu-



O

ERIC

Aruitoxt provided by Eic:

59

tive concerns. 1In politics one not infrequently encounters
behsvior thrt nims less at dirtribution es such end eims es
well (or more) st "educnting” ono's followers, or fenze=~
sitters, or somotimes even the ooposition=~thst is, in ad-
dition to persunding them to do this or thet thet you want
done. Of modern presidenclcs, for exemple, it hes not infre-
quontly been remerked, thet one of the occupent's meny roles
18 rs educetor of the poople. A fevoritas eppelletion givan
to Juliue X. Nyerere, President of Tenzanle, 15 Mupli=u,
mesning teoacher. One alsto ofton herrs the phrrse thet such
and such en American orecicent "zrew”™ while in office.

A "lesrning® prosess Zoes toke place in the hurly-
burly of political effalrs; but it teues »lrce in 8 context
and in 95 et-iosohere thet is primer{ly concernez ebout thre
nitty writty of oower reletionships end distributions.

This tends to be true even in such hirhly 1éeolo;icul
politicel systems ps thet of Com=unirt China. This systenm,
more then most, is consciously dedicpted to the deplorment
of politicrl action for the trensformnrtion of indivicdusl
consclousness of the Chinese people--the offort beinz to
move them from e traditionsl, and rore letterly, 8 ratlon-
elistic mode of thinking end feelins towsrds a made which
in their rhetoric is lgbelled proleterisn. To my way of
thinking this irmmense, end swesone progrem of continuing
culturel revolution in China represents more the "politi~
c¢izatlon of education" than it does the "educetionalization

of politice.” Yat it does offer s Mmagsive Llluetretion of
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the intcrpenetrrtion of "education" snd "politics,"

But, if growth factors ere present in politics, it is
8lso, end perheps even more true, that distributive con-
siderations ere present in oducetion. I shell specify four
wéys In which thic seems to be true.

First, education is politicel in the very minimel
sense thet educetionsl etructures exist territoriolly with-
In the boundaries orgenized by s given governmont, The
latter hes 8 relstive monopoly of theo use of physicel force
within thet territory; end all non-politicel structures sre
expected to obrerve the rules end reguletions with respect
to gafe pnd pesceable conduct; snd with respect to accepta=
ble weys of distributing power pnd especinlly oxercising
suthority. "Acceptoole weys" tend to be those most fevored
by the more powerful elements in society nnd government.
fuch rules end repuletions necessarily impinge on the oxter=
nel end internsl relptions of gll oducetionel structures,
whether public or privete.

Second, formnl ecducetion, which ic whet this study is
edout, is condusted by end through orgrnized groups, or
institutions, These ere orpenizations of differentisted
roles in end throuzh which decislons ere made, communicated
and scted upon. There is 8n exercise of power, which in
stable systoms is most often manifested in suthorized com~
mends with which there is willing complience. Even in
Bsteble systems, however, there seems to be not always g cleer

end cleen it smong role, suthorized commend, end willing
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compliance. That is, power elemoents intervene which the
eystem haa to deel with or live with, in come wny. It
eithar pgjusts them to the existing suthorized power rels~
tionshipy. Or it oxpels theom ms intracteble and undigestible.
Or it edjusts to them, in which case there is e chenge in
the authorized power relstionships. Thus, any ctructure is
in this eense and in itrelf political, whether s family, or
a church or s school.

Third, es elresdy noted, people have differeﬂf con~
cepts pf growth, lerding not infreouently to conflict.
This conflict affecte definition of roles, levels of com-
plience, and notions of what is end is not an authorized
exercise of power. Perceptions of what others are doing, i
why they sre doing it, tond to cloud up under such conditions;
offensive and defensive bohavior tends to increpse.
"Personality conflicts" incresre end exlsting ones ere ex~

acerbetod, What Leing in Politize of the Familvy describes

83 heppening in e family, is plso what happens in @ school,
on tho order of "he thought thet she thousht thet ho
thought," and so forth, esceleting to slmost infinite
patterns of interactive complexity. In such s situstion,
the distributive mode of bohevior increpses, and ie inceead
needed more and more, to & poin%t where it mey overshadow
growth concerns.

Pourth, the aschool describes a reletionship betwoen
adults and children: big people (grownups) and emell people
(the kids). Though the "reason™ why they ere brought
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together is growth (preferebly for both) yet the structure
of their relatlonship fe inherently one of inoguslity.
There i= the possibility of "ego-competition” and more
generelly of conflict over role cefinition, over essumptions
of motivation end intention, over getting the right xind or
decree of velidption (arades, credits, etc.). All these pnd *
more ere imbedded in the structure of the relationship. It
mAT be sald to be one of the most prinfully politicel types
of relationshios in gsoclety, end not lenst be puce it "aintt
suprosed to be that wey" accqrding to the mythology of the
prevelling culture. At lesst in the femily it 45 possible -
to screem pnd to a depree to find some legitimecy for thie,
but this fan't recarded as ecceptrble behavior in the
clessroom. In this perticular study I round very little
direct effort to pierce the bplloon of public self-deception
on this queation, with the exception of Collins Brook
ééhool.

Fifth, there is scen to be in girovwth ftcelf (in the
ect or ectivity of growth) a cistributive element. The per=-
fgon educeting ﬁas the opoortunity to assess, hewever con-
eciously or however intuitionelly, where the person being
educpted fo "pt" peychologicelly, intellecturlly end cul-
turelly: what value systems, for- exemple, whpt authority
eesunptions, etc., are exhibited there, Tae teecher may then
strive to find weye (ﬁords, ects, eillences which ere alco
acts, sequentisl sets of chellenges in e line from less to

more difficult, gestures of petience, impatience, epprovel,
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disepprovel) all calculaeted in as timely p menner as possi-
ble to evake s responze in the person telng ecucsied that
would or could move him or her forwerd towerds ecouirinz e

. ) 8k11l, or echieving en insizht, or develozinz » theoreticel

.. B understanding. Though tnere may be ever so muth =mutuplity
in this, or ever so much unthirking willirc responce :o‘pre-
srrerred (pre-orcdeined) structures on the psrt of bota
tescher pnd stulent, yet the dehpvior ie rnot witnout ele-ents

- of crlculetion. The celculstion censtizute menipulstions to

# degree becruse they cre efforts to =move the other perzon

forwerd (or heve nhim move nimself forward) in e direccion

e . - snd scross terrsin thet he sees, percelves but dimly, end

with ruch dimness of vision often (because of feer, born of

*3

ignorence; or relf-despeir; or enzer st "sutheorisy") thes
he is not very sure he wante really to move in thst or in an
directfon.

istributive eccion comes into play here, texing =eny
forms, whetrer brucque, direct end lion-like; or supple,
indirect end fox-like--wnichever seenms msst to sult the
style of the ecducator, the needs of the situstion, end the
bringing into being of movement on the part of the person

being ecduceted. CTistributive sction is here seen ss seovins

the purpose of prowth, but thet does not make it less dis=
ributive nor eny less en integral part of the lesrninz cro-=
cess.

On the other head, from the polnt of view of the per-
son-being-educeted, there gre correlative consideretions

D
V)
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which evove distributive rodes of behavior. Cne tests the
eduestsr; «ften to the polint of resisting. One comisres
one educxtor to epnother becsuse one 1s testang to diecover
where ane ia what direction you want to g0; or whefher you
w%ish no% to be botherod at. pll (in which cpss ¥si ven decide
to 2o elong with whst then is perceived se *rcue nickey
moure,” or you cen overtly drop out, become "difficult™).
If, howewver, your rrobing snd testing out seems to be getting
ycu sorewhere, you "latch on" to the edusptor, ¥:
yourrell, ¥ou try out his or her style, you esk s o d
of questlcns for s while end so forth. And pll
ere nodes of behsvior thet ot one pnd the seme time sre
¢lstridutive wnen loowed nt in one sense, {rom one gnzle, .
8nd profoundly 3.-.- « wlien looked at in snother sense, from
snother pncle. °galn, the distributive serves ths
Purroses of growth.

Given this phenomensn in the world of educstion, one
nlzht sex 1€ tae world of politics elso exhibits behsovior
in which rrowth end distridbutive frectore pre integrally
related -~thrt ls, where considerstions of growth so enter . .
into the celculetions of politicel beings thrt rcte which
na¥ lock lixe manipuletions mizht Just p2 well.rlso be seen
#8 2CL3 which genernte growth. This is conceiveble end
prebable, but my study does not include the world of poli-
tics as such. Ther.fore I feel able only to posit this as
8 1o83ibility end as s very suitable topic for further re-

[

gecrch.
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However, my ftudy does show exemnles 5! people in
lerdership positions Ia the wo-id of educsticn, ectinzs fn a
politlcrlly distributive wey, resching ou: towerds peocple
in enotner cemp in s manner thst susgests trying to generate
e lerrning movement Ln thet camp--to s poing where it is not
epz to clsssify the behavior as definitely politicel or
educetionel.

This sugzests to my mind, conceptuslly, en erea of
behevior where growth end distributive factors ere fnex-
tricebly releted, where oppocites seom to £ind » kind of
unity * ection.

One may dirgrem this as followe

The opposite tendenclies or forces sre towsrds p dise-

tributive enphasis end towards e growth emphegis. Cne mey

00)
an
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ledel these tendencics gs moving respectively to the dis-
tributive pole end the growth pole.

As one mo.""s on en erc from the distributive pole
towercds the center, the cross-hatched sres mey be lebelled
growth--the do=innnt theme beinz distributiveness. The
growth empnescis Frrduelly increeses in reletion to the domi~-
nent theme until one reeches the center, or intermedireto
noint beyond which 1ies the renlm of the educetionsl. This
point ip somewhat like & continentel d'vicde where up to a
certerin psint the stresns sre runninz in one direction end
efter which they run in the opposite direction.

.. e

As one moves on en prc from the nro<th pole towrsrds

-the center the wavy lines m8y be 1rbelled cistributiverass—-:ili

the dominunt theme veing growtn. “ Listributive concerne
greduelly increpse until one rerches the intermedinte point,
beyond which lies the rensln of the political.

A key varipble in the reletion of growth epnd distribu-
tiveri=ss 15 s phenomensn that I have nemec the trensforma=-
tionel sy-dol. Tnis symbol may be p word or s menner of
speaking or somethinz re indocent pe e particulsr xind of
gesture, or even something far hesvier like sn elaborate
argument, or pzain fomtething es liznt ps p bt of thepter
Or somethinz ps zomplete os g person.

Tne trenefornrtion involved is teking s feeling or g
perception or » concept from the context {or structure c»=
mind set) in which it hes been generated snd within which
1t™belonze™ (a bit of perceived fecticizy whose factlcity
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1s reletive to the sub=system in which it moves) snd comzuni-
cating thrt foeling or percoption or concept in rich @ msaner
th.nt {t wan be translated with sufficlent suthenticity into
<ue "lenguage” of a different (perheps even conflicting)
coatext or striacture or mind set. It is recoivad there,

rat In the sense, thet 1t 1s accepted without guestion,

though thle mey heppen, but thet it is seen as sc~ething to
be taken Into sccount, es somcthing tc be lerroad and inte-
groated, in which crse therc 1ics royme growth invilvad., O £¢
mepy be received es something neocding to be hsndlod distrib-
utively in a new wey. Or both of thece responres csn teke
place. The work of Cleuce Levl Straurs end hies many fsllew=
ers offer numerous fllustretions and s convincins eplcte-o-
logicsl basls for cuncepls on the order of transformetionsl
syrbol.

It i1s like teking e word from one culture, pert of 8
given languoge, and trying to trenslete it 'nato snother
culture Iin anothor lengusge ro0 thet it mey evoxe in tre
Jetter 8 set of feelinzs end understendincs not the saeo
o8 in the originel culture but 8 wey of feelinc end think-
ing ebout similer thinss thet can lead to 8 deeper sware~
ress and to grester communication with thet c.lture.

Or, it is like winet T. S. Zllot colled the "cdjloc~-
tive correletive," s word or image which--in a world
given over ¢o the fregmentation snd discontinuity of
culture~=-could medinte rmesi..ngs born in ons context (in

which the pust worked) to othar contexts in which other
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poets, ehd resdsrs of poetry, worked.

It seems from the presceat study that in situptions of
conflict end chenge tho success=ful use of trensformetional
gymbols reocuirex s prior ewereness of the efficacy end noed
fos?ggibolz--oe 8 solegusrd pgainst the eruption of polpr-
edzinx s7mbole fong forces jou wish to see united, or st
least rot st lo-gerheads with one snother.

This ciscuesion of trensformstionel synbols anticipates
vert of the snrlysis msde in those scctione belcy desaling
with the style and strrtepy of educrtionel lenders. I bring -

the dircusrcion here to en end by concluding thst trensformo="

-+ tional symbole cen be primerily educp=!:: sl (leerning ce- . -

ze-vices) or pri-arily politicel (cooptrtive devices). Yet Senans

either woy, something of both tekes piece~=so-athing partly
distridbutive end partly lerrning. lence one often perceives
thet the intention of en ector ° hirtory, heinz political
end enploying to thet end whet trensformpetionel de§icos h
hed to thet end, produced the "unintended effect™ of e chenge
in consclousnass on the part of those he sought to co-opt.

And, by the arme token one =r often perceive an educetor

in ection, emgloyineg » bit of transformetionel symboliem to--«. ..

furthier the leerning procesg, producing the "uﬂintended
effect” of » shift in » g%ven belence of power.

A last point concerning the inter-releticnship of
politics end educstion may be msde, one which belencea to g
degree the ezpﬁaaia on treneformationel symbols. This con-

cerns the fsct that, »s noted eerlisr in this chepter, edu-

88

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

e

69

cationel institutions sre orgenizations in which power is
dlatributed in An puthorized w2y. Effecting chrnce, lot us
£y elfecting r» riovement from one bellef-style to pnother,
cen often not trke plrce unless there 1z slso p brerk in

the estsblished pettern of orgenizing rnd exercisinz power.
Toet 15, tho deployment of trencformetionsl symbols (which
reletes to chengzes in people's consciousress of sulliclent
depth to bring rbout the acceptrnco of p new concegt) ig

not suffi:zlent; s chrnge in the structuring of power 1s

elso necessrery. On the other hsad » change in the struc-
turing of power without some correlntive cnenge in conscicus~
ness is elzo insufficient. Exarmples of both ere illustrpted

in thie study.
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NINE SETS OF FACTORS THAT INTFRACT IN

THE PROCFSS OF SOCIAL CHANGE

"
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Duslities-in-Conflict, or

Culturel piscontinuity

In Fart I I made 1t an as=sumption of this study, end
one conf'irmed by this study, thet human beings in pursuit
of p speclies ectivity, such as educetion, necessarily
engct structures. Structure includes pt legtt three
sepsrable, though not seporate, elements. The3y are, first,
Ls~5 creprting end ordering of roles in s cortein way; sec-
ond, the interpley of reletfonships emong the people in
these roles who ere in pursult of the pciivity; end third,
the expression of s veriety (often e contreriecty) of meen-
ings nccorded to roles end relationships end the ectivity
being pursued. People engaging in »n pctivity do this on
e daily besis, enscting snd re-enacting suructures, cheng-
ing over time, trying to survive snd grow,

A given sgtructure 1s thug by no meens monoliithic.’ It
may be riore or less in s stete of conflict; end et the sgme

1

time more or less in p =tate of integration. This spplies

1. For e lucid treatment of conflict end integrstion in
r polity, &nd by extension i{u sny syste or sub-
system, see Yicheel Cuverjrer, Tne Iilos o Polltles,
Chicrio, 1G54. Another interesting treatwent or Thls
quoestion (interesting in thet Lt represents e change
of mind, end in my estimation thus e breaktnrough)
is provided by S. N. Eisenstedt, (continued to p. 72)

O
P
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to micro-systems es well as to macro-systems. Thus in the
carrying on of a éiven activity, where we find reopls inter~
scting with ono another threugh common organized networks,
we plso tend to find s degrece of heterogereity and differ-
entiation, more or less consclously perceived end acted
upon by the people in these networks. Tnis differentistion
may be, end is often exprossed by traditionsl socisl science
83 8 plurality of interests. But from this study it seems
more accurete snd reglistic to describe this differentiation
88 sets of dualities, each one in s stete of potential

or sctusl conflict.

Criticel duslities include sex, class, pacinl and
ethnic, and ege differences, They elso include authority
roles; territcrisl identificetion expresced &s nativo, or
"us in hero," versus outsidere: and ekill performpnca cri-
teris, often expressed as precision versus senerality or
expert versus lay judsment., Tess visible, but deeply em~
bedded {n the structure of humgn expeiras e neverthsless,
is personsl identity (1.0., me/not ro}.

The chellonge of chnnge, end the chellenze of counter
change, bring out or meke msnifest the duslities of actual
or potentirl conflict. wWhat tends to result is » condition
of relative discontinuity. Peoplets perceptions, filtered

—

{cont. fro- p. 71} Iraditlon, Chanco, pnd Modernitw,
Wiley-Interscienco, Ii, T., Y973, Eltenstnat Fow argues,
in contrart to his eprlier roro uniform "Parsonicn"te~-
11ef3, thet socinrl eyatems, and sub-syatems, sro not
uzually orpcanized in one wiitsory system, but consist

of aoften corflicting and enteponistic segmonts, resacting
in differont ways to tho challengs of the new.

92
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through the perspectives afforded thom by their perticuler
sncé limited position or situntlion in tho totel complex of
structurel sctivity, tend to reflect that situstion. TCif-
Torences thus rre resdily perceived in & more heightoned WBY.
There iz ¢ tendency to trenclste objectively perceived dif-
ferences, which previously ray heve been noticed but either
sccepted or locnted in the beckgrounc of consciousress,
into subjectively experienced discontinuities. Tuslity
mergos into conllict and msy exacerbate into polerity. Such
experience triggers and deepens p sonse of sntegonism. Mot
ell duslities come into play et once. Usuelly two or tkroe
felt discontinuities seem to predominste in a conflict st s
time end others remsin letent or pley s minor thoush never-
theless supperting role. When groups of people oezin to
experience the seme ret of contradictions (g;g;, old we.
yourg, estebliched eputhority patterns vs. perceived threets
to them, middle nnd workzing people vs. the "aristocrecy,"
native vs. newcomer) then tihey tend to "find" each other
and conlesce for end sgrinest the chsllenze of the new.

The "new" may initially teke the form of e technologi-
csl change or the incursion of e new set of icdess or s
rovement of portletion. That is, e so-called "exogenous"
force msy intervene in a given structure, overturn older
balences end produce s heightening of tensions to the point
of conflict, rovolt gnd countor revolt. I put quotes
sround the worc "exogenous" boceuse the word mey connote

something external to the egtructurse acting upon the atruc-

@
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ture ss if from the "outside." Thet would be misleeding
eince st the moment s factor impinces on e set of reletion-
shipas it is in s stete of interpction with that set end
becomes part of the structure snd part of e continucua feed~
back process. 1In prectice, thc"exogenous fector” may tesm
up with hitherto untepped or unexpressed energy which the
i{ncursion of the new factor may heve triggered by upeetting

the belences of the estsblished gtructure.

Freeport, Msins, in the eerly sixties wes e semi-rursl,
esemi-mill town {lestiier industries) of ebout l,000 people;
though it slso included e "labor sristocrscy” employed at
L. L. Besr's factory and store; s weelthier professionally
oriented citlizenry gencrally essocisted With South Freoport;
and e small number of very wealthy business-roleted fami-
lies, meny of whom were part time rosidents end in eny case
took no direct interest in educntion, their children being
enrolled in privete schools. There was a history of rele~
tive un-esse, and "iffy" toleretion of one enother between
mainstreem netive stock in Freoport {gonerolly middle income)
and the more effluent end/or more educsted folk in South
Freeport.

During the later gixties and early seventies there wes
® zudbstentisl influx of ncwcomersg largely from out of stete,
lergely people with professionsl or technical occupgtions,

lergely affluent (by ocomperison with tho average native),
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with urben sud suburben backecrounds. Thougn they csme to
live in Frespoart, their joos tecnded to be in and sround the
grester Portlend srea. The populstion incressed fron l,055
in 1960 to sbout 5,300 by 167l; the housing units increesed
spectaculsrly from 600 in 1960 to sbout 1600 in 197h.2

In the elections for school boerd in 1958 snd 1659
three "libersls" (sll Republicnns)3 were added to the Boerd.
They won over to their persunsion.one other of the five-
member boerd who hed been identified es & conservetive.
Tne fifth, an L. L. Bean employee, though first sympethetic
to their ceuse, leter withdrew from the board in protest
sgeinst their actions. The four of them begen pushing herd
Tor change in the schools in 1:59/70. In tho process they
geincl the enm!t- of the school administretors, the greet
ma jority of teechers, the newly emergins teochers union, end
the overwnelming msjority of the townspeople, especielly the
native atock. The latter ceme to v ew the Boerd as composed
of "South Freeporters” and ss psrt of the crowd of rew=
comers or "outsiders," aven thouzh two of the four did rot
reside In South Freeport, snd thres of the four had leng
standing recots in the community.

There wos 8 series of confrontstions in the winter

and spring of 1970, including numerous mass meatings, 8 nosr

2. Figures provided by the Freeport Town Msnager in en
interview in January, 1974.

3« At that time csndidstes for School Board still ran on
8 perty lsbel.

O
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teachers' strike, end s boycott of the schools by the sroused
parents that wes eimed at tho Boerd. The now embattled four
on the School Board, under the strong leadership of Marion P.
("Pic™) Pettit, decided to stsnd thoir ground. Graduslly
evolving & strstegy, they encourazed and acceptod resignations
by nll of the chief administrators in the school system, in-
cluding~-deciaively--s populsr traditionally-oricnted elemen~-
tery supcrvisor. They then "brought their own team in," as
one of their opponents put 1it, sll of them “outsiders" and
committed to change. They continuod to press this new group
of sdninistrators to insugurate change during the next two
yeers. In ¥erch, 1972, they finslly lost s mejority on the
School Boerd to people efthor sympathetic to, or declcatsd to,
the cause of their opponents.

It wes 8 combinstion of "exorsnous" and "endemic"

" olements tunt evokad p chan<- n the prevgiling situatiun

in Freeport and in turn be: sut the intent discontinu-
ities in the preveiling & . - .2l structure of reletion-
8hips end networke, ¢ th: ...litles ..oted rbove, the
fectors of territory, eopne. sutnority role, socisl class‘role,
end personel identity cesmo shrrply into play. The teechers,
edninistrrtors esnd prrenty 231 felt throstenad in their
authority role end trx%r identity reapoctively in the
classroom, school orfice and home. In addition those seme
groups could side with the militent toschovs union loeders
on the issue of their "common" status vis-a-vis the South

Freeport "snobs™ and on the issue of territorisl identifica=-
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7’\ - tion (nstive vs. newcomer). The generationsl gsp tended
also to be felt in the samo way by 8ll four grougs since
a mpjor issue raised by the Pettit Boerd wss the failure
of the school system to treat children with sufficient re-
spect or concern. Thus such "normal" dichotomies (that
otherwise tend to asppesr in school struggles) as the seesaw
battle between the taxpaying citizen and the teschers union
in qQuest of higher pay was blurred snd suppreszed in favor
of e united front egeinst what wes perceived as e grester

threet.

Brunswick
Brunswick 1s a town of sbout 15,000 people. It is o
fairly thriving conmerclel, banking end stopping center with
some mgnufecturing industry (shoes, shipbuilding, contrscting,
printing), a prestigious libersl arts college (employing 450),
end s sizesble naval air station (employing 620).“
Ma jor groups in the town ere business ené préfessional
people; collng professionsls; @& substantiel white coller
stratum; e blue collsr work force which 1s heevily meds up
. of Franco-Ancricanss (concentrsted residentislly nesr the
canter of town on the "wrong side of the tracks"); e substan-

tisl "old Yankee"” culture whose members tend to live out on

4. Tho Times Record, Brunswick, Maine, Jsn. 31, 1975, p. 12.
$. Accordirg to the 1970 census, 2,488 residents cited
French e8 their mother tongue. The actuel nuvber of

thosze stemming originelly from s French or Franco=
Azmerican culture is probably subatentislly higher.

e 0. .

. - . 9%

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

78

the fringes of town; s not insignificant number of ycuth
groups end gengs; e large number of senior citizens who
meke up over 103 of the population6; end, finslly, s not
inconsidereble number of poor poople, many of whom are
thrust up egainst the fences of the navsl air atstion in en
sres often referred to ss Moodyville, after the man who owns
most of the houses.

Pressures ceme from seversl sources. Tsxpeyers re-
belled egainst high property taxes and at one point voted
s 4100,000 cut in the school budget. This movement was led
by a3 Franco-Americen lesader snd had the support of Franco=
Anericsns, senior citfizens ond of middle-income citizens
generally. <Thore was slso s strong feeling of concern among
these groups for what thoy felt wss s breekdown of disci-
pline in the schools; and they were restive over long heir
snd drugs end anti-Vietnnm War protesting.

A second type of pressure came from young people who
wanted long hair end drugs end an end to the Vietnem War,
snd who were rebelling egainst_uhet they regarded es the
"micksy mouse™ type of discipline and irrelevsnt astudics
in the aschools. A massive confrontation occurred on the
town mall in the summer of 1970, over recently iaaaed rogule=
tions restricting freedom on the mell, between the police
and the youth, this resulting in many srreats and a bitter

feeling towerd the Town Council.

6. According to the 1970 census, 1,693 citizena wore over
the sge of 62.
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A third type of pressure csme from liberel educsators
in the school system #nd libersl parents. Thejy were un-
hsppy over whet they regerded ss guthoritarisn ettituces
and behevior on the pert of school sdainistretors, espe~
cielly the superintendent; end they felt » need to move the
school system towsrds a less "structured,"” e less tredition-
al type of educstion, towerds a more open concept of ecuce=
tion, of » kind thet they felt wss being introduced elsevhera,
for example, in the Boston suburbs.

A fourth type of pressure was the growing ofgenizetional
power pnd demsnds of the teschers through the Brunswick
Teachers Associstion, bscked up, ers in Freeport, by s newly
militant Malne Teschers Associlation. They wentad better
pey and better professionsl opportunity snd better ststus.

A fifth type of pressure atemmed from a goneral closs
feeling, represanted especlielly by some Franco-Americsn eand
01d Yankee leadera, towsrds whst they regerded as the es-
tablished and ruling groups--the college and buaihcss-relat~
ed people. Thbre were strong feslings of mistrust snd of
resction egainst the tendency of the establishment to "run
everything" in their estimstion, lesving other groups g&s
second-cless citizens. The more militsnt emong thase leacers
sought in lete 1970 to change the method of election to the
School Bosrd from st=lerge to perticulsr districts. The in-
tention was to incresse the opportunity for the “non-estsb~-
lishment™ clesses to get representation on the Bosrd. The

effort wass defeated.

-
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A sixth pressure was the school administrsetion itself:
nentery Supervisor and the principsls of the high school,

_the Junior high (or middle) school, and the three elementery
‘schools. They felt themselves to be vertically exposed on

- 811 sides to the pressuree slresdy identified; and, even .

seids from their own psrsonal beliefs in "e tight ship,”

in sdministretive efficlency, in the hiersrchy of command,
snd in the ethic of profes§10n31 neutrality, they inherited:
an sdministrative tredition thet strongly emphasized the ;
same vnlués. This was especially true of the superinten~
dency which hsd been used to running things,within of
course the very broed policy orientetions provided from
time to time by the School Boards. But this wes changing.A
In responses to demugds roised by teschers, successive
School Boerds began to reise more perticuler questions of

8 policy nature with respect to quality of teaching snd

the costs of educetion. Thie incressed the etmosphere of
pressure under - which the adminietration labored and in-
ereesed as weil their tendency to emphasize the velues-of.
sdministrstive expertise, efficient orgenization, hiersrchy
snd professionsl suthority. A ‘

A sevonth,.and finsl, pressure wae the shortege of
spsce in the schools. The Superintendent, who was used to
gotting his own wey, pushed for a plsn to expand the Coffin
Flomentery School by sdding on ten cubical clessrooms.

This plan wes diroatod in s tumultuous tan meeting sfter
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N "1t hed ¢nined the spprovel of the School Boerd. The neople
leadinz .ne fight to defost the necessery bond issue were
drswn meinly from the libersl educetors snd perents. They
wera led by an.educstor. herself the Coffin School Princi-
pal’and up to thet time e close snd loyel friend of the
Superintendent, end leter to become a member of the School
Board. She spoke out sgainst the Coffin expsnsion propossl
8s "makeshift end nerrow-sighted.” The 1liberal pereats and
educotors sew thia nesd for expsnsion es sn opportunity to
: . develop; via ® new bullding altégether, in 8 new more open=~
clessroom dirsction. They slso sew it ss 8 pilot project==
88 ¢ way of graduelly bringing over the rest of the aysten
as well to moro open concepta.
As p result of this defest, e new study committee was
formed by the School Boerd under the cheirmsnship of e
- " locsl 1libersl educstor who was the director of educetionsl
innovetion progrems in mid-cosst Maine for Educetionsl
Development Centsr, Inc., of Newton, Mass. In addftion,
the elections in December, 1969, resulted in s four to one
mejority for libersl rspresentstives of the business, pro=
fessionsel and college conatitusncies. This new Bosrd
hired a new superintendent in the aummer of 1970, one com-
mitted to teem tesciiing, differentisted steffing, better
tescher evelustion, sequential lesrning units, and similer
innovetiona. The seme Bosrd best off efforts by anti=~
establishment forces, glresdy notad, to establish sepsrate

school elestoral distriots. The reports from the study
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¢

oommiﬁtee recommending the construction of e new, physi-

-.cally open type of school st Jorden Acres werse acceptedA

snd implemented. The new school opened in September, 1972,
though only after it had been presented to the town by the
school edninistretion snd Boerd 8s ¢ very modest depsrture,
in e more flexible direction. Words such es "open™ or
®experimentsl®™ to say nothing of “free" were carefully
exoised.

To sum up. The meny crosscurrents converging on the
school administretion sre 8 function of the meny eceisl ‘
groups in town, each 2f which seems cut off from others
snd 1solated within their own velues, interests end out-
looke. When pressures for chenge occur, the discontinuitieas
reveel thensclvea.‘ Duelities trensform thomselves into
tensioir and poleritier: expert versuy laymen; taxpayer
versus tescher; old versus young; the child-centered versus
the disciplinerian; Frsnco-Americen versus Wasp; clasns

conflict; identity conflict. Many of these overlrpped in

* Brunswick, though not to the degree they did in the height

of the Freepo;t crieis. The result wes a continuing swirl=-
ing of crosscwrrents in which snd beceuse of which the
precticel decisions of the edminiatfstor tended'&n the
direction of holding the ship ateady} or ceutiously stroking
forward; or of deftly oper;tionrlizing things in the hope

of mesneuvering pest obstscles ss in the night, instead of

heving s more fortaright encounter snd exchsnge es in the

d.,u

¢
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But it would be & mistske to be satisfisd with this ss
# full expirnation for the sctive {and inherited) spirit
of "edministretive finesse" that seens to pre-
vell in Brunswick. Other fectors need to bs brought in,
especislly the nsture end quslity of the rebellion on the
pert of the libersl chenge seskers, their consciousness,

end their belief-styles.

Collins Brook School {CBS)

Once the fres school wes leunched in the fell of 1669,
discontinuities begen to sppeer, some of them quite severe.
One might heve thought thet a new venturs could svoid the
conflicts end obstecles to unity end fulfillment of eims
encountered in sn embedded gocisl system such ss in freeport
or Brunswick. Not so. Though there msy be ¢ sense in
which the problems, being lese fixed in the received insti~-
tutionsl structure, sre thereby reletively less intrsctaeble,
nevertheless the experience of CBS, and those of othcr free
achools either observed or resd pebout, revegls the degree
to which e new venture is sxposed to meny of the seme kind
of gctual or potentiel discontinuities suffered by estsb-
lished systeme. Some indeed sre more intense, precisely-
becouse expectetions sre grester, including the expectation
thet here In this new venture there is "at last" the oppor-
tunity to get sway from the "mickey mouse™ and hassles of
Mthe system."

A great expectetion is being sble to bs yourself. It

— 103
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" 44 discovered thet this is not essy, especiolly when others

*are encountered trying to achieve the seme thing. Problens

of your owWn identity come quickly into view; one may act
out angers end hostilities you were only dimly ewsre of be=
fore; it 1s s metter of working out s new or renewed sense
of self snd s correletive sense of limits in relstionship
to others. This mey tske a long time. This parsonel
identity conflift or discontinuity is much more in evidence
in 8 free school then in esteblished systems, snd consti-
tutes amejor difference in the kind of conflict typically}
encountered thsre. 4
Another expectetion is grester freodom in roles end,
even, freedom from roles eltogether. Role definitions~=~
sttempts to errive st them, and attempts to escspe them—-
became p continuing chellenge pnd e source of conflict:
perent/tescher; administrator/pareht: administretor/steff;
ecministretor/students; vigitors/residonts; tescher/child;
non-teeching stoff/teaching steff; older kids/middle kids;
older kids/younger kids; younger kids/middle kids; dey kids/
bosrding kids; dey porents/older kidy; end so forth. Huch
of -this role definition turned on questions of suthority
snd responsibility. Partly it eleo turned on a'tension over
s8kill performemce: whether to emphesize &8 more procise or s
more genersl set of criteris, e more expert spprosch or @
more lsy~-style, smeteur, spproach. Partly it slso turned
on sex roles end aexupl behsvior. This became more pro<=

notnced ss time went on, end produced s me jor crisis for
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the achool in its third yeser, though the sexusl fsctor wses
very closoly tiled in with role definitlion snd ths problen

of suthority. This will be taken up below.

Upwerd Bound
This progrsm for teenrgers from Malne's northern

countion st Bowdoin is six-weeX in-residence et the Colloge
during the summer plus follow-up work during the winter,
both at Bowdoin end in their home eress. The progrenm evoxed
a complex of dualities-in~conflict: identity conflicts with-
in the students; conflict between Bowdoin College sdninis-
tration end the progrsm leaders over life style end behsvior
of students; between the "Ivy Lesgue” professors teeching

in thy College and "raw kids" from Maine's poorest counties;
botween the students going back to their up-country high
echools efter s asummer of Upward Bound end their‘hish school
edministrations, end not infrequently, their parents; be-
tween the lesder of the pregrem end the steff, especislly
the gdministretive steff; end betweon first-yesr students
end those re.Lrning students who were cast in semi-sdminis=
tretive steff roles (called Bridge students to cescribe their
anticipation of moving on to college).

We gee here thet there wss conflict over suthority roles;
differences in cless orientetion; conflict within the stu-
denta, snd often the steff, expressed es "identity” crises;
some division on sccount of ethnic origiq, s substentisl

number of students coming from Franco=American homes; and
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some confliet over expert versus lay skill performence.
Lsunching these four changs movements end progrems
"brought out" dueslities (with potentisl for conflict)
embedded in the stuff of the humen snd physicsl environ-
ment. Some were snd could have bsen foressen. Others were

not. It is doubtful if enything short of cosmic, or divine,

- pre-visfon could heve enebled the innovators to foresee the

nesture endfor the intensity of sll of them. It would seem
therefore pert of good planning for chenge to "build in"
provisions for the discovery-through-prectice of uniknown

or dimly known duelitiea snd to "build in" sensitivity end
capebility in reaponding to‘them when they ere discovered,
or un~covered. Of particuler importence is s built-in
eworensss, in sdvence, of the problem of leadership in e
change proéram. Of the cesecs ebuve, it is the euthority
role with its potentiesl for conflict that is most common

to all four. It is the cne thet seemed lerat sccessible

to the foresight end imeginetion of the innovetors, end yst
problems evoked by the suthority role of the leaders were
fundomental to the wey in which the progrem evolved. The
discusasion here pointe to such fsctors es conaciousness and

.

atrategy, to be teken up below.
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Chapter Two

Rebelllion or The Roots of Consciousness:

Cefiance, Emnulstion, snd New Values

The previous chsepter developed the notion thet within any
structure over time there subsist s serlies of duselities. These
durlities tend to be in s stete of potentiel or pctusl conflict
even though the structure continues to function on e rore or
less smooth path. Elements of newness ere self-introduced into
the structure. These may be physical or psychic elements or
both. They may be technologicel or ideertional elements or
boths A new swareness may be triggered in the flow of inter-
sctiona that constitute the structure. Or--e relsted phenome-
non-there may be & new eruption of energy occurring at sny

point within the structure.

To these elements of newness the prevalling structure re-

sponds. It may respond in s varlety of woys. It seems s ten=

"dency of structures that endurs over time to adept end bend

not eesily snd/or to :do so st n psce too slow to match the de-
mends ol' the new elements. First, 1t often heppens that the
structurs responds defensively end tightens up. This cen, like
e dsm in g river, increrse the demend or pressure for chenge
even while bottling it up. Or, secondly, the structurs mey
seek to "buy off" the demends end in this wey try to msintsin
itself essentislly in its estsblished wsys. Or, third, the

structure may "allow 1tself" to be moved by the new slements,

j' 107
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. digest them, pnd be besicelly chengod in the process.,

In pny cnse however, though especiplly in the first two
ceses, the sociel rgents of the new glements undergo en expe=

riensze of rebellion. They discover to themselves that things

-are not "right,” whether with themzelves or the world, or both.

There seems » leck of fit or fitness in the way things are or-
gsnized. Thinga could be botter, probpbl} e lot better. This
gives birth to the deeply felt notion that things should be
better. Initislly this mey mesn turning-on=-self or turning

on friends in fits of unexpleined frustretion, enger, hostili-
ty. But whether or not there is this intervnl there occurs e
moment when the "problem which hsd no nsme” gets more defined
end the soclal egent=to-be begins to identify what it 1s he or
she i oppored to. The "enemy" tokes shepe, generally g typi-
cel figure or group or cless or gbstraction (o.g., "éhe system,"
or the preveiling ldeology) thet is seen to occupy e positibn
of ruling force within tho structure end is perceived either

#8 doing nothing epbout @ bad situstion or ps deliberetely per=-
petusting thet situstion. Thie 135 e ﬁoment of dofience when
the sense of felt injustice i1s very strong end the imege of the
eneny 1is shearply end simply etched in the egent's rising ewars-
ness. It 1s sl=o the moment when the.undortow of personsel
burt end disgust is both most ebresively felt snd most dis-
guised--kept from the egent's own gwerensse=--in the form of
goneral‘principlea, objective and universslistio essertions s-
bout Justice and sbout the need to rid the world of the snemy.
' Defisnoe {8 doudle edgeds It refleots s stete of self-
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conflict. ©n the one hend there ias a felt need--however
unclearly underatood or srticulsted pt this stege--to find,

to errive st, e better world in which s better psttern of

.humsn sctivity end relstionships will exist. This includes

snger st the identified enemy for reeming to profit froa ex-
1sting injustice snd for not moving to correct it.

on the other kand thare is smbivelenca towsrds the enemy.
There is e strong feeling of enti-, e desire to destroy him or

1%, coupled with Jjeslonsy and envy, en unresolved cdesire to

- be like "tho enemy™ snd to enjoy the position end privileges

of "the enemy."

Xebellion mey thus express itself initislly in reesctive
wasys, For exemple Camun1 and ?anon2 ehow thet in the initiel
thrust of the oppressed one for freedon, he eims et toppling
the oppressor-~-to get rid of him altogether ss the hsted

" enemy. This resction mey include s deaire to emulete whet

the oppressor is or does. One "surreptitiously™ aimires whst
one slso resists end Tesents. One msy succeed fn renoving
tho oppressor, or one mey sucseed in "Joining" him. 1In
either cese one msy wind up tsking over, or vsulting up:into,
the porition end privileges of the oppressor snd beheve

towards othera es thet oppreszor beheved towsrds you.

1. Albert Cemus, The Rebel; en Esssvy on Van in Pevolt with
a foreword dy Sir Hersert nesd. revigea snc conplete
trensletions by Anthony Bower. New Yorx, Knopf, 1957. .

2. Frenz Fanon, The Yretched of the Farth, prefsce by Jean

Paul Ssrtre, transletea by Conztence rarrington, H. Y.,
Grove Press, 1966.
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There is open pnother possibility. Defiance mey sustsin

ﬁ £t| originsl impulse to overcome the perceived form of oppres=-

slon sltogether. The distinction between overconing oppres=

sion snd of only reecting egsinst oppreasion grows clesror.

' Mere emuletion is now cleerly comprehonded, snd though ele~

nents of emuletion sre eccepted they ere sbaorbed into s deep-~
er movement of coneciousness. This deeper movemont is in the
direction of s new velus. It is expressed es the desire for

something better~-better then the existing structures of rele-

" tionehips snd the existing peradigms of hunen oxchsongo.

This is the third phate in rebellion--beyond defience snd
enuletion, though retsining elements of each. It may be called
the tresnsformetionel phase of rebellion, its culminstion end
fulfillment. Or, sgein, it mey be called the prophetic ele~

ment in rebellion. It may sugur the coming into being of s new

. vslus, either through sn evolutionery or revolutionery change

in existing structures. thether it is one or the other depends
(a) on the stretegy of the socisl sgents, (b) the response of
the exi:zting structure ond (¢) on genersl conditions.

The phenomenon of rebsllicn pleyed e strong role in eech
of the four projects. It was most dramnticelly in evidence in
Freeport, but there were slso clesr menifestations in the
other thrse s well. Two "encmies™ in psrticuler wore common
to sociel sgents in pl1 four projeots: esteblished psternal-
fatio patterns of suthority snd whst wes perceived ss suthor—
itsrisn dehavior; snd ghl trasditionsl mode of adusstion (de~

sorited in the next chapter).
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Freeport
The four nembers who formed a8 coalitiosn on the School
Committee under the leaderchip of the chairmen Pic Pettit,

. were in e mouhting state of revolt and dsfiance during 1956-70.
In the summer and fell of 1969 they sought dislog on probdlems
snd poseible changes in the schools wlth students, acdninistra-
tors, teschers, and interested citizens. They zponsored pudlic
meetings et which pros and cons, especinlly of the prevailing
tesching system, were aired and slternatives were brought up,
They came to an sgreement with the Teschers' Associstion (FTA)
whereby the latter would study the tracking system and maxe 8
reportes They backed off tactfully from @ confrontation with
the sthletic deportment (and the superintendent)over wvhet they
felt to be tho overly plcayunish attitude towerds dress codes

and the wearing of appropriate oclothing et gym, including
Jock straps. They did, however, begin to move sgainst inai~-
vidual teachers whom they felt were "do;n on kids"™ and thereby
oamne into loggerheads with a rejuvensted snd well=led teachers
serociation determined to defend the rights of teschers.

Selary talks in late fall, asrly winter proved diffZcult
snd =oured the Republican minded bosrd on what they rezarded
8s union tactics by the teachere. They contrasted in their
minde the ene~gy on the part of the FTA in pushing for more
money with what secmed to them to be their lethargy in ia-
proving the quality of instruction end in looking for alterns=
tives to existing p.ttgrnl and prectices.

By Jsnusry 1970 they were fed up. They pudblicly lttockod.

~~e .
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v{i‘h-otily put together report on grouping (tracking) by the
'PTA. They ordered the superintendent to deal directly with a
‘strongly entrenched math tescher in the high school. Thelr

objectica to her Wes that she wes overly scedemic, thst she
reached only the brizht, college-bound kids, and consequently
thet she prevented the great mejority from recelving the
benefit of sdequete msth instruction. And they caused to be

'diatributed to sll the teachers, and to the press, a strongly

worded letter by ﬁnown socisl friend, the wife of a banker,
which charged th;t the Freeport school system ses slowly but
surely strangiing the children.

There actions, especinslly the last one, produoed sn up=
roar that grew in intenszity during the next seversl months.

The Board wra under sttack from virtually all quartcrs snd

. feelings ran high. The sctions of the Board provoked mili=

tant fesponsca from the more solidly established snd powerful

teschera; from the adninistrators, end from their lerge net-~

work of friends snd supovorters omong the townspeople. The

" majority of the latter begesn to ace the Pettit Boord es

South Freepert enobs who were putting down the ;town and
school fystem sand were ruining discipline, lowering standsrds
scademicelly and lowering stonderds of obedience to suthority.
Public meetings of seversl hundred citizens were commone.
An effort at recall of the Board proved s = .° /e when it wes
ruled unconstitutionsl. There was s nesr teachers' strike in
esrly May snd en injunction sought snd won by the Bosrd
ageinst the PTA, Thers was 8 boycott o£ the schools by the

g ~112
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psrents, directed sgainat the Bosrd.

In 58ll this tho Boerd dug in its heels. It refused to
meet in public with snyone, plesding the need to work out in
private 8n agreémcnt with the teschers on » ﬁew basic contract.
Thay now aimed et replacing the sdministrators. The high
school principal had slresdy reesigned in Januery. The Super-
intendent snnounced his resignstion in March. The principal
of the middle school sennounced his resignetion in April. This
left only the Elementary Supervisor emong the msejor adrinis-
trative positiona. He wes populer in the town and truated ss
e good educator. The Boerd decided to press him to resign end
drew up » set of critioisms. After s tumultuous meeting in
which hundreds of citizens milled sround the locked doors of
the hesring room in esrly June, the Bosrd withdrew its charges.
The elementery Supervisor, however, recigned in July, end this
left the wey open for the Boerd to dring in "a wholly new tean®
of edministretors. By this time also sone "thaw" in the
streined relations with the town hed occurred. The moderates
smong the letter were deciding to go slong with the Pettit
Boerd st lesst for the time being. : .

To sum up: The Pettit Boerd's rebellion during this hsl~
o&on yesr was fed by an incrcesing end overlapping series of
frustretions with those teschers st sll levels who seemed to
heve little if any degree of involvement with the children they
were teaching (this was slso atrongly felt by each one on be-
half of their own children in the schools); with teachers who
seemad to teaoh in ¢ way that favorad only the spperently

~~ys
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* bright kide snd left in the lurch kids from lers sdventszed
©* homes or kids with lesrning snd emotionsl problems; with the

" prevailing tyrtem of trecking; with behevior in teschers and

sdinistrators that feemed "purely administrative” and tra-

ditionslly peternslistic; with "impositions” on kids "from

" sbove" generslly; with the poor performance of the system as

seen in the large number of drop=outs (30% in the High School
wes their estimate), in the emall number going on to college,
end in the voor rerding levels in the elementary gredes felt
s¢ 8 fact by them but not yet tested; with the traditional
operationel definition of their role 8? board members which
they felt condemned them to e maintenance orientation approsch
('piying the oil b111") and kept them out of school volicy;

with the "unionism™ of the newly powerful teschers &ssociation

_which they regarded 8s overly emphatic ebout woges and hours

snd irresponsible concerning the quslity of teeching; end, to
put 8 cep on thelr frustrstion snd rising impatience, with
the seeming lethargy of too msny people in the system and the
seew'ng dogged reristance of the eystem to their probings and
prassures. < '

The situation srs greastly compliceted by the growing re-
bellion of the tecchers spainst their traditiohal second class
status. Thie wes geining momentum at the seme time, and in-
dependently of the Pettit Boerd. The essocistion found new,
snergetic, lesders. Vith the help of 8 strong state teaschers?
orgenizetion, .these loaders wers meking the PTA a cohasivs

force. They ssw the sssoocistion as s wWeYy for them to win,
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Their rebellion snd that of the Pettit EPoard nzc\g have
run in parallel lines but those lines were crorsed., Confron=
tation and polerization ensued. It occurred mainly over the
meoning of authority snd over the sporopriate relations be-
twoen teacher and child.

The attitudes of the Pettit Board ernd their supporters,
and smong seversl of the tcachers and sdministrators they
brought in, were strongly tinged by snti- or aembivalent
feclings about authority,'especially suthority in the class~
roon. They associnted this with traditionslism. Thelr
feelings were strengthened by the reading reny were doing in
Holt, Kohl, Herndon, Keill, Donnisun, and othera. A ztrong
revolt against traditionsl methods permeates these worus,
snd perhaps with the exception of Cennison, they may be said
to reflect in their writings merked utopic expectations snd’
prescriptions concerning the role sand plece of sdult author-
ity in the classroom. o

These ambivalences and anti= feelings about suthority
(end its identification with traditionalisnm) hélped pr&voke
s polarized anti-response among many conservative 8nd tra-=

ditionally minded people in Freeport=- 8 counter-rebellion,

3. I exempt George Dennison mainly on the basis of ch. 4
of hie Lives of Children. cf. especislly p. 115 of the
Vintape edition.
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" whieh proved to be & difficult legacy for the new sdministra=

tion that toox over the running of the Froeport schools in
the fall of 1970.

Thus, rebellion as defisnce wes at the root of the im=
petus for chenge in Freeport. But elements of emulstion were .
slso much in evidence. "We nesded to get some brasin power

into the syatem,"said s Pettit Bosrd member, to which they

a1l sgreeds There wes a genersl feeling anmong them that

Preeport wss falling bshind, behind other towns, behind the
country st lsrge. They were impatient st the inefficiency,

st the lsck of sophisticetion in operstions of the school.

'There wee too nuch in-breoding in their estimation, too much

nepotism, too much provincielity.

This spirit of emulestion baceme stronger, relative to
either defisnce or 8 striving for new valucs sltogether,
when with the elections of Merch,1971l, o new populsr leader

emergad, 'lerton T, {Bud) Filmore. He was 3trongly supported

.and influencoed by Pettit Boerd oppositionists and the apirit

of counter-rebellion, !lowever, when he becamo chairmen in
1972 he pursued a moderate coursoc. He wos strougly moved
by & feeling thet Freecort had fellen behind, especislly
behind the surrounding towns like Brunswick or'ibrmouth. He
spplied pressure consistontly in the direction of improving
the measurasble performance level of the achcolas. He backed
8 new elementary sequentially organized rcoding progrem and
went slong with the eliminatlon of the tracking system which
asme slong with it. But his support did not extend to the
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new open 8chool project for 80 pupils st the Soule elementery

school in South Freeport which had potten under wWe¥ in 1971,

before he became chairmane But neither did he oppose it. He
resisted efforts by militent, treaitionelly-ainded, anti-~
Pettit Board menmbers to change Soule back againe

The emulative epproach, as expressed in Pillmore, coer
to 8 degree carry with it the auggestion of 8 new Vvelue. Do=-
fiance may still be an element bdbut much more in the forefront
1s a desire for something better, understood in terms of
st greater achievement and upwerd mobility. But in this, the
question "whet is all thet achieving end mobility for,"
®ohet is it worth intrinsicolly,” is not asked. The answers
sre assumed, or are sccepted as having been s;iven elsevhere.
The important thing is to get what 1s aveilable, or might be
available, in order to compete on more ecunsl terms.

In thie respect Fillmore cerried forunrd thet pert of the
Pettit Bosrd's concern to get the achéol system movinz again
with greater brain power, efficiency and willingness to exper=
iment. However, there wers more contained in the pettit Boerd's
rebellion and defisnce then this. It pushed beyond ol'der tra=
ditionel definitions end newer emulative definitionz end to~-
wnrds newer definitions sltogether. At that time (1969-70)
these ware being celled open or free conceptions of schooling
smong the Pettit group, though the words were cerefully nuted
for political ressons. Vhat these new ways might mean snd how
they ovuld be worked out in aotual practice=-this was much less

oclesr to thom. The new tesm of administrators they brought in

.’ et
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‘inoluded people who would set about genersting and implement~

inz such chanpe, 88 for example, the Soule School mentioned

sbove. I return to this in the diecussions on consclousnese,

- streategy and leadership style below.

Collins Brook Free School

C3S, ‘es the free school ceme Eo be called, cen also be
ssid to have veen founded, and sustained, in a spirit of re-
bsllion. One night generalize its history during the first
five yesrs of its existence (1969-74) as a movement from re=
bellion towards the erticulation and discovery~through-proc=
tic; of e new value.

A Yew vslue wos present from the start=-expressed as the
right of kide to be sllowed the time snd space for self-moti-
vated growth. thé this sctuolly mcant however‘in everydoy
existence of 8 school-comnunity was not known to most of the
perticipants; and among those like Dick snd Sharon Wetson,
the co-founders, who did have some expsrience with that value;
in-operstion, it was only portislly knoun; Their experience
hsd not included, for exanplc;'atnrting up 8 new school an<
being directors of it, responsible for it, In;ndditio;vtheir
comnitment to the value of free lesrning did not include an
swereness of the mony pitfalls stemming from their own and
others' snti~feelings (espéciolly towsrds suthority, but
also towerds scedemic, schievement, vslues)s. Those enti-
feelings were much in the foreground at the start; in the

fire of experiment, sad finding their own way, these feelings
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" wera tempered end re-integrsted. In the process, the esrlier
comnitment to free leorning took on more shape and substsnce;
1imits were set snd recognizad end sccepted, The lines be-
tween freedomlnnd license grew clesrer; likewise, the line
between tho socially desirsble and the socislly poszible.
Greduslly os well, though not to the ssme degree, the line
between intellectusl devolopment and scedemic alienation wes
explored and became a little clesrer.

In this evolution, emulation played a much smsller role,
though 1t pertly activated the consciousness of the founders
(Dick snd Sheron Vatson) in ao far ss they mentslly compared
their project to the Leowis-Woddhsms free school in upstate
New York where both had had importsnt shaving experiences as
tesachera.

Rebellion wes menifested 1n verious ways:

(e) in the feeling of one of tha two founders, Dick
Yatson, derived from his experiences ot Lewis Yoddhams, that
there he had not reslly been included by the lesder in deeinion- ‘Lr
making, a feoling that wes en importent factor in wenting to ’
establish hie own "thiég“, and to do it differently. |,

(b) inthe initisl hesitancy, lasting over a period of
2-1/2 yeers, to define roles clearly, or to erticulate some
basic rules poverning behavior, especislly concerning ™cope
end sex;"

(¢} in the strong commitment to sn educational atmos=
phere of "“letting bs;"

(d) in the refu;ll, ss Dick Wstson later put it, to

- w—gt s
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sffirm the neced for leadership, and to demsrcate the rights of

" lesderezhip and ateff responsibility;

(e) in the snti-scademic and anti=asuthoritsrisn and anti=
payentll sttitudes of students, eapecially those of high
achool ege;

(£) in the ecting=out of hitherto unexpressed needs by
some teechers to whom free meant much more 8an escape from the
"mickey mouse™ and slienation of "the system” than 1t could,
st thst point, meen 8 new way of ordering huten relastionships;
they did express notions of & new wey but tho expression tended
to be in utopic langusge of automatic spontaneity coupled with
sggressive feslinzs sgainat role differentiation and leader~
ship;

() in feelinps by staff members of not being "let in"
on decision moking (dupliceting the experience of Dick Watson
st Lewis Woddhams);

(h) 4n smbivelent feelings toward paerentesl involvement; .
and finally,

(1) in the rebellion of the co~founder, Sheron Watson,
sgainst the esrly-on de focto role she found herself, in apite
of herself, gotting into es "Dick's wife™ end "mother-in-
chief,"

Moat of these manifestotions of rebellion ceme out only
in the experience of living and learning=-throughthe sctual
procear of working out the commitment in practice. The
third year ura'-apeoiully traumatic. The school hed taken e
lesp forward. High school sgs students wers sdmitted for the
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first time in stbstantiel numbers., In the first year the
school had started with eight younger children=-=all of them
with parents in the community, i.e. they were "dpy kids."
Thare were problems of bullying but these were successfully
worked out in sn stmosphere of csring snd "working with"--
both with the kids and their perents. The concept of the
meeting wes int?dduced. At the meetings, which could be
called by snyone, 8 frank exchange of feelings and
problems wes encouraged. A process of working out conflicts
wes thus started which became 8 major psrt of the wey of life
at the school. During the first ycer and the second yesr, in
which the number of younger chiidren increased to gbout a
dozen and some young teen agers were'added @s boarders, &
spirit of cemsraderie was being developed. Indeed, in the
opinion of moet of the parents of the kids who startad the
sohool, it wes the intention of the school originslly to
build up from the bottom snd sccept only & rqw students coming
in laterally st older sge levels. . ‘

But the third year raw the coming in of sbout & dozen
kids of high school sge, most of them from out of state ané
most of them consecuently boarding students. This mede the
sohool quasi-day and quasi-boarding. The older kids, @s they
came to be cslled, did not fit in readily with the ways of
%he free school as they had basen worked out during the first
two Yyeara and since they ceme in in such numbera; it vroved
hard to find weys of adeptetioni
Tho.problem was greatly compounded by the stste of pro=
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gfdund >ebellion the older kids wera in against the academio,
;%he psrentsl, and authority generally. In addition the
Liidditionel teaching atalf seemed also to be moved by many of
;the same feelinps, the same anti-'e, They wore all in s

l‘itnte of trying to fipgure out what freedom was all about.

But st the zame time they were hampered in their search for

ways to intersct and weys to grow sociaslly and intollec~-

tuslly together by warped outlooks and hurt psyches acquired

from thair sociel snd educational experience hitherto. The

,vefy stmosphere of "letting be" and of "getting atuff out,"

“Befe, in meetinrss, seemed to invite, indeed execerbate (in

the short term at any rate), the feelings of insecurity,
enger, uneaese, apsthy and drive for freedom and selfexpres=
#lon thet had remained "bottled up” till that time.

A crisis occurred during October/November. It was
occesioned by an ooen, déclared, love affalr between a dy=-
namic and highly popular mele tescher of té%‘older and
middle kids and & male teen-age etudent; The ensuing turmoil

wracked the a;ﬁool. Horosexuality was "supposed to be" not

-an issue, though conflicted feelings about it werc opefative.

Sexual love between tescher and atudent, openly §eclared
(1.e. insisting on its legitimacy), bacame an intense iasue.
But theae more immediete questions slso triggered e range
of conflicts imbedded in the dualities that ere described
sbove in the previous chaoter,

Meny students snd ateff end the Director felt identi-

ty conflicts~=torn both ways on the issues sand wondering

S 1)



O

ERIC

Aruitoxt provided by Eic:

103

where they themselves really stood, trying to sort onut their
feelinzs and whst they ought to Teel.

Wany day parents, two of whom hsd professionsl psysho-~

) logicel training, were utterly opposed to the notion of

sexusl love between teacher and =tudent, describing it as s
form of incest, Other parents pointed to its fllegality
under state statutes, and that the school could be closed
downe

Hapy studenta ssw this as perental surveillance and
typical conventionsl behavior. Msny =aw s conflict of inter=
est betweon the needs of younger kids {(in their little
school) end older kids and sew s threat to the welfsre of the
former.

A -sharp conrllct begnn to show up more and rore clesrly
between individusl staff membors snd students on one hand
and the Director on the other. The r{rector, Dick ¥st=on,
in the beginning wented to trust the process, primarily the
meeting, to thresh the problem out and hove the séhool come
to ® solution together. Increesingly he grew restive with
this. In addition the pressure of day perents on hin’ (for
him to make s decision, end the rizht one) grew nore intense,
Those spplying pressure wsnted him to fire the tescher forth~
with. His efforts to exercise leasderszhip proved initially
unscceptable to zome staff and students. The latter felt,
and communiceted the feeling, that the school'una & com=
munity and dscision-making wes no one person's prerogative,

123
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:Tbey felt threstened by the exercise of authority. In the end -
TBlek Tatson csme to s decision to esk the teacher to leave and
"finslly fired him.

: In the event, seversl day parents withdrew their children,
the. fired teecher died in sn suto craeh in Dccemder, and the
school was left in s bemused state for soms time, trying to
sort out whet the entire event meant to them reverslly, to~
gether, snd st 8 school. e'll pick up the threades of Fhis in

1ster chapterse,

Nowerd 3ound

The Upwerd Bound program 8t Bowdoin evinces certain clas-
sicsl forms of rebellion: (a) thes rebellion of the white mid-
dle class intellec§ul1 on behalf of the disadvantaged against
the exclurionsry forces of "ths system”; (b) often concomitent
therewith, attitudesz of rebellion egainst what is perceived
by the innovetore as rule-fixstion end the authoritarianisn
of conventional educstion; (c) rebellion by progrem adminis=
trastors, staff peoole, many teschers and most students srainst
"scadenic®™ forms of lesrning; snd (d) rebellion mainly by
students in the program snd some teachers agaihst parental au~
thority, end sgeinst what is perceived ss parent=surrogate su-
thority.

However, the rebellion is not ss strong, or as fsr
resching, 8s in Freeport or Collins Brook School. It is mit~
1gated snd undercut by 2trong emulstive desires which rmove
the progrsm and participsnts in it (administretion, staf?,
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éeacbers snd students) towerds upward mobility snd consump-
tion velues. The felt deprivation of these things by tne
youth being served i» high; their corresponding desire to
ssvor the "goodies™ of the system (to quote one psrticipant)
is therefore high; the econonic pressure on the progres by
the governnent to show ("upward mobility") results is con-
siderable; and the symbolic presence and preczure exerted
by @ prestigious Ivy League College is also substentislly
influential in this direction.

Thus, the "desire for something better™ does eninmate the
Bowdoin College Upward Bound Program; thet desire continues to
be expressed (s) in terms of upward mobility, end (b) in terzs
of exposure of each student to e variety (zome critics sey a
“potpourri™) of sltornstives, e notion allied with the first.

But the program slso psrtly expreszes s desire for s
development of grester sense of self and glearer sets of re-
lstionships with others. In this sense it points beyond e=-.
ulation to s new vslue. But whether it is because the pro-
grem gnd its lesders remsin ceught up in syndromes of rebel-
lion aend emuletion; or becsuse the youth thet sre served con-
tinue to have strong treditional end conventionel needs; or
whether it's from externasl forces thst circumscridbe in sini-
ler ways~~there seems to be no pushing through end beyond
defisnce snd emulation towa:-ds @ new vslue snd towards the
enacting of @ new structure whose roles, relationships, eand
meanings would (a) be more consistent with the rhetoric of

openness in the program; and (b) be relatively transpsrent
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:fto the perticipsnts in it.

The structure continues to be hierarchic snd psrentsl,

. ‘erowned by s strong cherismatic womsn; there is substentisl
~ participstion in decision meking st lower levels, a phenom=

" enon thet is regulsrly vointed to es definitive or descrip~

tive of "how things work here” in genersl. The progrsm con=

tinues to be s zombination of s smorgssbord of offerings 'in

which everyone hes & chance to do or find "his or her own

thinz,” snd 8 aset of acadenicslly oriented offerings.
In this connection there should be noted the presence

of & continuing counter-revolt on behslf of acedemic vslues

" on the part of fore teechers end smong membere of the College

Cosriittee thst oversees the program. It generslly tskes the
form of qu-ai-detehsive demurrals by scedsmicelly oriented
people rrguing for aubstance eond skills. Their posture on
2he one hend is influenced by the neod to "rclete to" people
frox & provincisl end disadventeged culture and to "relste
to® the prevailing ideology of the program which is expresaed
4in terms of equality, the overcoming of role differences,
gotting kids intereated, moving from where the kids ere,
being informed and so forth. This on the one hsnd, end on
the other hand they sre influenced by the acttléd notions
concerning what constitutes stendsrds of echievement, scs=
demic excellence, end subject mstter knowledge generslly.

So they feel smbivalence end manifest behsvior which is
reither »ll one thing or the other but which 1s gencr-11§

perceived es the “conservetive” component in the progreum.
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N it is s stabilizing force thet lends the program en imsge of
credibility. Tne program thus contsins a strong ecedemis
lolement with emphssis in schievement end #kills; sn snti-
.academic element intent on encoursging kids to asvor e vari-
ety of experiences, intersct with one snother, end enjoy
themselves; end 8 #msller number of people (stsff end stu~
denfs) who would like to steer s course between the two (in-
tellectuslly serious end child oriented) but hsve trouble
finding » wey to bring the whole progrsz to move in thet
direction, feiling which they constitute yet snother element

in the prevsiling em;rgnzbord.

Brunswick
Chenges in the Brunswick fchool gystem sSecm et first
sight to heve been spurred primerily by emulative desires==
"kegping up with developments elsewhere,”™ mepning progressive
suburban sreas, such ss sround Boston. &his is perheps
ritting for » school system thet is one of the most "ad-
vanced" and Tinencislly well off in the Stste. This wss
certsinly strong, especislly emong the collece~oriented Pro-
‘fesaionnl groups end relsted business people who havs tended
to "run things" in the schools.
However, not so very fsr benesth the surfece of things
one resdily perceives s degree of rebellion es defisnce.
One form of it, end pert of the inspiration for s new "open
structured” elementery school, was dissotisfaction st the

wey kids were being trested in the schools. A prominent
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3ﬁbilcis% at s memorsble open bosrd meeting in Janusry, 1970,
% tiod'-cid1y that every time ha passsed by the high school he
4#,4 to control s wish thet somehow it would burn down. Meny
psrents felt thet their children were being stifled. Meny
‘focused their snger on s Junior high principel who wes re-
ported to have used physicsl vioclence in disciplining kids
and defending it.

Even more pecple focused thair enger on s supsrintendent
with sn suthoritstive styls, or es they would have it, au-
thoritsrisn. When hs slso becsmc s mejor berrier to the cre-
stion of s new school administretive dietrict in which Bruns=
wick would unite with three nsighboring towne; esnd a barrier
to the development of e scparate new elemontary school es ﬁotod
in the previous chspter {he sdamently insiated on edding to sn
existing oné) the opposition egeinst him beceme intense. l
nsw achool boerd composed mostly of college and business 1lib=
ersls removed the superintendent, hirsd e new one committed
%o more progressive forms of educetion, end sew that the
plsns for the qoi school were repidly put into operatien:

Yot the spirit of rebellion wes not profound; much -
stronger was the spirit of steedy emuletion smong the inzo-

wators. And though at the vary beginning the lnnhuege of the

‘eommittee exploring new possibilitics wes fnirly replete with

sbatractions sbout openness snd experimentetion in the class~

1r°°n, the lsnguage and the mood rapidly evolved into empha=-

sis on flexible educstion, differentiated stsffing (the new
superintendent's "bsby"), tesm tesching, individuslized in-
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'struction. snd improved retionelization in the sequences

of lesrning. These were seen s helping the Brunswlck

echcol system perform better end as helping kids move more

. grfectively end in e more satisfied freme of mind from X

through grede 12.

The "desire for something better"™ 1s present here but
it tpkes primerily the form of emulative impulses, s mentsl
comperison to what liberel-progressive suburben schools et
the forefront of the preveiling system ere presumebly déing.
This was epperently seen 8s good enough by most of the
members sand leesders of the dominent group, though it weean't
really enough for some. This included such people s2 the
women (g 8chool boerd member and former principsel) whose
decisive mction a8t s town meeting successafully combetted
the then superintendent's recormmendstion for adding on to
sn exiating school inetend of bUildiné e new innovetive
one; or such as seversl of the tepching'stptf of 18 who
begen at the new school (Jordsn Acres) vhen 1t oponed in
September, 1972. In them the rebellion had been deeper snd
stronger. But they remaeined e minority. ‘

However, rebellion slso come, end ceme strongly, fronm
different sources: members of tha school bosrd end city
oouncil who represented old Yankea culture on the one hand
ond the substantial gegment of Fronco-Americesn citizens on
the other. The emulative progressive suburbenesque dresm
wes not theirs. Psrtly they rebelled egainat that dresm

beoruse it Was the dream of the upper cless. More besically
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they were rebelling sgeinst what they felt to be thelir ex-

elusion, their being left out of the real decision roking

fi.nd policy meking in the schools. Furthermore, they were

%tiuapicious of those reformers whose rebellion egeinst tredi-

£ t1onn1. suthoritsrisn, end menipulstive modes of educetion

:_leemed in their eyes to be pushing them towsrds in-diecipline’

| and pernissive upbringing of kids. They were militsnt in
their opposition to such "freedom.” They tended to equste

. these reformers with the sffirmera of the high-achievemint

. suburbenesque dreem.

The meinstresm college, profossionsl, snd business
leaders quelled the more sbrssive sttecks from old Ysnkee
snd Franco-Americen lesders end built bridges towsrds
moderates in these groups snd among their own rsnks by

' "ggcrificing” more radicsl eims or otherwise diluting them
("if you insist on s full loef you-we will get nothing;"
"politice is the ert of the poasible," end so on). They
ended up with s new school et Jordsn Acres without very
meny internsl walls in the physicsl sense; with » progrem
of elementery oducetion st thet school which permits some
flexibility within the prevsiling psttern of high-schieve-
ment orionted educetion; and with s pettern of ‘echool edmin=
istrstion and structuring of relstionships throughout the
system which remein imbedded in commend gssumptions end be=

‘h-vior. The hiersrchicel cleas structure in the town is

" mirrorad in the hiererchicsl commend structure in the

schools. Of Brunswick, to e fer grester degree then of the

ERIC

Aruitoxt provided by Eic:



171

" other three progrems studied, it cen be ssid thet the more

things chango, the more they stay the seme.

This sccount of Brunswick does not sufficiently take
into account the persisting efforts of meny individusls (a)
to overcome pockets snd vestigos of e moribund treditionaslism
in clessroom end office or to revitelize a stagneating
\ achievement-oriented curriculum; end (b) to try to leunch
ﬂ,f forth in s more open direction, especislly st Jorden Acres
new achool.h Yet insofer as sdniniztretive processes snd
behevior, reaching from the Superintendcnt to the head teach=
ers end “below,™ continue to be rooted in old;r buresucratice,
snd newer command-ériented, attitudes snd procoduréa; end
insofsr ps these impinge on comnunicetion flows and on the
above nsmed errort{, to thet degree such efforts remain st
best "individusl.” They suggest only idlosyncrsatic ripples
in an otherwise unchsnged channal. I touch on this szain

in both my discusaions of stretegy end style below.

i }j. Chapter Three discusses the differences between tradi-

o tionelicm, achievenent-oriented and open educetion;
end Chepter Four distinguishes the manner in which
any one of those bellef-styles is hold on to. In
Brunswick one found instances both of & status=ovo
traditionelism gnd stetus gquo achievement oriented
educetion=-hence. the use o% edjectives such es mori-
bund snd stegnsting. .
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Belief Styles

Statements of goals are necessary for the practitioner

of change, snd they must be teken seriously by the research-

er. As such, however, they sre insufficient indicators of

the beliefs of those involved in chenge. What these bellefs
sre tend to be revealed to the practitioner, es well as to
the reseercher, in the proceas through which programs are

enescted.

Gosl statements tend to be generslized and rhotorical=-

snd they tend for thrt reeson to be more closely related to

distributive concerns than to growth concerns. Théy seem
to serve » peliticel need, whether to define a direction for
public policy, or to find and express a common beals on
shich "everyone™ could or "would neturslly” agree.

A familier and nearly universsl cleim made by almost
everyone in sll the programs studied wos along: the linea of
"we belleve 1irs the best possible education for the child."
This type of satstement was equally charscteristic of the
free school, Upward Bound, the Reading Progrem end Open
School projJect in Fraeport and the Jordan Acres project in
Brunswick. This formulstion of goels hss the cheracter of
» litsny end boopulo it so single-mindedly focuses on the o
;5114 {and ignores eithsr psrent or tescher) it is a source



of profound mystification in the achools.1 But 1t slso
serves a profound political nced ns s mcens to gain ead
gssure eredibility. Its strength snd universelity is
8lso, in additibn, e function of the fect that 1t provides
a wey of expressing a'common, universel need snd cdesire--s
commitment~~to the growth of chiléren; it becomes in that
sense s “non-politicel” essence aerving sn exiatentiel po=
14tical neecd, end having its chsrecter modified in the pro=
coss.

. Gosl stetements, in sddition to being general snd po-
1iticel, tend slso to heve an abstrect character. What

words such as.free (Collins Brook) or opsn (Soule School)

or flexible (Jordsn Acres) or exposure to elternatives

(Upward Bound) mesn 1s not altogether cleer in advence to

the practitioners involved--even though they do convey a pre=
liminsry mesning or intention thst prove forceful in shaping
the progrem. These terms seem necessariiy to renein ab-
strect, however, until, for example, es in the case of -Col-
lins Brook in thé firat year, the phenonenon of bullying was
encountered, lived through, and overcome. The meaning-of
the experience wes summed up symbollic'any by the teachers,
perents and kids in e new phase, for them, of "freedom, not
license.”

Or, goal statemente ere abstract in the wey that overly

1. This point 1s teken up in more deteil in the conclu=
sions (Part III).
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i‘;pociric fects sre sbstract, they tend to lack e context
: }n which they could come slive. Such oft repestod gosls aa
‘finA1v1dualized instruction, differentisted steffing, ungrad-
? edness, tesm teaching, classroonms without wells, sequential
l-lenrning. end ;o forth eeomed abstract in spite of sounding
80 apéoiric. or becsuse they were so epocific. They con-
.tsined something, some kind of meaning for what oducation
. would be 1like if these singly or in verious combinstions were
~ to be put into practice, but whot they portanded for the
| structure of relationships in a clsssroom end in a school==~
what they portended for the ordering of roles, The reletion«
. ships of people, end the mesnings these reletionships would
"have=-this was unclear. It was unclesr because it was in-
ZOOﬂplete. And it wes incomplete partly becsuse it would
take puttihg them into prectice in actusl progrsms to dis=
" cover whot they meant. By doing this it would bocome more
:'c{enr what kinds of beliefs sbout education were coming to
;be exenplified in the programe==and in or smong the people
challenging the program. Prac?ico develops, and is s spur
to, self-definition. . ’
In the evidencs I gathered I found, in whole or in part,
the exemplificstion of six contrasting, snd often conflicting,
. belief-styles of education. All six are rooted in the same
psssion for 3row£h. But tgey defina differently how growth
fvcln best be facilitsted, or effected. They tend to empha-
;'li:o different olémonpa or festors in the growth process {as

- for exsmple child, perent, tescher, lub}ect netter).
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Again, all six are concerned sbout lesrning s geining
in competence and concerned sbout leernins es grining in re-

leting oneself #nd being related to the world end to others

in the world,.i.e., a8 concern about euthoritvy. But they

differ on how this leerning, this "competence,™ can @ost
sppropriastely, most "rightly, be sccomplished.

The following is a profile of esch of the six.

Traditionrl. Discipline i1s e key phrese and s key con-
cern for traditionslly minded people. This is meent by thea
in at lesst three senses. First it spplies to menners snd
overt behavior. There 1s en emphasis on obedience (in the
clessroom, by the child) to people who ere seen end justly
held to be in superior positions--teechers, administretors,

psrents. Second, it applies to stenderds of knowledre which

are felt to "exist" aas things to be lesrned end which it 1is
the teecher's responsibility to impert. Third, it epplies

to the notion of discipleship in the rolstion of lerrner to

tepgcher. There is s atrong suggestion of warmth in thig=-
of peraonel reclationship end concern though within of course
the strict hierarchicsl limits slreedy noted. . .

The tescher 18 seen for the most part es a parent surro=
gato, with duties extending to the whole of the child's needs
and entitled to the deferentisl respect of the child. There
i8 o tendency to see the child as a being, who though core-
recteﬁle snd improveble, nevertheless has come into the
world with drives that are antitheticsl 1n'mrny important
woys to lenrning'and civilized behavior. This is fed by

-
il R ,
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u-aditionii religious idess often, such es the treditionsl,
onventionslized, Christish view of originel sin.

. Purthermore, -treditionslly minded people tend to regerd
ducrtion rs » mepns to serve the needs or the psrents, or

's they might put it with Fdmund Burke, the continuity of the

.generstions. I visited clessrooms in which meny 1f not sll}
‘jot theoe elements were menifest. Yet for the most pert, tre=
1£ ditiontl educstion in the Freeport snd Brunswick schoole wal
inin » stete of decline, apprrcntly uneble to cope with new

a pressures end in e relatively stegnent stete that resisted
?'chpnge. This provoked strong rebellion emong progressives,
) who tended to regerd trpditionsl educetion scornfully ss
{'iguo fecto anti-growth, This'ppature in turn invited o

. counter-rebellion emong meny traditionslly-minded people

‘ who felt that they ;cre deeply committed to growth and for

. thet resson wanted to sustein the old Weys Which they sew as

- the only proper wey to sttein it.

Achievement~oriented educption

There ar; sone overleps with trnditionel.; An emphasis

"on discipline es meening stpendsrds relating to objective

snd objectively knowable »snd communlcpble skills and fects

.and concepts 1s not unlike the treditionslist's emphgsia on
standerds, But the third espect of discipleship is rejected

‘a2 being too peruontl end subjective. There 1s grester re=

lisnce on objeotively measursble pertormanoe, and on breek-

ing the knowledge~intske process down into empller gnd se~
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' quontislly integreted steps leading greduelly from ignorsnce

of okills and facts and concepts to grester and grceter in-
teke. There is conrequently grenter emphrsis proportiocnetely
on subject mnfter then on personel dimensions in the process
snd relstionships of leserning. There is rlao p =hift towsrds
sn emphesis on rationsl designs end restionel procedures in
the clessroom snd in the school zystem. Thus, tidiness end
efficiency ere highly velued. Thinge end property (personal
property snd public property) are highly vslued. Profes-
sionel denmercations are insisted upon; end, in edninistre=~
tion, the overell orgsnization end orchestrestion of epecisl-
ties end epecianlizations is et e premium.

As regards the first sspect of discipline (respectful
behavior) there 1ia Bome sgreement end some d.zsgreement with
traditionslism. Agreement in the sense of need for good
behevior end tidiness. But dispgreement in thet there 1s an
overt exercise of suthority in traditionel modes end 8 riore

indirect, cerrot end stick, (positive end negntive reinforce=

* ment) epproech’'in schievenent modes. Libersl echicvement=-

oriented pPeople, tax trsditionelists with authoriterisnisn

snd dominstion; conzervetives tax schievement-oriented people

with wanting end getting the same result (obedisnce) through

manipuletive snd even hidden methods. (Radicsls tend to
sgree with conservetives sbout the latter end with liberesls
sbout trsditionelists.)

Agein there tends to be overlep with tredition on the
sttituds towsrds whet children sre "by m;turou' Achlevement=
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;eontorod people, though rejeoting “originsl sin" and other
i;‘roionn of the eeme thing, yet postulete the reletionship
fbt toscher to leerner a2 primerily e one-way imperting of
?inowlodgo into the weiting receptecle; the latter is vari-
 §uJ1y viewsd pe prezive tsbuls resa, or ee needing to be
Tbibitulted to receiving knowledge, or ss nesding to be suf-

‘ficiently under oontrol to be smenable to the inteke of

knowledge.
The echiovement epproech is closely sllied with desirs

" to got sheed, to gein distinction through credidble perform=

" ence; in certein forms it tskes on sspects of "the Protee-

tent ethic” ond it hps much in common with--snd eppeals
to--the push for upwerd riobility end emuletion.

Brunswick, nore thon the other systems studied, s
much imbued with this belief=atyle of educetion. It cleerly
overpovers both the older treditionel modes end some newer
impulses towarde individuelism on the one hgnd and open
educetion on the other. In Freeport it may become the domi=
nent ppttern,‘though both treditionsl snd open forms ere
vi%sk. Jn Upward Bound it has become e powerful force;
though sihering epece with o potpouryi of individuslist,
treditionsl, end open etyles. It is virtually ;ot in evi~
dence ot Colline Brook.

Individuslist~Consumer-oriented educetion

Rere, educetion 1s thought of ee dringing togethor e
collection of peopls, Teletively etomietic, each of whom

S . 138
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wants something. Each one contracts in, snd out, for what
he wrnts mnd he reaceives services or other kinds of rewards
in proportion .to his willingness or sbility to psy. Some
students end/or their perents went to schieve repidly (though
spperently less for its own seke or for embition's sake than
for the seke of opportunity to consume)}; some went to "enote;"
others went to listen to music, or to watch TV; others went
to do nothing; still others want to get by. Similerly,
teachers want different things, but no one eervice is more
highly velued then snother. The leerning process is a market
with psy~offs proportionete to what you put into i{it. There
are overlaps with en achievement-orientstion snd with open
and free styles,

The individuslist-consurer orientation is in evicence
st Upword Bound, though cerefully circumscribed by achieve-
ment snd open concerns. It is gleo e factor st Collins
Brook, though strongly muted by the community stmosphers
generated by the frees model in prectice. It continues to be

[ consequentiei emphasis in Brunswick end Freeport.

Open-cantered cducrtion

There is strong overlep both with schievement concern:
snd free concerns, and might be described ss ¢ hybrid of these
two. Of all the styles here doscribed it iz jerheps the most
child-=centered in belief snd in practice. In some limited
respects it suggests older trsditionsl typs smphssis on the

valus of personal sxchange--but it strives for thst exchangs

~—ts
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iin ¢ non=euthoriterien node. Mutual respect is sought less on
;ﬁhu brels of cleerly dafined hiersrchicel roles then on »
;pcraonll reletionehip of mutusl prodblem solving. The self-
mOtivetion of the child 1s put st s premium=-but coneistent
1ﬁ£th the need to teke in bersic knowledge of skille, facts,
‘end concepts. Children sre encoursged to work together snd

to think end feel as 83 community, but the basic spprosch in

the cleeeroom 1s s multifeceted interchasnge of the teecher(s)

with the children eeverslly ps individusls. The spirit of

mutusl give end teke 1s strongly velued. The tescher 1s ex-
pscted, end expects of herself or himself, to be st once s
friend of students, s psrent surrogete, ond edult guide; to
orgenize things "invisibly” and as much sz possible "in ad-
vance™ so that e¢ much prychic end physicel spece as poasi-
ble 1s nsde svailrble for self-choices by students.

Thers 1s less concern haere with intske of skille, facts,
concepts then there 1s in the schievement mode and more with
whst critics from the lotter persuesion regerd as "person;l
growth” (sg distinct from growth in competence) or as "emo=
tionsl development.™ Thers 1s slsc less concerst for tidi=-
ness or for property or for nolse uhgn it is » question of
» choice between these vrlues rnd eveilability of‘mptarinll,
ppportunity for personsl intereotion, end s child's gense of
tihe, orderliness, or noire.

The open concept decleively bresks with the sbove con=
tepte on the cusstion of who the ohild is=-1t strongly sup-
lﬁrtu the belief in the nstursl desire of the child to lesra
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g: "end to scquire reasponsible aself growth. The open concept is
most cleerly monifest in Soule School }n Freeport end from
there it hes strongly influcnced the rest of the elemontery

. system in Freeport. It is present ss s minority inflluence
in Jorden Acres in Brunswick; there it ie circumscribed by
the pressure of numbers (625 pupils, k=-5, in » building
constructed without internsl clessroom %ipli:/, by strong
schievement-centered pressures, end by esdninisti-etive modes
st verisnce with the spirit of the open style. “he open-
spprosch is to s degree followed st Upstard Bourid but must
Jostle for spsce with strong schievement end individuslist

pressures.

Frse centered educrtion

Free overleps with open, but goes ferther in some re~
. ' spects snd not es fer in others. It goes ferther in the

sense thet, as tomeone put 1it, "kids at.Collinu Brook cen
swear, snd they don't hsve to go to cless, end they don't
heve to lerrn resding and math every dey--this doesn't hep~
pen et Soule."” Nor, it could be pdled, do they heve to get
up in the morning (if they »sre boarding, snd somewhat over
305 ara, though smong the teensgers the proportion 1s much
higher). .

Yet, on the other hand, free doos not go as fsr towsrds
child~centeredness as does the open style. There is s great-
er caphsesis on sdults end sdult needs, even though the prims-~
ry snd hesvy foous of the school is on the childe There 1 '
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#l30 grester emphssis on community velues even though the

jépcn atyls does shsre in fome of that.

The emphesis on community differentistes the free style

sherply from the individuslist=consumer mode, even though

there sre strong preszures in the latter direction, end meny
eppsrent behsviorsl similarities. But the Velue of "letting

be” in the free mode, end of "doing your own thing," is re=

‘1sted sherply to the belief that this will leed to greoter

degree of self=-direction, of self-limits, ond to a sense

of inter-gctive responsibility with other members of the

. osme community. There is s strong emphesis on working out

inter-personrel dielectics on as equsl a bssis an possible so
thst individusliasm (often equeted with isoletion snd loneli-
ness)is overcome. -

The scquisition of okills, concepta, end facts 1s not
smphesized as much es 1in the open styls. There 1a e hint of
dieinterest in strongly academic end intelleotusl pursuits,
though thet mey be e function of eerly-phess rebellion thet
will grpduall; wesr sway. There is, however, substentiel
scope offered for sdults to meke demends on kids, within the

2¢mits of the free choices snd svoilebility of recourse to

the frequont "meotings” thet rre pert and parcel of the free

spprosche.

The {ree spprosch is most clesrly followed st Collins
ﬂrook, though there ere slso olements of individuslism snd
of » differsntisted style et the achoola There sre olements
of » fres spprosch in ths other projects studied. This is

Lo e 142
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seen espocirlly in the belief in the primecy of the child

end in the child's natursl bent for leerning snd self-regu~

lstive cepebility thet is shared to verious degrees: by the

- progrem at Soule in Freeport, emong s few of the teechers in

the rest of the Freeport system snd st Jordan Acres in Bruns-
wick, end emong some of the teechers end stef{ people et Up~

ward Bound.

Differentisted educetion

This eﬁproech holds thet there is no one "right" ap~
proech for ell children in e claseroom or s school end no
one "right" epprosch for the same child ell the time. This
ie the negetive way of expressing what it is trying to get
st. To put it in a.poeitive wey, it expresses the bellef
thet in eny given lesrning situstion involving tescher end
child, or teecher snd seversl children,'or e group of chil=-
dren by themselves, there ia probebly e better-than-most, or

even beat, wey to ensble growth to teke place. To thet end

there is no fesr in using as 8 tool of leerning 5 tredition=~
al type of spproech here, or en individuslist type of ep-
proech there, or an echievement epprosch, or spproaches thet
reflect en open or free empheosis. These ere perceived and
ueed es tools of learning end not es prescriptive models to
define every or most situstions. As situstions chenge, end
s they flow in end out of other situations heppening et

the same time, and sz participants in the;e situations and

their needs chenge, the mood end mode vsries; thers ere

“
.
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“‘eontinuing structursl verietions, continuing pstterns of

%ﬁélrrorent!lted behevior siming et s growth prooess thst

;'uuita the particuler dimensions of need snd time/zpece fre=-

?ﬁbnanoiou of every being in thet process.

'. In thie spproech the growth of the teacher end to s
‘lesser degree thet of the involved perent end edministrator
‘1l ®s criticel end ss warrsnted as the growth of the child.

~ It 18 held thet the center of gravity is the totsl leerning

iflituetion. snd thet this necesesrily conatitutss e converg-

‘1n3 matrix of interscting roles end persone.

\ A criticel espect is consciousnoss by the psrticipants
thet decisions ere being mede on the bssis of differsnt .
needs for difforent people end thet this is "right.” The
widespreed feeling .thnt "differentieted" meens unfeirness hes

. been trenscended, end givos w8y to p more holistic senss of
different peo;le heving differont needs st the eeme or st
different times. Thia epproach sheres therefore thes strong
smphasis in the free opproach on comnunity. . '

There 18 » stronger emphnsis on adult needs snd on
sdult demands on kids in this approsch thsn in either the
free or the open atyles. And in this sense it oyerlaps'with
{harkons teck to) trasditionsl end echievement bglier-atylea.
But it 1s s more personal one then in the schisvement style
end it i{s s non-hiererchicsl, givo end teke process, by
ocontrest to the trsditionsl styls.

While 1t poaits s besic belief in the naturel eduosbili-
ty of children, the differentisted spprosch tends to sees the
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‘§ .ﬁrocoss of growth as tsking place in developnentel steges,
and to perceive the nced for personesl intersction of edults
end children, with the former offering guldsnce to the lat-

* ter, at esch stege, snd verying in sccordence with the stage.

The Collins Brook School hes moved in five yésrs from a
hybrid free-individusliet spproerch towsrds e free aspprosch
with olements of differontistion in it. Soule f£chool snd
somo classrooms in the othér perts of tho elementery system
in Froeeport reflect elements of a differentiated model, es do
Jorden Acrer snd other clsssrooms in Srunswick's elencntery
system. Upwsrd Bound 1s hord to guege. In sny event, theses
elements ere fairly psle images of the differentiated ep-
proach snd remsin submerged in one or other of the five
strains noted in the preceding.

This i1a a high, or remote stendsrd--remote in tho sense
thet thore 18 not much likelihood of its being put fully
into practice in the nesr future; but it 1a one in which
I believe in more then in eny of the others. I éaﬁo upon

" 4t, end ocanme Fd 8 belief in it, by doing this reseerch

. .

project. Py
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Chepter Four

The Msnner of Commitment

I found importsnt degrees of difference emong people
sdhering to the same ret of beliefs with respect to how they
held on to their beliefs. I refer to this a8 the manner of
eéommitment. I identified bssicelly three types.

One type was prn scceptance of beliefs es a set of woell~-
esteblished demercetions, distinctions end routines. The
essentiel spplicebility of the beliefs to most or sll prob=-
lems ond situptions is unquestioned; the beliefs ere generel=
1y felt to be unquestionable. People holding on to their
beliefs in this menner tend to be wholly "inside" their be-
liefs. Beliofe have the stetus of en ethos.

Beliefs es ethos can envelop the edherente of any of
the aix bellief-stylee identified ebove. Often it is confused
however with the trsditional belief-style, az if only emong
treaditionnliets do you find this woy of holdiné on to a com=
mitment. But thet is e libersl conceit which hides from the
1iberal’s own conaciousness the dogrees to which belief-styles
in the echievement or open or free mode moy slso envelop a
person or s group in s mentle of estsblished verities.

An ethoe=-oriented wey of holding on to a set of beliefs
mey Tesdily fell into. & meintensnce-oriented or merely

ptetus quo psttern. In this cese the belief=-style grows
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moribund snd stegnating. This had happened to the tredition-

ol mode of educstion in Freeport end produced s strong reac-

tion from the progressives in the community led by tho Pettit

" Board. The progressives tended to perceive the problem es

one of treditionel education per se, end in rebelling egainst
the relstively stegnent form in which it aﬁpenred. to which l
it had sunk, they rebolled sgoinst it totelly. They thus
appesred entegonistic, dogmetic end threstening to meny of
the teschers, many or perhsps most of whon were traditionel~
1y oriented. There didn't seem to be eny middle ground for
the teschers on the besis of which they might work out e new
pattern end thus preserve eome of the strengths of tredition=-
el education.

This exemple 1llustrates o second type, which may bo'
called resctive. This tends to heppen when (a) en ethos=
oriented sdherent of s belief=-style feels strongly threstened
by strong ettacks on that bellef-style; or (b) whon e person
or group, in en oct of rebellion rgeinst e pr;veiiing set of
beliefs ond pzainst their adherents, remaina fixed within the

aure of defliance. In that latter case, though’'s new set of

. beliofs may be sdopted by the redele in counter offensive

and in competition with the old, nevertheless e dichotomous
sggressive style 18 not trenscended. The new mode is hesvily
infused with reasctive tendenciocs.

Being reactive 1s to be highly militent, defensive snd
doctrinneire sbout one's own beliefe end positions. It lends
itaslf to “true bellevership” and ideologicel excess, whsthpr‘
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8 conservative or & radicel mode.
A third typs 1s to hoid on to & set of beliefs in a
‘self-axanined way, to feel thet they ere "pight" for you;

f;gd'aiuultan-ﬁualy to fael thet they ere subject to modi=-

jcetion through lesraing end growth. There is en implied

Iy

Qbility to take gome psychic end spiritual distance from

t
I

Sﬁe'a own srticulsted beliefs. There is s sense in which

tho sdherent of s set of bellefs con see them end hold them
k-) ss seriously end pessionstely wrought guldes; {3} pv ase~
ful vehicles of experimentstion for getting elong in ine
ubrld: end (o) er opportunity for expending on humsr posei-
pilityw This third type runs thes risk of erosion of will
ﬁ-a-uao it 1s flexible and sees more than ons "side" to a
problem. It may 8leo suffer ingseourity through excesg of
;xperinentation.

As indiceted in the sbove exemple from Freeport, both
the Pgttit Board end their oppositionists msnifested reeotive
patterns in the menner of their commitment. What they wers
Eebelling againpt ceme to loom so lerge in thelir consoious-
ness as slmost ot times to crowd out, or even to substitte:
fér, the need to erticulate the precticsl mesning of the
gools end belief-style they were for, or were toéling their
vay towsrds.

The Pettit Board's bettle with treditionslism and outhori-_
terisn education cemo to identify them (by others and even to
) degrss Dy thomselves) much more than their correlstive af-
fort to movs towsrds mors vitsl kinds of education in the

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

129

achiovement and open modes. The bsttle of the oppositioniets
egeinst the Pettit Boerd was on behrlf of loyelty to the best
elements in treditionel educetion, including s sense of decen-
cy end order in the clpssroom. But their posture, end their
feelings, ceme to be domineted by entegonism egeinst the
Pettit Boprd end egainst whot was perceived by them to be the
Pettit Bosrd's avowal of "free" educetion untrammelled by
thoughts of discipline.

So the horns of these two groups become locked in en
either/or battle of us ys. thenm.

The lock wes broken by tho Pettit Boerd. They brought
in 8 new toasm of administretors in 1970. In two of the four,
the high school end junior high echool principols, there
was evident s sturdy ‘commitment to post-trecditionel mocdes
of education, of both the open and the echievement verieties.
But the menner of commitmont tonded towsrds a reective type-~
reactive egeinst suthoritarian educstion. This helped fuel
thoir commitment end helpod mpke their style e dynenic one.
It was perceived by the Pettit Boerd oppositionists, however,
3 permissiveness end es favoring somo sbove others. No& cdid
the moderates in the community rally to their defense. After
the elections of March, 1972, when the Pettit group lost its
me jority to oppositionists and moderates on the School Boeard,
these two administrators were st first fired, end then ellowed
to resign.

The other two administrators were the Superintendsnt and

eyt
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thilsleﬁentrry Supervisor. Their leadership styles will be
éi.mined-more closely in later ohspters. Hore I wish to ob~-
!;r;e that the Elementery Supervisor, Morcie Keith, shored
##ﬁ two sbove edninistretors' commitment to post-traditionsl
;&uoation. A newcomer from the Boston eree, she ceme with
i7cdmm1tment to more vitel forma of educetion, generslly in
;ﬁe achlevement rmode. She soon begen moving, however, more
ind more, towerds en open concept of eduoetion end sought the
iiﬁé as much ps possible in her role as séministretor. But
the menner br her commitment wss leés influenced by enti-
Peelings. She, contrery to the gbove edminiastrstors, seemed
}o be closer to the self-exemined type, which,.though not
wecluding o senso of rebellion egpinst, or rejection of, o
ifferent belier-!txle, is eble more reedily to peroeive and
jort out its pluzos and minuses. Therefore she did not feel
he need to insist on E;Lng liberel, or doing what wes thoughﬁ
io be the "liberel thing” a1l the time.

New Superintendent, Robert Certmill, rlso from the Boston
rea, in his yelier-style tonded to graviteto etrongly in an
chievement=-oriented direction. His manner o6f commitment
‘evesl elements of defensiveness, sgggestiona of e reeotive
yndrome, towsrds open educetion end, to s degree; towsrds
reditional education. In genersl, however, his menner of
ommitment 1s muted. It seems overborne by en"edministretive”
omnitment, something more instrumentel then subatentive.
b;hnpa he 1llustretes » varient on the o?ove three types. In-
ead one might perheps edd 8 fourth type sltogether, snd oall
¢ pregmatio.

/
g
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In Brunswick one found »lements of s functioning tradi-
tionalism (an ethos pattern) oL ! of s functioning schilevement-
centered educetion. Yet one slso found strong incdicetions thet
both of theae beiiet-atyles were foundering--becoming stegnent,
or were seen thst way by growing numbers of people. Iq addi~
tion they were seen by meny to be inscequate, no matter how
well they were functioning.

Two progressive ourrents emerged from this=-one to re=-

invigorate achievement modes of educstion; the other to

. strike out for e distinctly open style of education. Both

ctrrents fed into the new Jorden Acres school.

Collins Brook snd Upward Bound both presupposed dissstis~
fsction with stegnent traditionsl educstion end with achiever
ment-~oriented ecucation no motter how well or poorly it wass

funotioning. But in Upward Bound the mannor of commitment’

* was infused with strong snti—- feelings (againct suthoritsian

educetion) among students, staff snd sdministretors. This
resotive tendency, coupled with s strong self=-protective,
loysl sttitude towards the progrsm by the people in it, gsve
s consistently doctrinnsire flevor to the way in which Upward
Bound wes telked ebout ond believed in by its members.

There 13 s sense in winich things done in snd by Upwsrd Bound
were good becsuse Upwsrd Bound wes doing them. This suzgests
sn ethos orientation side by side with, perhsps emerging
from, reective pstterns. Self-exsmined impulses were svident
in the program, espeoislly in the privete oonversstions of
meny participents, but'they didn't disturb the overell self~

=t
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protective shell thet enveloped the program.

To some conciderable depree rerctivo patterns were evident
ot CBS from the stert, end were reproducod in esch yesr that
new steff end new students joined the school-cormunity. Also,
#8 in Upwsrd Bound, these peatterns neemed to merge into a
protective ethos, end thus es well into attitudes and lenguage
thst revesled s certsin doctrinneire flsvor. However, the
esrly comitment to the putting into practice of a new value
wWps stronger st C3S than st Upward Bound. In the latter, ss
noted in previous chepters, defisnce end emulation remnined
strong end tended to overbesr the atruggle towerds e new
wvelue. At CBS, conseouently, on the other hend, the msnner
of comiitnent seemed to grow sway from resctive snd ethos
patterns end to grow towards s more sslf'-sxamined posture.
This is especielly seon emong the two directors, tho two or
three staff members who hove remeined with the school-communi-
ty throughout end srmong the students who "grew up" with the

school, especielly some emong them who have left to go back

- to public school snd then hove come back pgain to C3S. Thers

is 8 clecrrer senss smong them sll of the limits: of CBS,” what
1t 1s snd what it is not, snd consequently a stronger, less
diféaygvo, more relaxed sttituds towards what they sre doing

and what ¢hsY moen in educstion snd in the world.
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Chapter Five

Consciousness

The four sets of frctors described in the previous chep-
ters »ll together point to, end anticipete, the fezfor of
conaciousness. I came to regerd thirs ss 8 Key element in
the course of the resesrch. Consciousness may be cescribed
p8 the motive structure of the humen belng. It constitutes
the bsals, or ground, of perception end of ection. It 1s a
concept that intends to convev the lived (or zelf-experienced)
energy flow of the humen beling.

Consciousness hes seversl espects. At the simplest
level it mesns to heve some awareness of how something that
seems to be desirsble or right or good pctually would work
out in resal situstions. Ideologias, or belilef=-styles, sre
not enough from the ventege point of a developing consclous=~
ness. The7 remein "abstract” and coctrinnsire unless they
yield to, or embrece, some sense of what it means in concrete
w8ys gctuelly to put rsuch end such i1deas or gosle into prsc-—
tice, actuslly to giva them sowe measure of living embodiment
in the lived 1ife of the human specles, including your own
self es & living representetive of the specles.

Por example if what is wanted 1s e more apontan;oua
lesrning situetion for s child, there 1s required a certsin

level (or unblocked) flow of consciousness to imsgine whet
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gyg; might mesn to end fpr the tescher involved. Even tﬁa
posing of thst ex » qﬁeution to be frced (es distinct from
; criticsl put-down of » teacher on the order of "why cen't
she shepe up") is the beginning of coneciousness in this cese.

or, for exsmple, if whet is wented is s more intersctive
mode of relstionship between p tescher snd etudents; or e
tescher rnd other tepcﬂers; an unobstructed flow of conscious~
hesz would ensble » person insisting on this to rpply thet
olro to himeelf or herself: thet i1s, to epply it concretely to
hie or her own relstionships with thst teecher, or with enyone
else within the rmetrix of roles end reletionships in thet sit~
ustion. If there is sn swereness thet "meybe I'11l heve tc ﬁut
on thet shoe es well--there is the beginning of consclousness.

A second, relsted, sspect is an ewareness of "how it ia"
for the other peraoﬂ or group which one encounters in s glven
situotion. Thie is not to be confured with sympethy, though
this may be present (ond more prezent in the degree to which
there is this sworeness); yet sympethy cen distrsct end
deflect e person from » more accurete sssessment. To ellow
to come into swareness the stendpoint of the other, noticing
1t, without sesigning preise or bleme e such, is [ dif;icult
discipiine. Yet when it is sccomplished it doeuhmuch to
compensste for the discontinuity fector noted in Chapter One.
It elso helps ¢ porson to overcome some of the rougher edges
of rebellion in oneself. It mpy sleo lerd e person towerds @
sucoessful stretegy of communicetion with others.

A third eepect of consciousneas 1s some senss of how one

48 being sean by others. It includes s sense of "how I must
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be coming on to others.™ There is ewsreness thst my euthority

' role, for exemple, or my clezs status, or my customery wWey

of comporting myself (for exsmple, sggressively or psssively)

‘hes en impsct on how others perceive whst I intend, whet I

do, ‘what I sey, snd how this may distort the meszege I think
I am communicating.

A fourth sspect is the comprehension of humsn relstion=-
ehips ss 8 set of structures that ere dsily enscted by people

in the pursuit of e common ectivity. It includes en swere-~

- nesa thst chonges in one part csll forth compensetory chenges

elsewhere, The structurel cherscter of relstionships is

Vdirticult to perceive, especislly by en sctor for chsnge

who 18 himself or herself engeged in the deily flow of sctione
ond intersctions that he is seeking to chenge or to shepe in

one direction or snother. The ramificstions snd fcecbscks sre

‘multiple end often oprque. Yet here pgain sn swereness theat

reslity occurs in the shape of structures which everyonec
involved in {s deily enecting in his or her wsy, froa his
or her own roles snd velua ventsge point--this is the begin-
ning of consciousness and informs the neture, 'scope ~nd‘queli=~
ty of action-for=chenge. It does muéh to foster en ewsreness
of where bottlenecks sre end of where end how new mesnings csn
find scope for development. One mey csll this the relstionsl
perception in consciousnese. ’

A rifth eapect 1s en immediste, palpable feeling or
impulas thut whet is et etake in the process of scting=for-

ohsnge, 1s s=coming-into~being of s new vslue, or of the
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-revitelization of en old one. From my study and observation,

I essume the presence of this impulse in the moment of rebel-
lion. T mey grow from that point until it emerges es the
msin force to which.both defience end emuletion become sub-
ordinste. Or it mey be blunted, even overborne, by defisnce .
snd/or by emulstion. The flow of consciousness in thet case
18 obstructed to s degree and turns beck upon itself. The
sctors for chenge thus fall short of enacting new structures;
1.0., & new ordering of roles, a new wey of roleting, end e
new set of mesnings.

A sixth espect is distance. ¢ mey olso be celled e
freedom (or will) to sct. There is a point ususally resched
by the sctor for chenge (and it mey heppen agein and sgein)
when he or she foces o crieis. Let us say that in the cruci-
dle of en event an o;tor for chenge wing through to 8 sense
of distance from his or her own ego invclvemont. He or she
is relessed from s preoccupetion,or over-identificetion, with

the instruments of the program, or even tho prograum as 8

‘whole, by which -he or she had chosen to sccomplish change.

The sctor geiné psychic cr apirituel "spece™ and meneuvora<
bility.

There 1s revesled in this an ultimeto risk-taking capA-
dility which "frees up" the actor fer chenge from self-im-
prisonment in his or her ow: progrzm or set of velues 8b-
Jeotively delined. 1In the orieis they seem to looi up over
the sc*>r gg "forces” driving him or heor,

He, or she, 6xporiencos aliengtioun. &be progrim, set
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of velues, movement for change, hsve turned into things en-

+laving his or her ego and mental feculties. Awsreness of this,

and the ultimate willingness to risk, cen liberate the selfl

- from such enslevement. The ector regeins his or her inner

poire. The will to sct is releesed. Coneciousness flows
8gein, end what had seemed aliensting (e force hovering over
one) is now re-epproprieted 8s things snd beings to be related
to, to move with, or to squere off egeinst, in »a renewed ef-
fort st putting one's gosle into prectice.

There is of course no gusrsntee thet this will heppen.

. Moments of crisis mey freeze 8 person end ceuse him or her

to stop short, to turn aside into other pathwsys, to be
sstiefied with less, end thereefter to misteke his or her
sttechment to the progrem, end loyslty to its survival, es
proof of sccomplishment. Indeed good things mey be heppen-
ing in end to the progrem, including the sstisfection fTor

the ector thet comees from the security of hie or her ego-iden-
tification with the progrem. But the chango'oriéinally
intended-~s change thet sought‘embodiment of g new velue,

this hes not occurred. One hes stopped short in mere defience,

or hes adopted the emuletive mode of eccomplirhment--or both.

To sum up-=confciousnoss seems slweys to be present to
some limited degree within the ectors for chsnge st the moment
of rebellion snd the commencement of thei; ections to effect
chenge. Indeed consciousness snd rebellion msy be coevsl;
the one triggering the other.

Consciousnesd grows throﬁgh practice, snd indeed seens

~—te .
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igtp weit upon prectice for its growth. But it elso seem!‘thct
growth of consciouzness will occur through prectice 6n1y it
:'there is & "prior" swareness thet consclousnese needs prectice
" in order to grow. This mpy seem teutologicsl, if not 11lo0gi-
.08l sltogether--unless we perceive it dislecticelly. Then
we mey 23y that since "in the beginning” there is (coeval
"with rebellion) » measure of consciousness, there 13 imbedded
in thet a germ of swareness of the need henceforth elways to
relse one's consciousness. This will then come to meen pro-
gressive snd continuing stock teking of the'meaning of prsc-
tice (and "the facts") for one'e goel®r end expectations, and
of the mesning of one's goels end expectetions for the shaping
of "the facts”™ through prectice. Conscliousness thus bocomee
® key to strstegy (cf. Chepter Seven); and it becomes the con=
necting link between the originel rebellion end the effect=
usting of change; 1.e., whether or not & new set of velues is
reslly coming-into-being.
In thie dielectic, consciousness cnﬁ be overborne by
eny or sll three of the elements of rebellion--defisnce, emu-
iltion, and new velues. The pr;gram, or the actor for chenge,
cen become fixeted In these directiona to the degree that
consclouznese 1s crowded out. My hypothesis is thet thise £ix=
otion cen occur i1f sny of the three elements ere or become
too "strong" or too "wesk” in the imegination of the pro-
trgonists of chenge,
Applying this ’uppOlition to the four programs atudied,
I £ind thet '
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1. In Freeport the Pettit Boerd's rebellion took the
form of s very strong, rlmost doctrinneire, defience of tra-~
ditionsl education coupled with s somewhat over~generalized
but intense comﬁitment to new weys of teeching end lesrning.
This strongly fueled their driving energy but it elso tended
to contein consclousness in nerrow spheres end slrost to
crowd it out. I am trying not to preise or bleme them for
this--since the depth of their impetience end enger (defience)
was grestly s function of the inertis end ossificetion thet
hdd overteken the predominently traditlonsel educsation in the
schools. So perhsps there was no time to reise conescious~
ness, or no inclinstion, or no situstionsl ceusge to do so.

The trend wes towsrd confrontetion and a resulting entegoniznm.

Tha point must.be meds, however, that consciousness was

relatively low in terms of most of the sspects of consclous=
ness noted sbove--Goes the shoe it me end cen I, would I,

put it on 1f I were » teacher (1.0., would I want to chenge

tomorrow to sn open classroom; em I belng cpen with the
tenchers whom I em demsnding this of?); how sm I coming on,
do I know how I am being perceived, what kind of symbol- (e.g.
cless, stetus) do I represent to those I want to persuede and
chenge? Am I seeing things reletionslly? Am I trying to
figure out what my atsted velues would mean in practice in
Preaport Classrooma: for Freeport perents? snd s0 forth.
Different members of the Bosrd and their fellow progrea-
sives would score differantly on these criteris, some higher

. some lower. But ss & whole they didn't tske much time 8nd

.
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—effort for this, or hed no time, or found no way to give them=~

They did howover vitslly reflect one very important es~-

"pect of consciousness-~the lest one described sbove, distence.

Pettit, both st the time snd in retrospect, often ssild thet

no one was indispenssble. Though he npplied 1t freely to

others ps well (end plarmed them deeply), he seemz to have

"mesnt it primerily for himself end his bosrd. In the crucible

of events surrounding snd confronting them in the spring of
1970, this impulse or feeling helped them to stick it out

ond do the one sction-for-chenge thet was 2till aveilsble

" for them to do, end the fundementsl one in thet situstion

to do, which wes to meke e clesn sweep of the sdministration
ond dring in "s new ?eem."

Their feeling--and concept=-of non-indispensebility geve
them soul~levorege with themselves. It freed them of the pull

~of emuletion. It was the one aspect of conscilouesneas that

most tied in with their defience, end i1t helped them turn that

‘defience into s cleer, nlbelt nerrow, vision of who they were

‘1n thet situstion end what they could end could not do.* This

is nerr the core of cherismp, end sdmireble, but I myself
fesl thet the cherismetic consciousness, lecking es it does
too many of the other sspects of consciousness, 1s too much
driven by defignce and an overly generslized (1naurtioient1y
digested) eet of velues, i.e. strongly but sbatrectly per-
ceived.

2. Still'in Freeport, the new tesm ;r adninistrators
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"paflected different levels of consciousness. Deflence of

authoritsrian educetion wes strong in the high school end

middle school principels snd this muted thoze sspects of

_ consciousness thet might have ensbled them to relste riore

=y

effectively to the more treditionsl tepchers end the mejority
of parents. Their commitment to new values ~f teaching end
lesrping wes deeply serious, though tending toword the doc—
trinneire snd this too mny héve 1imited the growth of thelr
consciousness through prectice. They were uneble to work out,
or find through working out, s successful strategy in the
fece of the built-up resaentment generated by the "great
erisis" of 1970. This resentment snd their snti~ feelzngs
about suthority didn't mix.

Marcis Keith, Elementery Superviscr, seems rore then
most to reflect e belence in eléments of rebellion end of
consciousnoss. There was 8 rense of meesured defisnce in
her posture egeinst euthoriterien educstion; sn epperently

decent respect for the gods of emulation; end’e connitrnent

to new veluos of e kind thet emphesized being eble to vizual-

ize them in pr;ctice. Her consciousness thet velues grow and
edept in end through the ert of putting them into prectice
was hence very vitel; snd though her distence and her ewere-
ness of how she wes coming on were not high, in overell
terms her consciousness wes well developed and cepsble of
further growth. ) '

The superintendent, Robert Certmill, though mildly de

fiant towsrds trsditionel snd open styles of educstion, wes
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—atrongly emulstive, This seemed to tie in with a steady

,ﬁdiapoaition in fevor of schisvement-oriented educetion. His

overall consciousness wes not perticulerly high. There was
?one eapect of consciousness however thet hig ections snd at-
~titudes revesl=--hs wes canny ebout how he end others were
eoming on-~he was able, sometimes to surprising degrees, to
:gee the "feel” of how he or programs in the school were
1being perceived. This helped him greatly in developing suc-
:ceaaful public relstions with the town. Nevertheless, the
strength of the emulgtive drive, and s continuing unresolved
‘smbivslence towards the open school in South Freeport, com-
'bined tn 1imit his consciousness. It tended to meke him
less effective oversll in following through on impulses (in=
oluding his own) towsrds besic chenge in the schools.

3. 1In Callins Brook School defiernce of traditionsl énd
schievement modes of educstion was very strong. Commitment
to new volues wes elso very strong, but with s doctrinnaire
tendency especislly st the beginning. Also present was s
somewhat generslized snnse of what the new velues of free
sducation might meen in practice. The emulative element was
lowever week, This hid the denger that, being wenk, it might
0 only recessive and Would "come out" once the venturs got
mder way and becems successful. As CBS grows in credibility

nd steture this may emerge but it has not thus fep.

Not only wes the emulastive element quiescent, but the de=-
isnce had no ready target except "the big bed world ‘out
here." But 1e wes "out there." This meant that as the
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Qenturo got under way, two things could happen-~internal

"not

fighting in which there would be mutuel accusstion of
‘1iving up to" the new wey, whatever that might be; or & dawn-~

ing recognition thet "the enemy <.+ 1s us." Thie latter would
feed a growing sense of need therefore to raise consciousness.

Both things began to happen at CBS and both seemed to
come to a heed in the events of the third year, &s related
in eerlier chapters. Out of the crucible of those events
there was formed the conviction of the need to build tho ele-
ment of consclousnoese«raising into the life of the achool-
community, especislly for the staff. The following September
they began the practice of opening the school yeer with on-~
counter and consclousness ralsing asessions conducted by a
trained percon. There were follow-up sessions during the
course of the year. This became a regular practice.

Tho Di;;ctor, Dick Watson, took seve?el treining programns
himself of this kind and eventually treined to be a group
lender. ' '

Earlier,in the traumatic evernts of the third yeer thet
aurrounded the homosexual love nffoir betweon s teacher end
8 student, Dick Watson experienced his "moment of truth."

Waa the school utterly indispenssble to him? Was he bound
to it with invisible fetters thst he could not escape? Had
i1t become an aliensting force hovering over him? 'Was he
*hung up” on 1t? Would his own identity be shattered if hé
lost 1t? Theae questions he began deeply to ask himself in
the days before he finally maede his deciaion to fira the



_;cher. Asking these questions of himself was elready the

c*'or taking distence from uhat ho most "wented" or "needed,"
ndAit eventuated in his being sble to free himself suffi-
'ciﬁntly from what he thought he "noedad.” He csme to reslize
: ?distinction between his own identity snd needs aﬁd those of
;tho achool, Thia ensbled him to teke deliberste gction on
Eiha erisis,

f; The Director, snd the School, gerined from thet. It tied
{;h with the growth of other eapects of congclousness, to
‘orests s bassis for the surmounting of patterns of defiance
g}dorignce stuck in the rut of cefisnce) and to creste s basis
??°r the coming-into-being of those vslues of free cholee snd
‘selr growth in learning that the defiance hed sll been sgbout
f!n the firat place.

. 4. In Upwsrd Bound it may briefly be noted thst defiance
end emulation were feirly sharp. Though this charged the pro=
gram with considerable energy, it slso tended over time to
undercut consciousness. A need to transcend in the direction .
or e now vslue, and the correlative need to begin implement-
ing it in the program, wss indeed felt st the beginning and
continuod ‘to be felt by meny people in the progrem, some

moro. some less. And 1t hsed impsct. But it was steadily
overborno by sttitudes of defiasnce and counfer-dorionce
towsrds "the system;" by unresolved smbivalence towards the
meening of suthority; snd it was overborne by an equal degr;o
of ambivalence towsrd "middle oless vslues," whiéh were on

the one hend put.down end dismissed es insdequste, but which
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‘on the ather hend, snd in the end, were sémired snd emulated

by most of tho participants snd by the opereting priorities
of the 'program.

S. In Brunswick the pattern is complicsted but the msin
lines {ndicate:

(s) a wesk defisnce syndrome in mony influentisl estab=
lishment l1iberals for reform;

(b) stronger defisnce syndrome on tho psrt of s emaller
number of liberals, many of them not so influentis);

(o) fairly strong emulstive Zimpulses in the refornm pro=
grams (s factor which tended to give support to improving
schievement=centered educstion, b3t which tonded to limit
those who wanted to push hsrder for open cducation, these
lstter also being those in whom enger et ths systen was
stronper); and

(a) sharp counter=rebellion cafisnce from non-estsblish=
ment groups .(a fsctor which wes a further pressure on the re-

form minded sdministrators), blunting the movement to open

‘educstion.

Consciousness thus ecomed low in Brunswick overall: It
correlates with abortive rebellion smong 1ivorsls; with
persistent counter=rebellion among dzfenders of discipline
and old-fsshioned virtues; snd with an overall tendency to
emulste what the better school systems sre doing in and
sround Boston or, oloser to home, in weslthy Cape Eliz;blth.
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Chspter fix

The Duel Face of Compromise

Events snd decisions in the four progrems revesled the
presence of two kinds of compromieo. In eome ceses they
ssemed distinctly one or the other, but in meny they scemed
to intermingle so thet, unless one carefully studied the
eontext in which they occurred, it was not ersy to discern
which "fece™ was peramount.

The two feces relate to the distinction between distribu=~
tive concernt end growth concerns thet is described in the
1lsst chepter of Part One. Compronise may be ¢ function of
distributive celculstions tv s greater or lesa degree; or
compro=iise mry be 8 function of growth intentions to »
grester or less degree., If the former, the following im=-

peretives come inio pleay: cslculstions of indirect or remote

"eonsequences; cénsideratione of the need to do this here in

order for thet to heppen there end then; choice of the "lesser
evil” now in order to preserve one's options, or to gein
grester ones; scttling for the appsrent vdjustment of velues
or goels in this situestion in order to meet unexpected odb~
stecles or whst seem to be overbeering presaures; edspting

ths timing of things snd the degree to which you push for
fulfillment of eims, to the ego tensions emong the psrtici-
pents; llnlitiviiy to snd willingness to mske quid pro quos
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m {this for that); e reedy responsiveness to demands for fsir-
ness; end so forth.

The propgrams revesled sn sbundence of these imperetives

"of compromire. They slso revesled sn sbundence of impere-
tives in which "all of that” was “forgotten,”™ or trenscended,
or felt to be part of the picture but distinctly subordinste.
In this cese the immediscy of the direct learning end growing
experience ie paramount. There ia s secming sponteneity end
flow in the leerning process snd in the relstions betueen
sdult snd child, or botweon child end child, or adult and
edult. Personsl ¢irectness snd the excitement of personsl snd
mutuerl discovery (between "equels™ or "unequals,” it doesn't
metter) is centrel end iz felt to be centrsl. The emphesis
is on "doing 1it," on lenrning asomething new, on being there
to learn something by trying end fsiling end trying egein,

. and on enjoying the feeling of doing thet. '

I found exemples of this in sll the programa a;udied, in
snd out of the cléssroom, among students, emong teochers and
smong sdministretors. I found it in treditional cleesrooms
(the slow dewning smile of recognition thst one:hts neo;urod
or discovered something end the self-enjoyment of that) as
well se in open end free lesrning situetions, though with
this difference that in the lstter cssee the intention is
more decidedly to creste the joy of learning (to create 'thq
unbought grasce of leerning,” to persphraze Edaund Burke).

The diffioulty is that one msy try so herd to creste this

- thot.you end up dlunting what you soc esrneetly sought.

- ~~gt's
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: ﬁovertheloaa. and despite thet, I found s higher incidence of
. the Joy of lesrning in the open and free beliof~styles of edu-
cation then in the traditionsl or schievomont-centered modes.,

I have digressed. The point is that in no event or

- #itustion or leerning encounter did I find & "pure type,”
either of the imperstives of indirection end compromise
8inply, or of the imperatives of directnoss end joy of learn-
ing #2imply., The other secemed slvweys to be prosent in esch, to
8 degree.

Adnittedly some events or encounters seeriad to heve vory
1little of the other. Over here compromise seomod to be very
viaible, seemod to heve becomo elmost a typicsl style of
sotion end behsvior, en end in itself. oOver there it seemed
virtuslly invieibdble, especially in perticuler sftuertions or
lassrning encounters, pnd inrofar as it was present it seemed
not to be hinderinp but sctively supportiing end even ectually
endemically s pert of the perticuler leesrning experience,

1 therefore suggost that compromise weers two feces. It
blends in with growth snd serves it or it blends in with the
distridbutive intention and serves it. 1In the lgtter cese it
RaYy sppeer ps soft snd subtle menipuletion or es more strin-
gent subordinetion of meens {the compromige of neans ) for the
seke of an overriding distributive end, let us sey the over-
throw of ¢ given structurs or the foreing through of s given
policy.

Some axsmples of the two fsces of compromise ars ss

followas:
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1. At Collino Brook School there were meny instances of
whnt were celled "letting bo." This was relsted to a process

which Dick Watson cslled "undoing.” Students conming to CBS

were often full of rebellion thet had formed in their minds

and cherecters g @ result of experiances in conventionsl
schcols end st home. The environment of the achool offered

them en opportunity not to "have to" do this or thete. They

thus felt free from the nagging snd the constreints end ex~
ternally imposed rules cherscteristic of their previous home

and school 1ife. In meny of them this mesnt per}od of

"doing nothing," of being eimless, of getting up {n the morn-
ing or not getting up in the morning, of telking or not tslk=-
ing, of movinz about or not moving ebout, of going to clsszes

or not going to clesses, ps they pleesed; it often included being
finicky - end herd to get slong with end gretuitous rnd.de-
manding, including the demend to be left elone, when thew
pPlecsed. 1In some this lsck of ppprrent purpose or of "heve

tos™ zeemed en pdditionsl burden so that to the orizinel feoling
of being thwerted and powerless, which so meny broucght with

them from the outside, there ceme to be edced the impotence of
not knowing what to do, or indeed not knowing if therg wes
anything to do (implying s sense of dofest).

"Letting be" was a generel concept spplied by the ateff
to @1l the kids in the school in the sense that everyone
should ba rllowed “to be," as Les Wetron=-Dick's sister nd
Lfor sevaral yosrs ; stefs nmember--forcefully put it. That
1s, kids must be protected in their "spece™ so that thay will

- -y

wmae
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‘ 6eae in their own time, when it feels rigat, to do thainge,

;}}o lesrn, to expend in their akills snd their seif-growth,

f“:bo belief wes that the cure secure o perdon Jsenls in his or

" ber speos the quicker thet person will brginm to do, ' Shoron

‘lﬁatnon. sfter Les's deper.ure;, ciéme smcre 2nd more to be »

f sentral #ynbol end irplemintor of thie intention ar CBS.

For those, srro.islly the younger itids, for wiicm the

. shiedow of convantiovnel conetreints hed fslloen less severely,

letting be wore eveily flowed !nts doing. Fc¢ the older kids

fhowever, whore exposure to the hung=uvp2 of brnme snd conven-

. tionel =chooling had been longer, letting be meent in prec-

“ tice ® longish, esometimes seemingly unending perisd of eim-

lessnesc., Cick Wetson persisted however in opplying the
ooncept of letting te to them, end described hiz policy »s

one of "un-doing” what hed previously been done bedly by home

"snd 2chool. The process of undoing had to work itself out,

he ergued, before one could rightly expect s movement towsrds
doing. Yot thet'efforts st getting kids "to do" during such
i proceas couldn't be tried, but these should be tentative;
more effort should be put into weys of helping the percin
get » feel for him or herself, find ways to relesse enger,
£ind weys to feel comforteble with themselves. Connie
Pennington, s dynomic tescher of the older kids==hired sfter
the trsums of the third yeer--disegreed with this though not

entirely. She felt thet en over-emphesie on the undoing

could in fsct stend in the wey of helping kids grow. She

>.r8n04 thet getting kids to foous on doing things end on

. ‘er7'()
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objJective taska was in iteelf en effective way of "undoing."
"ilave to's" wero often food for people, she ressonez, or else
how sre they going to be sheken out of, or shgke themselves
out of, their simlessness end lethergy.

Dick generally stuck to his policy; One of the most
dremetic illustretions was afforded by the spectscle of Lisa,
a person in her cerly teens, lying for monthe on the couch
(it leter camo to be exsggerated into two yosrs) in the nmein

room of the aschool, sleeping or helf=-sloeping during moet of

- every day, end seldom budging from thet position. She was

teking » lot in, she lator told me, ebout other people and

whet they were like. One dey Lise got.orr the couch end be-
gen "to do." She boceme one of tho most procductive students
in the school. A more controversial illustretion (.onirover=-
8ial betwesn tho older day kids end the older bosrding kids)

" was over the lpte sleeping=in of tho lattar. They often
would not emerpge until lete morning, sometiroes not until
sfternoon. Agaln Dick generally stuck to his policy of
letting thet bo, meenwhile atriving to encourage them to
reerliza their importenco to the school end their responfibili-
ties in tho school to others.

These decisione, releted to undoing, scemad in one sense
to constituto » fe8ll from free vsluos, which includes such s
strong commitment to community velues. It scemad e fell in
the direction of individuelist consumer-oriented veluos end so
they oould be construad. And thus they might seem a dilution

in the gosls of the program snd seem to represent “compromise™

: 171
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in the pejoretive sense. Yet, on bslence, they seomed ihatoad
to serve to nurture the ebuced payches of kids to e point
where they were slmost in every case sble end willing to move
positively in new leerning directions. These celculated de=-
cisions often worked~-peid off--in terms of growth.

2. A similer example is offered by the following event
ot the Soule School in Freeport, the open component in the
Freoport elementery system thst was int;oduced in the fell
of 1971, It wee s not untypicel crisis for the school oc~
casioned by the discovery by e perent of figures of nude
bodies which hed been drswn on the wells of the toilet. This
news apresd through the town rapldly snd eeemed to reinforce
a growing suspicion that the school wes mossy, undlisciplined
end downright rowdyﬂ

Joyce Hopkins the principsl met tho problem in the
following mennsr. She ceplled s meeting of the older kids.
She pointed out tha pressures coming in from the Superintendent,
the School Board snd town goessip. Ehe emphesized tho concern
of meny perents. Th2 kids sterted talking ebout it, with her,
with one enother. She asked them to think of ways out., Meny
options were discussed. Finelly the group resolved the quas~
tion in favor of putting bikinis on the neked bodies, the
suggestion for this coming from the kida.

This wea, or seemed to be, on the point of becoming, e
distributive situstion pure end eimple. It was turned, how=
ever, into e growing one for the kids and for the school, and

for Joyce Hopkina. Wwhet wes done was a compromise. Yet it
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‘aerved growth: ccmpromise wss an indistinguighadle pert of

thet oxporience. The wey it was done was consistent with the

letter eond spirit of tho School, the open belief-style of

. Soule.

3. Tnils exemple, end the one following, ers offered to
show situstions where compromise weora its other, distributive,
face. Distributive elements and calculptions ere so uppernost
that they re-shepe, or blunt, or dilute the style of growth
and chenge which had beon intended, cousing it to slip into
modes not intended by the progrem. The result mey be to cause
it to decline premeturely into routinized ond fairly lifeless
patterns.

The intention mey well be Gerefully to calculste the
pluses ond minuses of e decision in order thet there may be
s better chence for growth to take place "afterwerds.” But
the rolationship between the "aftorwards" and the "ensbling
compromises" seems tengontisl or atrsin;d. Thero is & tenden-
¢y for the leaders who celculate, or react to, distributive
forcos thie intensely, to becoms 80 &bsorbed or caught up by
them that they lose touch with the demends and dimonsiohs of
growth.

There ere two dramstic, snd drometicslly difforent, mani=
feetations of this, in the programs studied. In Freoport, the
previouslyvdascribed 1iberals uncder the leedership of Pic
Pettit, found thomselves embroiled in a polarized situstion.
pertly of thsir own meking. They were lockod in a bitter

powsr struggle with & coalition of toachers, sdainistratora
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:E gnd townspeople. They broke out of thet by suspending some

f:bnsicnapcctl of their bsliefs, ospecislly in open-ness snd

‘ talking things oute They pushed hard with sbrasive distribu-

‘ ,t£v¢ mesns to accomplish the removel of the echool sdminie=
:tr.tion. They did accomplish this but created s situation,

i which though now rife with possibility, ua!’-lao hesvy with

s reaction snd euspicion.

The new pdministratore took over in thet coﬁtext. They

developad new progrems consistent with the apirit of tho

» originel aims of the Pettit Boerd, end thon sought to preserve
. them in the face of the old opposition. '

They succseded ot the slementary level with reapocé to

_ the Resding Progrem ond the Opsn School component, but not at

the middle school or tho high school.

Another wey of esying this is thet, in the sctions of
the Pettit Boord, the ends end moans got split spart quite
rsdicslly. They held on to thoir onds to change the system,

Yot these ends were intensified or bscame "idcologized" (a

- set of principles or concepts lodged in the heed) as the
Board cems into contect with the inertie of the system. ' The

mesns that they hed wented to smploy, such es talking things

. out with sll concernesd poertiss, were originelly very integral=-

V.ly s pert of their aeime=~i.s. 8 more open system end atyle

throughout. But these, by the "logic" of the gredusl polaeri=

zation of forces, hsd to be compromised radicelly.

Other mesns csme to be used instead—~—less open, more

- propsgsndistic and menipuletivs, more sggressive. This
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‘affocted aven the ordering of ends. Shaking tho systom.
clepring owuy the obstacles, now bocame peramount, ss over
sgeinst getting on with now progroms. This had to be done
.in_order that épace could be won to fulfill the aims...later
one Indeed that space wWss won. A new teem of administrators
entered that apsce. But it was now vory vulnersble to the
mobilized and engry forces of the opposition. In the follow=
ing chapter we will seo how the new team (with the prodding
and holp of tho Pettit Board in the two years they had left
before their removsl through elections) used end defended
that s=pace end made it last through time. Hers was compro-
mise, though not in the sense we ordinarily think of it.
Common sensicelly we think of compromise ss "giving in" to
the opposition, or of amoothing things over, of bluating the
edgea. But oommon sense is overly foct-oriented, not change
orionted. 1In the example givan we see compromise of something-=-
of aims, and a2 style of action commenaur;te with those ainms.
Consequontly we tee the aims threatoned in practicslbut sal-
‘vagod nevertheleéss "at the lpst minute" through bold and eg-
gressivo action. This 1s not to impiy thet in that sitiation
the sim of bringing basic change to the syatem could have
been accomplishad in any other way.

L. In Brunswick, the leaders for chenge (espocially
change in the form of- the proposed new Jordsn Acres School)
pursusd what seemed a defensive style, by contrast to the
Pottit Board's aggressive style in Froeporp. There wss soft~-
pedeling of hov great the change was going to be. Soothing

-
bt B .
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:_yérds like flexible were brought out st meetings with towns-
iipeople. A bright and conaorvative-eppéaring young men of
iéﬁltive 8tocks Dick Crosman; wee chosen to be principal, The
i i1x tagn lesders--kindergerten through fifth grade=-werc se-
Tilectod on the besis of their steady outlook end sdministra-
iitlvo capablility--though the other criteris were gssumed to be
f thoro too; that 1s, teaching ability and commitment to the new
';Qnturo. The instructions to the principel end the school
1'5onerally were to keep e tight rein at the beginning, to make
~ sure things were ship-shape, to be ceutious about seeming
" disorder and noise, eto., and then to allow gradual loosen=-

ing as things wers well under control,

Whether this posture wes e function of defensive reaéonue

. to outside politicel forces; or to e control=and=-commend

oriented adninistrative superstructure; or to the habit of
edninistrators to went to desl with all perts of the aystem

evenly; or s combinstion of ell of these=-the result wes to

"dilute, snd to s degree stymie, the impulses for besic

charnge.

These impulses were morked in e substantial number .of
the 18 teachers snd six sides st Jorden Acres, some of whom
werd closer to en achievemont=centered belief=style end
others to en open belief-style. They probably represented
& majority of the twenty-fou&. They had all volunteered to

.teach at Jordan Acres, moving over to thet school from other
.lchooll in the Brunuwick elementary system. The tendencies

‘towsrds an open belief-atyle were esrly on held in abeyance
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‘(the policy of a careful beginning), then "came out" or
woro ellowad to appear in verious ways, but graduslly were
tonod down.
) Individuel instances of open educetion remsinsd dbut
becamo idiosyncratic--the expression of such and such a
teachor's experimontation from time to timoe. Achievement-
centered concorns grew paramount. Those in turn were over=
leid by continuing pressure from a control-oriented school
sdministration. The elemontary suporvisor, Barbera Kurz,
maintained a careful check on the school. Hor intention was
to encoursge a moro vitel education, though sho uncerstood
this more in tho achievemont-centered gense than in an open
achool way. This intention was consistently overlsid by an
sdministrative enxioty end an administrative cods 57 control
that seems doeply imbedded in the structure of the Brunswick
school administretion, This anxidty and concern for orderly
control communicated itself to the Jordsn Acres School and
caused its eims, in practico, gradually to lose much of their
original elan. The need to compromise seemed to take over
from tho need to sustain and fulfill the aims--though it is
true that the sims had_never been as change—oriented es those
at Freeport. Thus it seems that in spite of her intention,
Barbara Kurz's actions tended to erode the pace and depth
of change.

In both of these casos (Freeport and Brunswick) over=-
riding distributive ooncerns seemed inevitably present. In
the oase of Freeport it mey be argued, howover, that the

n—p e
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grsdusl gbsorption by the Pettit Boerd into s distributive

isbction end outlook was lergely s function of the inertial
&?situation facing them end the conaequent dapth of the rebel~
Eiiion they experienced. By contrast, it mgy be ergued, thst in
QfBrunswick, the situstion, by the leadcrs, wss not felt to be
fﬁso incorrigible or frustratingly inertial. The rebellion wss

j'lbaa. Enuletive impulses were stronger. The slready estsb~

11shed "establishment” tended to be the mejor guide end direc~

‘tor of the reforms-=rather than the minority of educators and

Perents who wanted 8 "new wsy." Jord.a Acres was pulled into

"'the rest of the elementary eystem. It wes not treated ps o
_separate slternative component in the system as Wgs Soule

" School in Freeport,

Compromige weers e double fece. It is necessary for the

Ipractitioner, end for the resesrcher, to monitor prsctice
'curefully, to study and become aware of the context in which
;oompromino 18 occurring. In that sense it is necessery to

.walt upon practice, to see what it revesls, and to take action

&ccordingly depénding on whother compromise ropressnts s

‘dilution or an optimizetion of the potantialities for ohange

and growth,
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Chepter Seven

Strategy

Strategy 1s a composition of wieny elements. All together
and singly they vitslly intersect with other sets of fectors
described in preceding and succeeding chepters. Of these,
consclousness, lepdership style, snd Pattern of orgenization
seen especiplly importsnt to the development of & successful
strategy.

I have differentisted seven elements or sspects of
stratogy.

First en importent espect of strotegy i1s en awareness

© thet you necd a stretegy, end & correletive suereoness thet
on sbsence of strategy 1s elso like having one--the stretegy
being not to heve one. This dlscovery came late to the Pettit
Boerd in Freeport. An early"ebsence" of strategy elso to &
degree cheracterized tho leaderszhip ot Colllns Brook School.
The thought s=emed to be to forge ehced, let our commitment
govern us end shine through in our ections, but iet'a not get
embroiled in "politicel" considerstions of plsanned strategles
of "getting thrre from here.”

The Pettit Bosrd, ciice emdbroiled “willy nilly” in titter
conflict, eventunslly found snd cerried out » stretegy--tho
removal of the uchaol sdministration. They ceme to s point
whare they felt it was either that or 1t was giving up on

179
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‘their lepdership snd sccepting defeat. Their esrlier "non-
:§ffﬁﬁggj’ had token the form of hitting ou® ul perceived r

-felt "avils™ in the system wherever thusy cucvrred and of

pezsionste insistence thss the staff do zomething ebout it.
This proved sbortive, polsrization occuriesi, » wall betwesen
thex snd the teachers end town appesased, and they then had
recourss to s conscious stratcﬁy.

A% Collins Brook School, there was initislly much reli=-

snce on eponteneity, and much less relisnc: ~king out, -
in sdvence, ways and means, or generpl de ‘ivy .. effectugte
the direction they wented to move in. Th: : .ce of

strategy” ceught up with tham in the third yeer of operations
when, #s related in previous chepters, there occurred s
combinetic~ - #veral thinge: a sudden expension in the

number o, . & . er kids" (anti-acedemic end snti-suthoriteri-
an dboerding .zsv gers); a correlstive intake of strong~minded
staff with idess for the school snd with personel syndromes

in some cases that emphesized values of community sbove that
of school, souzht sponteneity or democracy sbove thet of
lesdership, rnd who exhibited sn inclinotion towerd individusle
1stSc modes of releting. .

Thias caused multiple conflicts, snd e crisis 6f confidence,
that elmost brought the school down. As a result the leader-
ship sntered on s new cburae. Dick Watson and his sdminiatra-
tive s3ssistent Joyce Friedman aspent much time the rest of that
fear spelling out the mesning of their newly focused bellef
22qt "+his wes s school firat;" thst such snd such quglities
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end cepsbilities pre wented in atnff: snd thert such end such

is the wey in which rolvs snd functiuns are demsrcated, end

so forth. 1In addition, greater ".:pece”was creatsd for the
development of common rules relgting to drugs, physical safety,
snd the general menners of the schovl/cormunity.

It may be srgued thet much ¢f the trguma of the third year
for CBS was s functlon of heving hed no cleer-cut strategy.
There hed been e general intention apparently to have the
school grow from "the bottom,"” and thus to limit the intske
of older youth until the firat goneration at C2S had them-
selvea bocoma teenagers. Tno idoa seemed on exciting one to
the parenta whose kids of 5~~9 begsn the school--and it
seemed to be working out well during the first two years.

New valuos of relsting snd lesrning were cpetching hold. An
etnos was evolving. But the sudden intake in the third yesr
of meny tecen=~sge youth~-unused to the Ways of e {ree school
in & school-community--tended to shatter this emerging ethos.
I sm not satisfied thet I hpve discoverea i resson for this
audden shift. I attribute it partly to the stretegy of “an
sbsonce of strategy," whick may have ceused the original’
intention to be "forgotton."

A socond importent sspect of strategy for chsnge, sfter
an acknowledgerent thst you heve one end/or need s better one,
ia the neod to unite the power of persorns in formsl, author=
fzirg, rcles with the power of persons capsble of informsl,
or "grass roots,™ or gslvanic, creative sctivity. These

lstter tend to occupy more ordinery or orsretionsl roles
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fin a systen. In this menner one cen best hope to meke e sub=
stentive structursl impset: through the power of offices you
irfoct rcles end how they are ordered; snd through the power
to re—define meanings (power which tends to be prosent to a
lirso de,ree in gealvenic persons), you sffect relstionships,
and meanings in genersl.

This is 1llustrsted most cleerly in the Frecport ele-
mentery system. It concerns the origin, development, snd
creation of two new progrems, the Resding Program end the
opAn school st Soule. 1In both progroms there occurred e unit-
ing of the lesdership of tho new clementery supervisor, Marcia
Keith with chenge-oriented, growth-imbued, people in the
systen: Sally Vogel, vho wes primery cetalyst for, end lesder
>f, the new Reading Program; end both Mim Sheppord and Joycg
Aopkins, teschers who wére cetalysts for the birth of en open
school program st Soule elementsry in South Freeport.

It must be noted that Keith's style of lesdership did
lot occur in s vecuum, since it wes given g green light (allowed
;0 be-=end encouraged) by the new §uper1ntcndent. This in
urn wes pertly s function of the pressuree from e akill'per-
'‘dstent Pettit Boerd. Yet her leadership wes o major fector
R ® tense situstion smong tho teschers, e tenaenes; thet
xisted s3 8 result of the polerizing :reums of the grest
ight the previous spring. '

She used the powers of her office both to unite with
oW growing points in the system (Sslly Vogel on tns Reading
rogram and Mim Sh;pp-rd on the open achool) and simultsnecusly-=
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bj insi{sting on ths proufessionsl soliderity of all the teach-

ers==to stabilize tho environment sulfficlently so thet the

o

new progrsms could find the space to grow. This in turn led
to chsngo end growth in the entiro elementery systenm.

This loads £n tho third place to g related esspect of
stretegy already touched on in the preceding. I¢ is the
abiiity to deal distributively with regative or potentislly
negative factors in 8 manner which stsobili: :a those factors.
Cne thus permits, snd preserves, the sps2# in shich nu#
things cen grow. One combines this with s willing respcnszive-
nsss, an B¢t of uniting with, "grass roots" energies for
chango.

To f111 this out in detef! Ior Keith's leedership would
roouire s full trestment of the verious tactics she emplioyed
in pursuit of this stretegy; such as the gradusl wWpey in which
sho moved away from _ustomery tracxing; her winning of auton-
omy from the Pettit Bocrd while reteining their respect; her
fierce protectiveness of her teacher: 1o matter whet their
outlook or capebility: and her relisnce on s lesdership style
of long meotings to telk things out. But the stratesicel
pattern she wWes following 1s clear and instructive. It revesls
a complex intsrmingling of distributive end of growth cecisions
and ovents, to s point where from one sngle %he legdurship mey
seem calculstive end instrumental and from another sngle
spontasneous snd substentive,

To sum up these two relatsd sspects of stretegy: it is

to creete on the one hand s union of the power of ofT.20 and

EYSPEIN
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the power of gelvanic grass roots creativity, snd on the other

‘to effectuste s atebilized situstion in the environment withir

which this union of forces cen move towards tha reslizatian
of new pragrsms,

By contrast, en experience from the Jordan Acres schocl
riey be related. There the principal, Dick Crossman, beceme
interested~-in the second yeer of the new venture and one ‘that
would prove to be his lest--in an effort to introduce cross
grading. This would fulfill one of the originsl aims of the
prograri. He begen by'uorking with the established hiererchy
of the six tesm leaders. At s proup meeting with them, they
brought up meny objectiona. He ¢ct the impression of lack of
interest or support snd withdrew the proposzel. Later, and ;oo
lste, he discovered great interest in cross grading among
soveral of the rmore innovestive teschers in the verious teoma
(people who correspond t~ =y concept, introduced above, of
g8lvanic person in a non-suthoritstive role). In retrospect
he rselized he could heve found substaential support for the
proposal smong ;hbn. It is not uniikely, hed he initielly
looked for and found su=h support, ond encouraged 1t, he might
have hee: sble to move the hiererchy of tesm lesders on the
issue. The lstter wors by no means monolithic, tﬁough the
meetings of the tesm leaders tended to be dominsgted by tha two
or three more conservetive, well esteblished and sssortive
tesm leadera. Dick Croasmen's experience on this matter
strongly confirmed my own resesrches end observations conducted

during the praceding yesr in Jordsn Acres. The hiersrchy of
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relstionships, the dominance of conservative commanding
personalities, onl tho minorivy of gelvenic persons were sll
clesrly in evidence during the first yesr of its operation,

Such 8n example, as provided by Crossman's sbortive
effort, offers counterpoint only. It is not mesnt os 8
nggativo judgment on Dick Crossman's leacership 85 such. He
was only following the rules of oepenizational SOP that sre
heavily in vogue in ths Brunswick school systen and which
erz not infrequently invored to keep people scministratively
"in 1ine." Things tend tuv move from the top cdown, though of
course maximun input 1s invitad (ceeply encouraged according
to the rhetoric) from the lower echelons. Latersl and
informal processes of communication that might aflect decision
making, or collegisl-interchanges ir: sepective of role, sare
discourapged, if not frozen out. There i3 o preveiling snd
exaggereted jenlousy of one's scministrative prercogastives--
i1t cheracterizes the entire systen from top to bottom.

Even befor< the Jordan Acres school opened in September,
1972, snd after ha had been on the job about eight weeks, Dick
Crossman was ro,rimanded for feiling to follow "the chain of
command.” He had engaged one dey with others, including
principals in other bulldings, in e spirited discussion of
things they could do together. He imredistely received a
peremptory letter from the actirg Superintendent, Ronald
Snyder, which ended, "I think it %a unfortunate to break sny
chein of command in the procsss of erriving st decisions.”

Ironically, Snydor has been one of the few progreszively in-
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;; My extended interview with Snyder in the ensuing yesr was
strongly counter to the spirit and intent of his letter to
Croasmnn. In his interview he expressed a strong desire to
sncoursge lateral exchange snd to get beyond concern for roles
o8 such. The constraints of the actual job on Fim seemed far
too powerful to permit in practice tha flexibility &nd inter-
action he ssemed deeply to want.

In any event Crossmen "got the messsge." He dealt with
Jordan Acres es he had been cealt with. He followed the "chsin
5: commend.” He was the condult for ordera from sbove and he
in turn moved from tha top wown within his school. The kind
of strastegy employed by Marcls Keith to effectuate real change
In Freeport wss lost in the arts of "efficlent sdministrstion.”
It was never thought of. The resl politizs (strategy) of
thenge was totally overborne by the myth of adminiatrative
ﬁhain of command.

This example from Brunssicl, and other data in the progrsms,
luggest a fourth important sspect of strata;s--the need tc
183083 whether to move "across the bonrd;" or to'salect érouins
'oints thet mey fiave gathored sround a critical problem or
'0851bllity at the grécs roots; and having mede tho selection,
© invoke the two [reczeding aspects of strstegy atated above,

strategy of moving "scross the boord” would seem to be ap-
Popriste or plausible only if one ic in the midat of, or is
11iing to invite snd sbis to sustsin, situations of revolu~-

lonery farment snd confusicn. It 1s to this perception of
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éhe situation thet the Pettit Board ceme In Freeport i the
epring of 1970 when thoy docided "to clear the declk."

A-rifth espect, closely reletad to the fourth, 1s to make
8 distinction between short-term sctions, thet ore designed
to meet immediste problems, and long-term actions that sre
designed to have & more systemic efrect--and to do both as
effectively as possible. To do only the first tends to de-
cline into "band &1d" or plecemeal politica. You don't build
towerds an overall structural change--one is so immersed in
the detalls of inmproving this or that aspect of s hydre=
hesded problem thet you don't use your forces econonically
end incrementally to schieve a lerger systemic effect. To g
degree this began early to beg down Upward Bound leadership.

To do only the second--long-term actions--tends to de-
¢line into en appearsnce initially of spinning wheels ond &
tendency to over-deasign change so thet by the time you sre
ready to move you try for everything at once; congequently
you have too meny logistical problems; too much has to be
assimileted and put into practice et once; and there 1is per-
force too much relience too soon on too many who are unp?e-
pered or lukeworm or both. People have not been permitted to
"move there from here™ through progressively learning situe-
tions. This tended to be what happened in Freeport middle
school under the strong leadership of Al Beaudoir. FHe had
8 truly systemic orienteiion but he didn't build "thers from
here” with & series of smaller changes thet would effoctively

oomplement the plenning proosss he invoked on "the big change.”

..~_.,. | . 18!?
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The both/snd approach (both chort end long term actions)

i1s 11lustraeted in Keith's lesdership in Freeport elementary.

‘She immedistely made s modest change in the tracking systeﬁ

when she took over in September, 1970, es en important short-
term sction. Sterting in October, she mede/received contacts
with gslvanic persons, encoursaging them to move, thus sterting
a8 process thaet led to the plonning, retificetion and implemen-
tstion, by the following yesr, of the new Resding Program and
Soule open school. At the same time she began discussions
and planning sessions with 8ll the teachers thast led to the
sbandonwent of tracking the following spring.

A sixth sszpect is directly rolated to that element in con-
Pciousness (referred to in Chapter Five) which perceivee the
relstionel cheracter of sll things--especislly thaet e change
in one part provokes compensstory chenges of one kind or
snother in snother psrt of the gocisl field one is concerned
‘sbout. Onelis well edvieed to be on the wetch for the letent
#8 well es the menifest comornuatory reections end reverbers-
tions likely to be evoked b: = move in s given direction.
Since often it is "the tip of the iceberg" thsat one aees”’
initislly (the latent faectors showing themselves only as the
move is made) & nececaspry part of stretegy is to be prepered
for "the unexpected,™ both pluses and minuses, that come into
view #8 s project develops in prectice.

fesrplonning will thus defest you. Armed with your
plens you will be too snxious sbout "the unexpected.” Yaou

will not be poised to roll with the punch, or to teke sdven-

T 188 0 .
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tpge of e new fector in the situstion which you may be able
to interect with to produce e stronger momentum in your pro-
Ject.

This especﬁ of strategy msy be called the feedbeck factor,
but only if its correlative is cleerly understood to be s
relationel éoneciousneae (consciousness of the relationsl,
interactive, nature of #ll things). In the context of a rela~
tional consciousness, feedback acquires e potency for growth.
In its sbeence it tends to foster defensive, or menipulsetive,
typea of action whose end is distributive success end not
growth as such.

But the chief point I want to meke pbout the fcecback
factor in stretegy is the consequent importsnce of olways
moving in & structursl direction. Another wsy of tpying this
ia to focus energy, to fight egainst ite dissipation into
other or psrallel end dieparate channels. Vhen you have

"go" just becsuse

somsthing going, don't assume its going to
i1tz going. It needs cereful tending, cereful mershelling of
forces to keep it growing. It needs therefore both to respond
to letent forces es they show themselves (both within snd
without the program) and to differentliete itself cleerly from
whet it is not, i.e., from forces thet are éiffairent, or
lukew mly opposed, or competitive, or hostile.

In e word, s progrom needs on the one hand to interact
with the environment of forces that are inevitsbly in e re-

1stionel situstion with the progrsm, end on the other 1¢ needs

to differentiete itself (to itself) cleerly es » newly growing
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lﬁructuro. This 18 es true of s wholly new venture such as
-Collins Brook School as it is true of ventures thst are to s
—gFeeter or less dagree rub-structures withina larger orgeniza~
tionel whole--such rs Upward Bound st Bowdoin, Soule School in
Preeport, the Resding Progrem in Freeport elementery system,
snd Jorden Acres 1in Bruaswick. )

The order in which I heve put these four sub-structural
programs 1s deliberate--it 1s a descending order of structursl
sutonomy snd identification within the lerger whole; from
greeter to lsss sutonomy end ciffersntietion.

Tne cz*s ¢ the Lzt nemsd viio, Jordnn'Acres. ia'instruc-
tive. Part of the originsl intentlon of Brunswick innovetors
9% -to develop an rlternetive mode of educetion et Jorden
Acres, one which weuld be o cotalyst for change throughous
the system, both vertically end horizontelly. Sound effor:s
vere made in this direction--the physicel layout of the school
featured en pbrence of walls; teschers were asked to volunteer
for the new school pnd 27 41d of whom 18 wore chosen; there
wap considereble pre-plsnning end orientetion by the six
3-person teems, including aummer'uorkshops--though thie oru-
clel dimonsion hed been cut back from w¢ix to three weeks by en
egonomy-minded Boerd.

But stretegic deciezions were being made which undercut
these promising affurts et differentiation, inner end outer
responsiveness, end feodback. First, on the grounds thst the
busing problem was intractsble, the achool was not put on a

voluntary beais. fhin meant that some who wented to ettend
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8 school like Jorden Acres could not, end thet many more who
felt coutious or lukewarm or feeriul were forced to hove their
children ettend. fThis was sn important fector sanctioning
ceution in the ednministrertion of the school end senctioning

en effort to heve it seem thet Jordrn Acres was like sny other
school in the system, tasicelly.

Secondly, the effort by Superintendent Gellsgher, during
his briefl end stormy tenure, to introcduce the concept of
"differentisted staffing” turned out in prectice to mesn the
replicetion of hiererchy. The six tesm leaders who were chosen
baceme the group with whom the principsel worked in the echool,
and, es splreedy noted, throe of the six were ascertive snd
tended to the conservetive in their educationsl end sdminis~-
trptive behevior and outlook.

T »dly, the principel wes hired only "at the lest }ninute,'j
on July 1, 1972, just two months before the new venture wes
to begin. He hed not had time to work with the staff; or have
e part in their seolectior., or heve time to be introduced to
and essimiliste the hopes end sims that at that time were very
high for the school--hopes end sime that emphrsized the themes
of "e new beginning."

Fourth, the venture was "s0ld" to the town st vsrious
meotings, but especipslly in e well rehesrsed meeting in June
of 1972, as something not sll thet different from the oiher
perts of the elementsry system. As slreedy noted in eerlier
chepters, the soothing word "flexible educetion" was used

again and agein, The impression was left thsat Jorden Acres,
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fer from being s pilot project, or e venture in e new direo=
Q@ion. wes insteed only s minor but interesting veriation in
“the stenderd pattern of educetion in the town.

Pifth, the edministretors themaelves,_principal, elemen~
tory supervisor, and superintendent, tended to put Jorden
heres in the eeme adminietretive snd aducetional cetegories
&8 cry of the schools in their jurisdiction. What was sup~
porad to fit one should be eppliceble equelly to ell. In the
:hlno of stenderd opersting procedures end edministretive
feirness Jorden Acres beceme indistinguishsble from eny other
unit in the system. 1In prectice it was not differentiated,
though in rhetoric it continued to be taiksd ebout es some~-
thing special.

Sixth, end finnlly, the problem of numbers msede the
strategy of chenge et Jisrden Acres seem virtuslly mindless.

The open-atructurod school received well over 600 students,

en evergge of ovar 1’ atudents for each of aix "pods” es
they wers celled (¥ ' “irugh S). Each pod hes three teaschers
end #n sido end .- --?ime secretariel help. The lergeness

of the groups {no =criier how ingonious the efforts of the

teams to relieve the pressure of numbers) and the ebsence of

physicel wells nez4% the school "more noisier,” as someone put

it, then wes . metimes tolersble. This wss en sdded strain

on the tesciizrs end on the principel. They found themselves

trying tg "lean over beckwerds" not to mind the noise and yet
an

sgain/egein acting in weys thaet dempened reel sotivity in the

neme of keeping the noiss down.
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The morsl energy, of which there wps considorsble 4Zn the
Jordan Acres pronram, wWes sapped by inner and outers farces suzh
ps these. ITts identity snd distinctivoness es e structurally
new progrem wero submerged. ?eedbpck; responsiveness to inner
and outer chsllenges to growth, tended to lenguish. Or wnen it
appoarad, 1t tended either to bo re-worked into scéministrative
patterns, or to be sllowed some spaco es only the inzZividusl
expression of this or that individuasl tescher's crestive
imsgination.

Finally, es on importsnt espect of stretepy, there is
the problem of communicetion. Communicetion happens whether
it is willed end guidad or not. Imezes of the person, end of
the role tre person is seen to occupy, ere communiceted
whether this is willed by thet person or not. It was noted
under consciousness tgat sworenecss of how one is bve
ceived ¢s & person end in p given rolo ie A critically impor-
tent element. The use of this factor Xt an importsnt espect
in thoe stretegy of chenso, mndé enti=-chango.

Persons, end persons in roles, sre themselves vehicles of
communicetion end chenga. Tney csn, for exe=ple, help to modi-
ato discontinuities ncted in Cheptor Cne. The cholce ¢f Joyce
Hépkins to be head teacher gt Soule, open school in Freeport,
though a "natursl” one sinco she was 8lrepdy ecstablished
there, was novertheless p highly useful one for the groject.
She wes 8llowed (by Marcie Keith who tsctfully, politicslly,
got out of tho wey publicly es much es possible even while che

worxed doubly herd administratively to shore up the projoct)

b
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 to becone more snd more the imags of the school in tho cormuni~

ty. Jojyce hsd been s treditional toscher, sho had boen s
loysl member of the Teachers Assoctietion in their struggle
sgainst the Pettit Board. She thorefcre hed credibility with
both ths mainstream of teachers and the mainstresm of Freeport
citizens, But thouzh ghe had beon a traditionel teacher, she
hed undergone over s period of seversl yeers, a prcfound inner
change in her epproach end attitude tovards the meesning of thsa
teaching reletionship. She had evolved towerds en open set of
belfefs. Thus in eddition to being an effective lesrder in the
8chool {though some demurred becnuse they felt she too much
lecked orgenizationsl efficlency), she wes slso en effective
fector of communicetion on behplf of the new program vis-h-vis
the rest of the systom and the tounspeople. Thus, not

because of what che o;ertly did by wey of communiceting to

the town (some felt she could have done much more of that;

snd in fect she did very little) but because her very imege

p8 8 person (the langusge of her person) medipted between

the new open world of Soule and the estrbliched world of Freo-
ort with its traditionaliet and/or schievement-centered.con=
erns,

It 1s importent to note that tho imprct of thé Hopkins
,m;go was generally distridbutive in neturs (1t provided s
lefense for the new program). Yet 1t also did to e degree
rovide some medistory besis for mutual lerrning between gd~
erents of contresting, conflicting, belief=atyles., Hore we

PY® # sensze in which lenguage (through o person) mey soften

- 194



O

ERIC

Aruitoxt provided by Eic:

175

the harder edges of discontinulties pnd help interpret, in
thls cere, what is seen pnd felt to te ch $0 true sna slght
by protrgonists of the open wey $into terms that can be pppre=
hended by thore vho pre deeply ettached to opposite bellefls.
Such a type of comnunicetion I choose to cell symbols of
transformation: merning thet where two different cystenms
occur (cultures, mind-zets, beliel=-styles), lrnguage is found
to mediste-~trpnzforn--what 13 seen end felt in one system

into the experience of those in the other, I have cdiscussed

-this et grecater length in the last chepter of Part One.

Where the eim snd the follow-through is specifizelly
distridutive, there the lenguerge 1s propegenda. VYhere the
epim pnd follow-through is elso to schieve p lerrning end
listening effect, tne lanzuege 13 in the mode of educetion.
Thero seemsz to heve beon p mix of both in the cerse of Joyce
Hopking et Soule.

The cholce of Zick Crossmen to be principal et Jordan
Acres in Brunswick was rnimated by the desire to find the
fipure of e person who ups'nativc, cave of'f rn gura of zte-
bility end common sense, end wns competent end ccmmitted -to
chenge. In prectice the lenguege of his person sugcested
more a stability orientetion then chenge orientetion.. It is
possible thrt the role he wes pleced in; the expectetions
sbout his role (meay of the-m conflicting) tnat cemo st him
from meny eides; end his own strong predispositions to ¢o
the right things for his cereer--combined end conespired to

bend the lengusze of his person away from education end

hadad )

io
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" towerds propeganda. The system used him to shield iteelf
from threst of external stteck end, perheps, from too much

internel change.

o
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Chenter Ticsht

Patterns of Orsenization

How roles ere formslly orgsnized, how in fect power
is suthoritetively distributed, is s vitel part of structure
and interacts intimetely with leadership, stretegy, snd
belief-styles.

Two sets of criteris scem compelling in eny orgenization-

8l pettern. The first set 18 derree of recirrocitsy wersus

depree of lirear command, the latter understood efther ps

coming from the top down or from the hottom up. Reclprocity
ie understood here to consist of interactional euthority
reletionchips; thet 1?, 8 pattern of orgsnizstion in which
seporate wills, thoush releted, rust encounter one enother
88 roletively rutonomous snd legltimstely eutonomous egusls.

The second ret i1s depree of tranesnsrencwy vercur derres

of mvetificeticn. Transparency meens p structure whose roles

pnd their interreletlonships rre clearly perceived end £p=
prdpr:ated by the consclousneas of the persons eﬁacting the
structure. Roles snd their interreletionships (i.e., who
performs whet, when, where, how, snd why) are ss they sppear

to be; they spperr to be ps they ere; and they sre acknowledred
to be such by members of the structure. Any existing struc-
ture, no matter how successful in this direction, stteins only
P reletive degree of trensperency; it requires constent humsn

sction (mesning choice for trensparency) to move in thet

TN
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direction or to sustsin high levels of trensperency. There
is s counter-tendency towsrds nfstifﬂcetion, in which things
ere nede to sppedr what they sre not, snd ere not what they
appesr to be.

Reciprocity means reletionshipe in which the person in
his or her role is both actinz upon others ond being scted
on in return., There is an implicntion of separate and rela-
tively erutonormous wills anong persons in roles of relstively
equal status. Collegisl peer Teletionships ere emphesizod
#nd decisions pre resched through letersl collegierl inter-
ection. 3Between levels of generality (say from work teams
to echool-wide, or burcau-wido, reaponsibility;rrom this
sgain to system-wide responsibility) there {s slso a epirit
and process of 1nterpption end sssumption of mutuslly inter—
dependent but sutonomous wills in the reaching end meking
of decirions,

In the lineor co~mernd ctyle, on the other hend, there
is 1ittle 1f pny letersl collegiality in roaching end making
Geclslons et rny ‘level; pnd between levels there predominates
the chein of coﬁnnnd. either fro- the top down, az seems*
ususlly to be the cese, or (sometimes theoretiCF11y>pnd then
to e degree in practice) from the bottom on up.

h2ciprocity end linesr commend sre counter tendencies,

The genersl relrtionchip betwecen these two sets of
reciprocity/linesr ¢ommend snd of trensperency/mystification
may be set forth es followe. Reciprocity tends to find

support from trnnépprency. end vice verse; and linesr commend
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tends to be more competible, or go hend in hend, with mystirfie-

cetion.

I differcntinte elght modrls of orgpanizstion.

1. Tyrennicel, or prbitrery -- This occurs when the liinesr

command style hes resched its ultimate degree and likewise
mystificetion hes become totel, or nenrly so. Ve usually
sssocirte this with rigid, dictatorisl, despotic rule from
the top down. However, it mny elso menifest itself as mob
rule from the bottom. In either cose, differentiation is
obliterated, structure is mepde the pleything of ai=less
forces, policy seer- the functlon of whimsicel moOds end
power considerations sirmply, end the people ere each on
spirituslly isoleted from every other.

2. Anrrchic -- Here there is o sherp rebellicn apgeinst
linesr commenl and mystification, and it therefore often
8Ppposrs as the edSence of these two cheracteristics rether
thaen ps » celinite tendency towards the realization of s;ruc-
turel reciprocity end trensperency. Yet the snerchle mode
hes slways (especielly in its theoreticel formuletlons)
e~nhesized the sc;f—rcsponribility of erch towerds every-
other one; rnd it hps emphacized the greater importence of
pérsons over thet of roles, relying on cpontsneity to eccom-
plith necessery tasks and to arrive st timely cdecisicns.
Thie letter implies a high degree of conscious effort st
transperency in hume. reletione. Action %s ot 8 premius.

This moco reguires very specisl conditions end it re=-

quires people who pre willing to expend the time in "inter-

199
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personal politice” necessary to make thie "trenscendence of
forme" work well,
3. Cenocretic == This moce, in the ogeliterion form thet has

@ ususlly been pssocipted with its nemc, 13 o combinetion of

linesr commend end of 8 tendcnecy towsrds trencsperency. The

%111 i+ loceted Bt "the bottom" end expresses itselfl

8s command to those in the euthoritative offices "8t the top"

ontrusted with fulfilling the intention of thot commend.

There is full publicity end clear icentification of whsat are

the powers pnd duties of thore who are to cerry out the

people's will. The democratic 1; vulnersble to mystificetion--

the tendency is for those at the top to form elites and to

rule over the people in tho nome of the people.

Y. Conctitutionsl, or Tnteractive —- As in the anrrchic,

thirs mnde breaks decisively with the theory snd practice of

linear co=meand. But, by contrest to the enarchic, 1t cleorly

icdenti{fies end differentietes roles, pnd it clcerly demer-

cetes levels of generality with rcapect to decision meiing.

Collegiality within snd betweon levels is strongly sought for.

There is glso en emphesis on trensperency. ‘

But both reciprocity snd tronsporency - ere sought within
the 1imits i-posed by differentietion of :oles pnd the demor~
cetions in levels of generality. This mpkes the problem of
communication more difficult, rince there is less directness,
leas spontencity (more doing things "asccording to Hoyle")
than {n the pnarch%c mods. There is » bplance struck in the

constitutionsl mode betwsen aponteneity end rigidity which
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affects and limits the degree to which reciprocity snd trens-
perency cen oe gtteined.

5. Cherirmetic == Here an intuitive relationship exists be=-
tween leader gnd roxlower. There 1s 1little lrtersl collegipl~
ity--though there is a sense fn which the lepder in & comrede~-
1y wey interacts with intimetes who shere o pedestal with him.
There is hovever g degree of reciprocity between the lescer
end the follower, whereby both sre constrainec by whet they
(intuftively) share in common; e.v., 8 possionste commitment
to common gosls, even though the goels remain feirly general.

On the other heand, the chertematic relptionship puts
much less emphesis on trensperency. It prefers ts feel its
way rather thsn lookx more clorely et reletionships zané roles.
It 1s highly vulnereble to mystificstion on the prrt both
of leader enc follower. There is much effervescence and less
sober exchange of dete and snalyses. The will of the follower
i3 too repdlily constreined by tie seeming "soodne;s of the
ceure",symbolized in the lesrder; and the loader ic too reedily
misled by the loyrlty and rdulption of the followver.

The charismetic mode 1= better ot giving birth or redirth
to orgenizatlon then to sustsining it, or to implementing
gorls.

6. Managerisl -=- The relationships in this mode cre e diminu-
tion of constitutional reletionships and seem to exist in &
cross tendency between constitutionel end bureasucratic or
monarchical forms (see immodiestely below). There is give snd

toke smong equals et verious levels of generality in the

- 2ul
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orgenization. fiere is slro s clerr emphesis on efficient
operations, end this ususlly meons linesr type decision.making.
This often tekes the form of s dynemic person in en suthori-
tative role who "tnkos cherge" and gets on with the tesk st
hand. 1In this sense personel cuslities ero emphosized as
strongly ee roles; but the trend is towsrds "doing it,"”
teking "command." Hence interaction ig cleerly subordinetecd
to fulfillment of tesk; snd mystification is winked et in
the interest of deploying thoe menipulstive erts required "to
get there from here" as expeditlously and ewlftly ps possible.
One 1s not too nice ebout the legelitlce or other peoplets
feelings (or rights). "MNice puys firich last,” V

7. Buresucratic®*=~ Mere the emphesis ghifts ewey from the
nenegeriel mode ond towsrds hiersrchic role definition in
which the linear chsein of commond concept is strongly erticu-
lated. Roles sre more importent then persons, Processes pre
retionelized and msde es predictoble ps possible., Problems
are supposed to be hendled in sn objoctive manner in sccord-
ance With set précodurca- Relntionships pre formslized and
there is a cherp delinestion end codificetion of powers,”’

duties end taske for eech position in the hierarchy.

® writinss on buresucracy are legion. Fspecinlly helpful
to =2 hove been Michel Crozier's The Burcaueratic Phe=
no=enzn (Chicepo, 1964); Fronz Schurmann's Jacolory —
oni {i*~rnizotion in Comunist Chine (2nd Zdltion,
Eerzelcy, 15567; lax weber’s various writings on bu-
reaucracy; snd rhilip Selznick's Leodership in Adminis-
tration (Evenston, Il1l., and Whiteo Plsins, N. Y.,

oo
<
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The concopt of reciprocity is strongly resisted; it
smacks too much of devistion from the esteblishod norms; of
porsonalizing end subjectivity; of Jumping familisr, predict-
sble, chennels; end of inefficient time~consuning dialog and
encounter among sutonomous rorces.

Is burear vacy equslly resistant to transpsrency? I
cemo into this study believing that 1% was, though in & gen-
eral way since I hsd not formulated the concept of transperen-
cy. I 8m now of the view thet buresucracy msy be ouite con-
alstent with the principle of tronspareacy, but that it has
hitherto hed & strong tendency towards mystification. If tesks
ere clearly formulpted; if the roles that are crented to ac-
complish these tasks are cloprly domarceted; if no spegial
priviloge or uneousl status or disproportionste erolument,
or continuous access to prior informstion inheres in a role;
end 1f this idontificetion of tosks, and demarcation of roles,
and correlative specification of competence fs obvious to
everyone, and sccepted and acknowledged by everyone; then
one mey say thet the direction of the orgenization, end of
the structure pes & vhole, is towards transpearency. Uncer
these circunstances burenucracy might be seen to fulfill
itself and to become truly an effoctive instrument for the
attainment of retional snd humen gosle. The process is not
88 exciting, or es invigorsting or as generative of the human
virtus of sction ss, for example, constitutional or even
monsgeriol modos, to sey nothing of the democratic or anarchic

modes. But it is 8 style thst ensbles ecdministrative work

. 893
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to be done that reguires competence end aptitudes of various
kinds~-work which citizona, loymon, "renk and file" members

of human structures (be they professors or machinists or
srtists) often find boring, or an unconscionable time-consuming
interference in the (to them) far more creative and substantive
work they went to do. It is a atyle which enables sdninistra-
tive work to be done by specislists without these spacieligts
becoming sn slienating force in tho structure oppressing
laymen, citizon or so-celled “rank and rile" member of the
structure,

But bureaucratic trensparency requires a high degroe of
congclousness to moet even the critoria listed above, and
those are probsbly not all. It isg o high ideeal., The human
specles moy yot greduate to that level. In cortsin times and
places it may be a eéylo thet 1s attainable by & structure of
small scale, snd these will show the way. Buresucratic trans-
perency also requiros a relative absence of duplitios-in-con-
flict (actusl or potentinl) described in tho first chapter of
Part Two, Socielly inspired contradictions, espociolly clags
ind sex role cohtradictions, creato administrntiye situations
in which tho seemingly objective code or procedurs or chain of
ormend of'ten becomes a fpcade behing which unresolved ond per-
\8ps8 unrosolvable conflict takes place (unrosolveble, thet is,
‘hrough ob jectiro rationel buresucratic norms and processes),
ndeed the seeming objectivity of the process is sn additionsl
einforcing factor in the conflict itself and in the often

ssulting oppreaslén of the weaker, the po&rer, and
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the pansive in the intereat of the stronger, the richer end

the egarenaive force. TZnus hypocricy asbounds. But the
hypocrisy is covered over, or layered over, by the ryth of
"unpolitical sdministration.” The myth is o mystification that
imprisons and impoverishes the consclousness of administrators
8nd reni and file mombers of the struczuro alike. Mystifica-
tion so overleys the bureamucracy that, if unchocked, it mey
well sppraach the arbitrery, tyrannicel pattern described
first ebove.

8. Monerchical == This is the apotheosis of the linesr chain
of commend style of orgenlration. In the esrlier stnger of @
developin, structure the pattern mey well be charismptic.

There 1is the adored leeder end nls or her many loynl executore
end administrators of his or her commands. Sooner or leter,
however, edwinistration becomes regularized and s bureau-
cratic form of oresnizsticn grows up "underneath" the monerch-
ical role and person.

A reverse movenent may slso occur. ™hat is, @ buresu-
cratic type of orgrnization mey evolve out of Any of the crgen=
izntionsl modes deacribed in this chepter srd then in turn it
mey esteblish et the tip of 2he hlererchicel pyrsmid s monarch-
icsl office or ruling stretum. .

Tnere seems to be an intinmete reletionship betweeon the
bul vaucratic mode ss hitherto precticed snd the monrrchicsl
moca of organization. The chain of commend reoms to require
"sn ultimate source™ if only in the gulire of super buck=

stopper st the top; converasely the chief(s) seem to reguire

()
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8 chein of commeand leading from top to bottom in order to
offe. tunte his or her or their purposes.

There 1s a singular leck of emphesis on either reciproci~-
ty or on trensperency in the rmonerchic (buresucratic) or du-
reeucretic (monsrchic) mode of orgenizetion. Of 0ll the le=-
gitimate forms of orgenization it would eesem the one most
vulnersble to srbitrery and tyrennicel rule.

In prectice we find theso verious modes of orgenization
combined as alreedy indiceted just pbove in the description
of the rmonerchic =ode. In addition to the mixture of the
bursaucratic end the monerchic, the constitutionel end the
burserucratic often ere mixed, es ere the enerchic end the
burerucratic, s are the constitutionnl end the democretic,
or the contstitutionrl end the monerchic. Some mixtures sra
more steble then others, some fit together better than others-=-
#ll zeem to be moving in one direction or enother, even if in
e zipzag way, now more to one side, now more to the other.

It s not rlways ersy to meerure what pettern 1s really
being folloued by a given stru:ture or sub-atructure ot
& certsin tine. 2 ’

In the following I try to estimate the predominent

orgsnizational patterns end diractione of the prograns

under review in this study.

Preeport
The Pettit Boerd broxe through an ontrenched buwresucratio,

jussi-monerchicel, snd highly routinized pettern of sdminis-

290
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tretive operation. In thie= thoy did more than "s clearing
%L the deck,” -ore then a replecemont of four top acdministra-
tors (Superintondent, Elementery Supervisor pnd two princi-
prls) by four others. They broke with the received, estab-

lished prttern of orgrnization itself. For a timo in the

spring of 1970 and on into the summer, and oven to n degree
persisting on into the new scademic yuar.when the new teen
took over, tho Pettit Boerd tookx on the role of ad=inistirators
themselves. In this they operated in a Tairly free-fiowing
cherismatic manner. This was to p degree, firnly but effec-
tively, resisted by the new tesm, especlelly Cartmill end
Keith (the new superintendent and elementrry supervisor re-
spectively).

Thus gredurlly s new pattern, somewhsat mixed in cheracter
emerged. The charismatic mode was replicated in the middle
8school snd high =chool untf{l the removel of their respective
"Pottit Board principels" in the spring of 1972, by the anti-
Pettit Bosrd i ilch hed just succeeded to power. Thereafter
8 queal-burenucratic, gquesi-manegerisl rmode evolved in the
middle school snd a more or less buresucrntic style returned
to the high achosl.

The superintondency on the other hend, under the leader=
ehip of Bob fartnill, pfter successfully resisting the more
charismetic incursions of the Fettit Rosarad, devoloped e
quasi-constitutional, ouasi-monsgericl relgtionship both
with them and within the system overall. with the accession

of Bud Fillmore to lesdership of the School Board in 1972 the
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style snd mode of operrtions became more monegerisl, both for
the Boerd and for the superintendency. This tendéd to become
® predominant goneral psttera in the system==-with, however,
charismatic overtones now end then emsneting from the Board;
with burcrucretic patterns re-emerging in the high school, to
¢ degree in the middle school, snd to s milder depgree in the
superintendency itself; aond with a constitutionsl pettern
strongly i{n force in the eclemontery system,

This lest wac prinerily the eccomplichmant of Marcia
Keith, but with timely pssistance from Bob Cartmill, whose
style of superintendency under successive Boerds, poles

apert from one enother, provided a kind of cuchion for the
development of new petterns in the elemontary system. Witain
and between the throo schools of thc'eloncntary fystem, and in
the relstionships emong teschers end principals throughout,
there i3 8 markedprocoss of collaglselity (reciprozsity) and

s merked depree of open decisions oponly srrived st (tresns-—
perenzy). Ironicslly, the eliminastion of the office of
Elementery Supervisor by the Board in the spring of 1973,
thourh intonded as a alep st Marcis Kelth (and perhaps rh
invitetion for her to leeve the system) hed tho effoct of
further incressing role rociprocity (es opposed to role hier~
srchy) in the elementery zystam. Xoith decided to stay on as
principel of the lergest of the three schools, a role she hpd
een filling hitherto slong with thet of Elementery Supervisor.
enceforth the three slementsry principeles were, from the
oint of view of role differontistion, on en equel pgr with

ne snother, Keith, however, continued to pley a lesding role
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in this officiel group.

There ere evidences in the elomentsry system of buroau-
cratic prectices send ér cherisma, the latier emeneting both
from Muircie Kelth and from Joyce Hopkins, the Soule School
principal. However, these sre mixod into a climete and
pettern of orgenization which hes bogun to settle in e con-
stitutionsl direction. The next chapter will deel more spe-
cifically with their style of lssdership snd thet of 3ob

Cartmill,

Collins Brook 3chool

Dick end Sheron Wptson in the beginning seemed to be
following e besicelly anarchic pattern in the conduct of rele-
tions et the school. Thia saemed to work in the eerly stsges

both beceuse of the high enthusiszm end because, 1t being a

"school of only eight youngsters the first yesr and twelve to

fifteon the second, there wos correspondingly less enmphesis
on role differentietion and on specifying edminiztrative
tnaks.

Tyen so0, there occurred sn incident et the stert of. the
second yeer whoen an sggressive couple coming es visitors in-
étallad thomselves in thc school-community. OCver 8 perlod
of weeks they took adventnge of the anarchic psttern of orzsn~
ization to & point where if Dick end Sharon hed not mede @
gtend, the running of the schcol would heve been srrogeted
into this couple's helprul and willing hands. They took such

8 stend end the couple left. The Watsons' lesdership and
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thelr cherismatic intervention tipped the scaleoa. So slreacdy
st this eerly stage, the gnerchic pattern wes mixed with a
etrong element of charismn,

The incident wes » straw in the wind. The events of the
third yeer, plreedy releted in pravious chapters, forced
Dick's hend. Initislly the charismatic elenent ceme shorply
to the fore. Iick ected, too slowly for sore, but when he did
it was sherp and even~-rolative to thoso circumstances-~heroic.
But the pettern of lesdership and scninistration thereafter
could not be the samz. A cholce we3 encountered-~cither to
g0 now wWith a fully churicmptic pettern or to achieve grentor
objective articulption end definition of roles.

There ensued an interesting period in which Dick Vatson
and Joyce Friedland, an edninlstrative assistont whor he had
hired, tried to work out criterie and specificationr for oll
the roles in the school~-ad=inistretors, teachers, non-tegch-
ing rtaff members, visitors, end so forth=-including to s
degree expectetions for little, middle, and older kids.

This was 8 retionslizing process, in which there wos much
oenergy end excitermsnt between Dick nnd Joyce who -seermod nevep
to be able to stop telking end conseguontly often "closed the
door"” to thelr gnmell office. This proused considersble re-
sentnent throughout the school, smong tesochers, studenta end
staff.

In the meentime, during this period, Shsron Wetson held
10rself ploof from this retiorirlizing process end in her own

ray resisted it to e degree. She effirmed her role ss being
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more than p rpecific role. She spw herself as a focilitater,
or intervenor, or trouble shooter or listener, or responder
to the perticuler problems or successes of all the kids,
end even 1n the school=community ez a wholoe. In this she
wes partly reflecting the errlier ansrchic principle. But
since sho also acceptod much of the new specificstions and
criterie worked out by Dick and Jovce, she end the school
seemed to be roving on towerds a quasi-constitutional pattern
of operstion, mixed in with the newer burecaucratic elements
and 8 still certain degroe of charisnptic leadership on the
pert both of Dick and of Sheron.

Since 1972, roles have become more formalized; but
power continues to be shared; school meotings end stpf?
meetings continue to be collegierl experionces; and consclous-
ness 1s high snd seems to be coming rore clarified. This
suggosts a psttern thet 1s pertly burcaucrstic in s non-
rmonerchical moce snd pertly constitutionsl, with the latter
sonevhst the stroncer of the two.

There is projected for 1976 8 merger of Herb Snitzer's
free school st Lewls Woddhams in New York snd Colline Ercok

School. Equiprment, soma personnel, and some students will

Jmove to Collins Frook. Tne plan 1s for Herdb to lead in the

upper school, Sharon to leed in the lower school, end for
Dick to zot ss coordinstor pnd oversil ecministrator.

This confirms my cstimate that the school, with g sub-
stantial dogres of reciprocity and trensparency, will continue

to dovelop a quasi-constitutional snd quasi-burcsucratic
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nattern of orgsnization, the latter in e distinctly non-

monarchicsel mode.

Upward Bound

A charismetic pattern was estoblished oarly on in the
program especiaslly with the accession to lendership of Doris
Vladimiroff. Her leasdership ss director of the program has
undergone changes over the yeers but it remeins consistently
in e chnr}snatic mode. In addition there hes svolved a pattern
of edninistration thet 1s to o lerge degree bwresucratic,
though with some limited elements thet suggest conctitutional
relstionships.

A staffing peattern hes been worked out which emphasizes
the employment of persons in stsff end quesi-steff roles--
especlelly in the dorms=-who are graduates of tho progrem, or
ere advenced students in the program. There has been e serious
sttonpt mnde %0 identify rolos end specify their tasks snd to
try to me'"e thess as clear in operstion as possible., Mystifi-
cations have tended to creep in, pertly bocause persons in and
out of the roles don't Jike thcm, or sren't used to them: or
take edvantace of them; ond partly becouse the Diroctor, in a
charismetic menner, intervenes et different pointQ in the
systen of rolos thet has been worked out. 1In recent years, a
deputy to the directo: has been sdded to the program. The
first one chosen-=-a populer and leeding graduste of Upwerd
Bound=~found the role frustrsting snd unpredictsble in tha

face uf the cherismetic leesder, The socond ono has won more

D
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apace for his role. It remsins in a chaln of command situs~
tion, howaver, but with some int!mations of give and itexe and
of 8 mepsure of reciprocity. This pattern of orgenization
(charismatic--burepucretic) seens to £it the nature of the
progrem ps it has evolved--given its sctuel commitment in
practice to oschievement-oriented upwerd mobility and to croat-
ing 8an islond of safety and curiosity building for Xkids uvnused
to oither. A stronger commitment in prectice to consciousness
raising concerning now vslues and a structurally improved
society would probsbly require a more deliberstsly constitu~

tionsl pattern of organization,

Brunswick

The pattern of orgenization in the Brunswick school
system has over the yeers remained besicolly unchsnged in a
quasi-buroaucratic, oussi-monerchicsl pattern. The chain of
command hes always been, and remgins, strongly in force, no
matter whethoer the occupsnt of the superintendency is mild
or forceful, manipulative or donineering, smooth or felsty.

In the "good o0ld doys" of superintendency, before -
teachers pnd school bosrds got thomselves orgsnized, the
superintendent, it was cormonly remerked, ran things pretty
much out of his back pocket, with minimal iuput from teochers,
pearents, bosrd members, or even texpayers. The situpntlon
hag <changod and thesa lattor forces heve become much =more
orgsnlzed and involved. Yet the bgsic structuring of power

and command emanating from the superin.endsnt'a office

.
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downward through the system remains unaltered. The individual
superintendent's position has become much moro hazardous;
tenure in office tends to be short snd stormy; end life in
the office is a constant strugsle for survivel. MNew tolents
of manipulation and the many machiavellian erts seem to be
needed more end more=--both to Eet things done snd to preserve
the prevailing monsrchical/bureasucratic structure of power.

1merio Tonon, 8 forceful, confident snd conservative
sdninistrator, lost the support of key moderates and liberols
in 1958/9, both on the isauss of discipline in the schools
end his insistence on expending &n existing elemontery school
instead of building a wholly new--and differcnt-~-ono. There
was also much dissatisfaction with his abrasive and somotimes
peremptory ad=inicstrative stylo.' He was rcpleced by Erwin
Gallsgher in 1970. Gellagher didn't change the pattern of
ecninistration but he did push herd for roforms, snd especislly
for the new elcmentery school &t Jordan Acres. His pot inno-
vations such es differentiated staffing end tcam teaching and
sequontial lesrning wore worked into the now schcme. Barbara
Kurz, whom he appointed Elementery Supervisor, snd Ronaléd
Snyder, whon he mede his Assistent Superintondent, both were
strongly conmitted to the reforms=-ond added their own ideas
end philosophy to them, espocially a bolief in individualized
{nstruction and better {more rolaxed) staff rolstions. But
they wore locked 1anto the preveiling ohain of command con~
cepts and proctice.

Gallegher ran (predictadly) into severe troudble with 8
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now board, some members of whom resented his "habit of com-
mond” and his sssertion of the completo sutonomy of his role.
Ho was almost literslly hounded from office. Ron Snyder then
receivod tho nod but quit after a few months, primarily be-
couse he felt he would not bs ablo to cdefend the autonomy end
prerogatives of the superintondoney. Nevertheless in his
brief tenure, and earlier when he had been scting superinten-
dent, he continued the basic monsrchicsal/bureaucratic pattern
of operations--though he did so, generslly, in s far more
relsaxed monnor than his predecessors, Similarly, Barbers
Kurz, as Elementsry Supervisor, fit herself into tho commsnd-
oriented role.

Loter, when Paul Brunelle toox over the superintendency,
the ostablirhod pattern was stebilized. Relstions with tre
board were smoothed over, Personslity cleshos, that had
marred relations betwoen Gallegher and some morbers of the
Boord, were past and gone. Brunelle and the Bosard gererslly
gaw eyo to ecye on policy msttors. The locus of bressure now
shifted to relstions batweon the superintendent snd the stalf
"downwerds" throuch the principals and the toschers. In-tho
spring of 1974, the principsls ot Longfellow elementsry snd at
Jﬁrdnn Acres were removed, somewhat summarily.

The following academic yeer (Docomber/Jonuesry, 1974/5)
the teachers, through thoir local essociation, voted no cor-
fidencoe in Brunelle by a vote of 75--0 with one sbstention.
The Bogrd, however, stood by Brunelle snd repsppointed him

for two yoars.
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The pressures ere severo, but through it all the essen-
tisl structural features of the system romoin unchanged. Ais
pointed out in previous chapters, the effect of a buresurrstic,
chain-of-cormmand system on the internal relstions of sdminie~
trators end teachera, teechers end teachers, teoschcrs end stu-
dents has been oppressive. It haes been pnrtiéulnrly oppres~
sive on the progrsm gt Jordsn Acres where the principles of
spenness and colleglality were port of the intention of the
Bchool. Insofer as there wns ond remeins a will to translate
this intention into dally practice it is in » atste of con-
tradiction with the prevailing pattern of sdministration.

In Freeport the enirenched bureasucratic pattern of ad-
ninistretion wes smeched in the spring of 1970. In the re-
sonstruction that followed new petterns, more consistent
+ith oducational growth, took root. This has not happened

ln Brunawick.
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Chnpter Nine

Stylos of Leadershipn

The following ernelysis es in previous cheapters ics ¢
strongly structurel one. Throughout this study, end decisive-
1y here, I regard 8s a fundemental of behavior thet human
beings, in pursuit of their activities, enasct g2tructures.

They do so on e deily besis, creeting roles, ordering roles
in certsin wsys, oxpressing end defining relationships, snad
evolving meeninge more or less consciously felt and communi-
ceted. People do this, changing over time, trying to survive
end grow.

In this process,.lepdership is e criticel foctor. It is
en especierlly criticel factor when gomo humen beings resct to
ostsblished patterns snd try to intervene consciously in the
flow of humen structuring in order to bend it this wsy or that
wey or to meke it proceod more effectively. What they do
interocts with the other forces in the environment, or field
of forces, that sll togother constltute the onpoing struéture.

The four programs I studied yielded e ccneidereble veri-
ety of lesdership styles. But p certain dynemic pettern
geems present along the following lines.

Change leaderehip hes its roots in the dislectic of re-
bellion. The roots of rebellion lie in the felt contredic=-

tions, or duslities-in-conflict, in s given field of forces.

w—t

217



198

These contredictions become overt pss new technologies
and new perceptions of the humen condition pssert themselves,
" In the fece of contradictions, established institutions find
thomselves on triel end must desl with contredictions in one
Leshion or snother. Insofer 8s the attempt is mgde to defer
or ignore or repress or defy contredictions, the worm of
rebellion grows end gethers force. Rebellion, es stated
in Chepter Two, usually begine in definnce, mey svolve into
emulation, snd/or mey move onwsrd to the nffirmetion in preo-
tice of s new velue.

The overell pettern of ldsdership mpy be described 95
two movemente, or ercs of motion, as in the imago of en erc
of light moving on the night sky from one point on the hori-
zon to enother. I cn}l them ltovement I and Movement II.

doverent T begins in s rebellion-orionted, cherismatic
interruption of estrblieched institutions snd waye. It tends
to end in p return to "normslcy,” s re-estsblishment of orgeni-
zational behsvior and of weys of releting that ere "bureau-
cratic” and "ethos~bound” (cf. discussion in Chapters Four end
Eight). . ' . .

I call the first part of this Movement IA and the se;ond
part IB. I argue thet IA tends of 1t§e1f to invite IB, both
because in the process of explosion thore erises counter-
forces strongly imbuod with énti- feoelings and éounter-
rebellion, end becsuse the charismetic losdership mey not
1tsglf have devélopud fully enough towserds the affirmetion

in prectice of new velueas, It may remain stuck in defiance
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or discover thxt emulative progress 1s enouzh.

Yovement I is primarily and heavily distributive 4n its
behsvior. IA is strongly engeged in sction in sggressive,
lion-like, Weys in order to co;rect.uhet ere seen to be gregt
imbelences and injustices. There is e presumption that this
will "cleer the eir," or re-move the obstscles that stand in
the way of sllowing growth to take place. IS tends on the
other hand, not %o be sggressive, but s=upple, or fox-lixe.

It is guiced primsrily by consicerstions of survivsl end toth
adopts ond engenders, throughout the strﬁcture, e tendency
towserds e meintensnce orientation. It trades on the belief
that growth cen only occur to the degree thet these meinte=-
nance concerns rre met and sultebly corresponding weys of
behavior are enacted. 3y persisting in this, I3 may invite

& new IA type of reaction.

We see that both IA (the elevation of "ends sbove 8l1"=~-
"the ethics of intontion") and I3 (the elevation of "mesns
sbove all"=="the ethics of conseouences™) tend to tilt struc=
tural forces towsrds sn embroilment with distributive con=
cerns at the exdense of growth concernse. .

Move=crnt IT expresses s stronger, more intinste, uniting
of distributive snd growth factorr. Towerds orc end of its
arc, growth tends to over-shadow distributive concerns (I csall
this IIA); end towards the other end distributive concerns
are weizhtier then concern for growth, and I cell this IIB.

IIA, towerds one end, iz cloaer to chsrisma; snd towards

the other, shades off into IIB, which is menagerial in cher-
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scter snd concerned for e kind of efficient, incremental

style of change. IIB at one end shsdes off into IIA: and

st the other side becomes rmore like IB, the routinized, or
bureaucretic, mode of leadership alreedy noted.

IIA is strongly oriented towsrds reciprocity in roles and
relationghips, end moves towards situstions of transperency
{vhere people become more aware of, more acknowledging of, th;
structure of reletionshipe enveloping them). It can be de-
scribed es 8 constitutionsl Qtyle. IIA risks more than IIB
does, but not so much ss IA. IIA, of ell the four typee here
distinguished, is the most self-oxsmined in the woy in which
it holds on to the belief-style to whieh it is cormitted,

JA is militently committed and the two others, both IIB and

IB, tend towerds an ethos~type approsch, or one of meintensnce-
orientation. Fowever, II3 (the menegerial mode) has a kind of
Tlexibility in action derived from the fect thot the commitment
to the belief~style seems to mean less personally, there ig a
less stronsly felt need to bring it directly into the lives of
people who don't heve it now, end there seems o greater em-
Phesls om 7inding weys to meke improvements through timely,
incremental types of ection.

IIA leadership 18, of ell types most challenging to
put into practice. It is most vulnersble to the oction of
polerized forces, For exemple, it reguires of the leader a
grester degree of consciousness, itcelf o thing herd to come
bye It most requires e lively, vital combinetion in the
gualities of the lion end the fox. In the end snd in the
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fece of these difficulties there seems to bs s reacy slicéing
over of 8 IIi style 4nto s II3 style of Tesdership--or, cca-
celvebly, back into s charismatic style.

Overall, therefore, one nfght posit g theory of cheris-
metic iatervention; followed by reciprocity, mutusl exchenge
snd feecdback, and the discovery of "the politics of educstion-
pl growth™ (a crestive union of distributive end growth con-
cerns); followed by s gredusl over-shedowing of growth by

distributive consideretions end the politics of incrementel

-chenge; followed by buresucretic "normelcy"™ end/or by in-

creasing rigidity end erbitreriness; followed eventuslly by
8 renewed cherismatic interruption.

To repest the ebove, using the symvols, one would thu
heve Movement IA, followed by IIA, followed by II3, followed
by IS. In other words Hovement II finds itself incerted into
the overall motion of ovement I. Insteed of two repsrste srcs
on the night eky, there is one, but it is zegmented and elon-
goted to sccommodate essenstinlly four sepaéable motlons. The
insertion of ovement II extends the duretion (or length) of
the prc-jit seperates by » pgreater distence of tirme end
spsce the two poler opporites of cheriesms and routinized
bureeucracy, even though erentuslly snd in thoe lonz run the
tendency is for things to move in those cycles,

Becouse Movement II exists we mpy sey thet thouch routin-
ized bureeucrscy invites the cherismetic intervontion; the
latter (cherisma) may bg superceded, not by buresucrecy im-

medistely, but by collegirl end sven trenspsrent styles of

B e -
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leadership. The guestion remeins open whether,in turn, this
nore constitutional style could svold slipping into menagerial
snd thence beck into buresucrstic styles. In other words, '
whether it might hsppen instead that the constitutionel mode
would evolve into a constructively enerchic or s non-=routin-
fzed, tresnsparent, buresucratic style, or into an ednixture
of both. In the letter case, it would spproxi=nrte s democratic
style of organization and leedership (cf. the discussion in
the previous chepter). This would be Hovement III and could
be celled e continuous trensformotionsl style. It might
stave off indefinitely any ultimete return to the menegerial
node end thence to routinized buresucracy, followed eventu=-
8lly by rigidification, and erditrary rule.

However, Movement III is nostly conjecture. ¥hst the
dpta does sugrest is Movement I and Movement II, and the
Insertion of the second into :he oversll src of the first.

Freeport, most sharpl:- ¢f the four progrsms studied, ex-
1ibits the dynemics of the ¢rerall theory, . The Pettit Bosrd
I8 8 chariematic interventlon per excellence. TCefipnce was
ind remained strong; emulrtion wes o substantisl factor; the
ove towsrds the effirmrtion in practice of a new velue was
*esl but rensined in a gnerslized staste. Defisnce end mildi-
isncy deepened; the comunity was polorized; energies went
lisproportionately intc distributive chennels; consciouséesa
leveloped 8lowly snd wevenly; lenguage becsme stylized 4into
10des of propegends; »nd though the wsy wes oleared (for chenge

;0 teke place, it‘yu:alno strewn with wreoksge of bsttle;
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and there came forth newly erupted forces of militant=-reactive
opposition. .
Yet, p3 steted in the prev?ous chepter, s wholly new
situstion hgd been crectod.' The 0ld buresucratic/monsrchic
acministrative pattern had been decisively eliminated. There
was room now for new styleé end forms, if the new lesderchip
would or could take sdvantege of the opportunity. Freeport
was fortunste thst new lesders ceme who would snd who coulcd.
The new Superintendent Cartmill snd new Flementary Super-
visor Xeith, and others, sought dialog and reciprocity (even
8 dcgree of transperency) with some forces; and they sought
8 simultaneously stebilizing policy of containment of so—e
other forces, seesawing between styles IIA snd IS {though
style IA, the charismftic, was followed by the new principel
at the middle school for two yéprs until he wos removed).
hifter two yesrs, end the coming into power on the Board
of moderate and militant oppositioniets, there seemed to be,
or about to take place, r rollbsck. Nost of the néu tcam
brought in by thé Pettit Bosrd was removed. Even Xelith's
positi&n.ss Elementery Superviéor, the following yesr was
eliminoted from uader her. However, as explained in the
previous chapter, new forces on the Béerd committed to open
educetion combined with the modcrate leadership of the chaire
man, Bud Fillwore, to mske a compromise with the conservatives
possible, whereby Keith stayed on es principal of the lergest
elementery school.

Under the impact of these lergely conservative snd mod-
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erate forces, end because of his own predilection for schieve-
ment-centered education snd only e tolerence for open-centered
educstion the Superintondent incressingly shifted towards
etyle II3, plsying sn offective manegerisl role. In some
respects he shifted even beyond thst, towards s buregucrstic
style (I3). Inevitedbly, this in turn, together with the re-
duction of her own role, eroded Keith's IIA style, csusing her
to slip from its charismetic overtones at one end, towgrds its
more manegerial overtones gt the other. Reciprocity remains
importent in her style; transparency somewhet less so. To some
degree, she seems to be moving towards s menageriel mode, style
ITB, in practice. 1In hor consciousness end as much of her
practice es possible she remains loysl to stylo IIA. The de-
gree to which Keith can &ct upon 1t doponds to s lerpe degree
»n the Bosrd.

Two figures on the Bosrd sre criticsl: the chairman,
ferton Fillmore, achlevement-centcred, e moderete, snd cheris= -
tetic in an emuletive mode with on elemont of defisnce in his
reckground; snd the other top vote-getter Jean 0'Brien, open=
entered, slso é moderste and charismetic, closer both to de-
‘fonce and to new velues than is Fillmore.

The two comnunicsate feirly well Qith osch other. They
1so successfully interpret to their own supporters the posi-
ions of the other. They form a possible bese and besis for
ustaining snd extending & forwsrd motion in Freeport. They
oulq push off ferther in the future, that is, 8 completion
£ MYovement I, the return to routinizetion. In pursuit of
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this they would need to deploy & shrewd mix of the elements
of charisms, reciprocity, and manazerial csprbllity thet la
aveilsble to them (reither 1s stylized heevily into any
single one of these modes). *Thoy would need to pursue &
strategy not dissimilsr from that followed by Msrcie Heith

in her first two years es Flementsry Supervisor. This would
mean loecating and encouraging innovators among the teachers
and concerned perents on the one hend, and on the other main=

taining en atmosphere of c¢aring snd regponsibility through=

-out the school system. Fspecially 1rs stretogy of this kind

needed at the middle school and the high school. If sub-
stantiel progress does not occur at these levels within the
next five yeers, the fundamontel changes end geins that have
occurred at the alementary lovel will tend to wither away.

The overall theory is less-sharply visible in the other
threa projects atudied. Yet either tho pettern is there, or
it provides s way of gauging the flow of change. Collins
Brook School begen in & cherismatic moment of rebellion in
which dafisnco, omulation, and relstively unclarifiad pro=
phetic olsments (new velues) mingled unevenly. The prophetic
elements grew end becsme relstivaly clarified through practice.
Patterns of rebellion recurred and were worxed out, or elimi-
nated at some cost. Reciprocity and trensperency grew as con=
sciousness Iincreased; anti's tended to be worked with and
tranascended, rether than rajacted. Manegeriel and bursau-
cratic motife incressed during and after the critiqal third

yesr. An originally IA cherismatic atyle has evolved towsrds
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® mix of IIA and IIB leening towsrds the former, though with

.8 continuing flow of cherismatic eloments. Jew values have
tokon root in the institutionel fabric of the school. Whéther .
eventually the achool will gettle into e routine in the free=
coentered mode is not at this point likely, but 8lways remseina
e poasibility, It will not in so far as consciousness.con'
tinues to grow and es education es én interactional process
smong and between sdults snd children (already precticed to
gomde considersble degree) begins to prevail over the earlier
child=centered gelf-image end rhetoric of the school.

In Brunswick rebellion came from two sources~-those cher=
ismatically intervening epainst authoriterian sdministrative
behavior and maintenanco=oriented education on the one hand;
and those cheriematically intervening on behalf of the voice-
less ond lergely tradition-minded "middle Americans,"” both
Franco=Anmericans and 0ld Yankees. Theso two rebellions tonded
tocancel each other out. Or they were deployed against one
inother by intervening leadership from the "estsblighment
:1psses” who were highly emuletive of the achievement=-contered,
ipper middle closs, subwrbanesque drean.

Fending off the attacks from the "middle Americen” leaders,
' co~opting their leesders, the establishmont liberpls borrowed
ome of the rhetorio end gome of the values of the snti-puthori-
arians. These velues related to less maintenance-oriented
lassrooms overall; and to more flexible classrooms {code word
or both open and achifevement-centered education though with

nphasis on the letter) at a new elementary school, Jordan

[V}
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Acres: Their charismatic impotus was low, because it was
highly emulativy end becouse of a low tolerunce for rebellion
(being establishment-oriented with & cless position to defend).
Their a:ceptesnce of pnti-auihoritarian values oxtenced to the
classrcom but did not extend to sdminisztrative operetions,
Here command and buresucratic etructuring remsined lergely
intact. Conseguently, though reciprocity and trensperency
wore highly touted and apperently mesnt to be effectusted in
the classrooms, and to a degree were given more space to
ovrierge and grow, yet s strong contradiction came into play
between what was expected of the teacher (reciprocity) and
whet was expected of the administrastor (mensgerial efliciency
et best, buresucratic routine snd routinization more usuelly).

The principel st Jorden Acres, a lesder of manegeriel
talents (IIB) and of IXA potentisl, found himselfl squaezed by
the contradiction, and left (or was removed). The Elementary
Supervisor, Barbrra Kurz, s leesder with impressive potential,
is also caught or cerught up in this squeeze, wanting reci-
procity (IIA), but enscting more often managerisl, and in-
creasingly, buresucratic roles and mesnings (IB).

The Brunswick school system remsine in a "hslf-woy" con-
dition, with feelings and eruptive mutterings of discontent
surfacing from time to time, in theo classrooms, among the
teechers in their Associstion, smong the parents and among
the townspeople at lerge. '

Upward Bound et Bowdoin in its first fow years began in

8 rebellious mood of cherismstic Intervention in which eloments

AW
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of defiasnce, emulstion, and new values were all mixed in sub-~
stantial proportions. But the movement towerds now vslues re=
mains unfulfilled, except in individuel clesses and perts of
the program from time to time. Enmulative values preponderate
tn students, staff end leadership. Reciprocity st lower levels
goes hand in hend with strong protectively charismastic lesder-
ship from the top. This loedership in turn has often collided
with the principle and practice of reciprocity at lower levels
in the orgsnizational hiersrchy. lotifs of rebellion remain
vitsl, and this continues to be strongly felt and communicated
by the leadsr. Yet she remains ‘emulative of "masculins" images
of charirmatic leadership. This impsdes s moving forward to s
new value, both concerning sexusl roles, and concerning the na=
ture of reciprocity itself (thet it moves towards = transcend-
ing of old dichotonies snd a trsnscending thus 8lso of old emu-
lative desires to replace or imitate what is being rebelled
egainst: s new reciprocity can teke place when resentment and
adniration of "tho perceived master" can be, has been, sur~
mountsd). This struggle in her is mirrored in the students
and in the program by the ambivalence towsrds "middle olass”
values, the rebellion sgainst them, the desire for them. Con-
egequontly the program is ambivalont. The smbivalence mani~
feats itselfl in s rich potpourri of offerings and bellef=
styles of educetion.

Yot this does not meen the progrsm is "unsuccessful”--
4n terms of undoing blocka to self~confidence, in terms of
slding 'disadvantaéed people™ to get on in the world; in terms
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of exposing prolessors and other adults to new teeching ex-
periences, in these terms it is end continues to be very suc-
cessful. And it Is sn exciting experience. In these ter=:s,
snd given the contradictions thnf would need to be surmounted
or sonchow lived with, the progrem mey have exactly the kind
of st*-cture and the kind of leadership reguired to gain these
results. Yet chenge 1s limited.

As & result of doing the study, I discovered to myselfl
a notion of my preferred style of leedership, Jjust es elso I
discovered the cdifferentisted belief-estyle of educetion (¢f.
Chapter Three) as something I considered to be best.

When first taking etock I felt my instincts were cleerly
with Style IIA, the reciprocal or constitutionel mode, with
considerable emphasis on trenspesrency, snd leening slightly
towords the cherismatic side. Yet this style needs specisl
circunstances and conditions: en ebsence of treumatic polar-
ization is vitel and sn absence of en entrenched, routinized
structure is vitel if this style is to find space to emerge
and grow.

Therefore, cherismetic and menegeriel styles are eleo
criticelly importont under certein conditions. And trough
mf bisses were stroagly not in fevor of the bureaucratic mode,
I have nlso come to see thnt, given p meesure of trensparency
in the roles end relatiorships that sre estsbliched, & more
formelly buresucretic style csn be very useful.

What seems for me to emerge baesically from this is a

need to seerch in theory and in practice for e better style
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of lesdership for change: & style that accepts the hardness
{or finertia) of the material ss & given snd has e lrrge pas-
sion for effectuating new values end new petterns of relstion=~
ships. It would be s style which 1s basically charismatic.

But it would lean in its rebellion more towards new vslues
than towsrds emulation. It would strive for consciousness

in all its several aspects erticulested in Chapter Five. It
would evolve a strategy thet 1s structurally oriented and
copable, in crises, of self-diestence {as discussed in Chspter
Seven). Since therefore i1t would be highly feedback oriented,
and even mansgerisl in cheractor, 1t could compensste for the

deficiencies of chsrismstic leadership per so (tendencies

towerd over-romanticism snd chauvinism and so forth).

This style night be callcd "structursl leedership." It
1g a "high standnrd,"'sg is-the differentiated bellef-style
of educstional growth, erticulsted in Chapter Three. Yet it
does not seem impracticsble; I have registered "intimations
of 1t" in my rosearch. Most importantly, 1t offers a theo=-
retical guide, both for resecarch in leacdership, snd for the
practice of leedership, that caen help the huusn species im=_

prove on 1ts quest for a better modus vivendl of "getting

there from here.”
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CONCL.USIONS

I divide the conclusions drawn from this study into

specifio findings and goneral theses,

Spocific Findings:

Confirmation of the Four Originel Hypotheses

The study began with four hypotheses concerning the
how of change. They underwent a degroﬁ of development and
modification in the early stggos of the resenrch, How that
tqok plsce is detsiled in Part I of this monograph. Criti-
cei %o this proceoss was a grug;ul'gorting out of the rela-
tionship between educational sctivity and political agtivi-

ty. Each of theéo activities reveals s dialoctic rolation-

. ship between distributive concerns and growth concerns.

The dcmarcation as well as the interrelationchip betweon
distributiveness ond growth is enalyzed in the 1ust'chupter
of Part I, Thoro it is arguod that distributive ugtion
allocates exiséing values (mptoriol nnd.non-muteriul); 1;
indirect or celculative; doals with classos of things; and
is a for tho sake of" (doing this in ordor for that to
happon). Growth action by contrast is generative of more
values than existed before; is direct and spontaneous; is
personsl whether in individual or group terms; and desires
itself (finds in itself its own raison d'6tre).

The proposition is presented that when a distributive

concern {or "telos,Y end) overrides concern for growth,

~y
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that this iz political activity; when the reverse ia true,
and growth overrides distributive considerations, thero
educationel activity prevails.

Educaticnal ﬁctivity.combinos in varying configurations
both distributive and growth concerns, though for such ac~
tivity to continue to be mesningfully educational, growth
noodaAto be contrel to the intention and conaclousness of
the people involved.

Given the diatinction botwecn politicel and ecducation=
8l sotivity, tho four bypotheses are as follows:

1. There i3 a olass of actions that tends towards a
distributive result and a class of actions that
tonds towerds a growth ressult. In addition ttere
is a class of actions in which tho two olomonts ere
closely intorwovon, ofton to such a dogroe that it
is difricult to gsuge in which direction the action,
or acticns, are moving, whother towards a distribu~
tive or & growth result.

Loadership in education, especlally in chenge
- progroms, is subject to powerful, often severe,
distributive prossurcs. Such pressures come toth
from outslide sand from within the progras. The ton-
dency ond the tomptation is to so ongage those
prosaures in a distridbutive mode (fight fire with
fire) that growth conceras end actlons for growth
nay bo overborne or swallowed up.

Typical manizfosatations are:

'Y
o
(W]
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(1) a vigorous chnrlamnfio type of leadership
that attempta to swoop everything bafore it in a
general lion=like assault on the systom, end/or in
a heroic drive to load a progran through the fire
of internal and externsl conflioct. Tho Pettit
Board'a actions in Freaport tendcd to be in tho
charismatic mode; as did thoso of Dick Vatson in
the third year of Collins Brook School, though to
a lesser dogree; and, also to a lossor degrae, those
of Doris Vladimiroff at Bowdoin'a Upward Bound.

(2) A prn;mntic,‘otten manipulative, type of
lendorship that attempts to sldestep the pressures,
or contain them, or work with them in ordor to
gmooth thoir roughar edgea. Brunswick oducational
gdrnini{strators hava tended to employ this type of
loadorship; as hes Robert Cartmill as Froaport's
suparintendsnt.

Both types of lesdership, by fighting fire
with fire, court i%o loms of a grouth dynamic.

The dllemma 1s that ilid preasures are real. It ia
not poasible for laodorship, howewver "idealistic,"
to wiah those proessures awny, or to insist that they
“houldn't exist. inca they do oxiast tha nocessary
rosponae is somo form of distributive action. The
quoestion becomes, not "will or should we engage in
distributive ection or not?" but "can it be inter-
woven with actions for growth in such a way that the
poasibility of growth is uﬁntuinod. nndonen oxpand=

234
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od upon?"

Perspectives on this quoStion, but not definitive an-
swers to thom, gre provided by the three remaining hypothe=
ses gnd the general theses below.

2. The second hypothesis held thst actlon contains a feed=

back factor. Feedback makes striving for change a non-

lincer proceas in which there is a dislectical oxchange

among ond within the consclousness of persons=in-action.

This exchange occurs between what a porson aizms for and

what he or she learns, or moanitors (that i1s, discovers
and experiences), in the stress sand pull of doing

it. Between the person=in-action scoking to real-

ize his or her gosls snd the conditions under which

Lo or sho 15 3so00king to roalize them thero occurs '
"now matter." This “now matter" 1s gencroted in the
coursa of action i1tself. It moy appoar from one

angle (to the actor) as new or rmodified gosls. O

it mny appenr a3 the noed for now and botter means

and to such a dagroe that theoriginal gosls slip

back from thoir original centrality, or soem o be

in need of substantial revision. Or thirdly, it msy
appesr to him or her a&s now, unanticipated, cornditions.
¢r finelly, 1t mey appear simultonecously as s chango in
gosls, moans, snd conditions. Ke or she must take this
"new matter" into eccount=-whother they "want to¥ or
not. 1Ignoring it, or trying to eofface 1it, itself

takes time and energy and this acts subtly ujon the
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course of aoticn, altering it from what it might
otherwisc have been. On the othor hand, embracing
it and meroly voering with it, without integrating
it, resultes in a fortultous change of direotion and
an sbandonmont of the original goals. )

In action there is thus potentinl for expansion
of aims beyond what was originally conceived--as
thero is potentinl for the contraction of those aims.
contrary to original expoectations. Now thinpgaz--
aima, valc.3, intontiona=-are tried in the fire of
ection. One learns ,.. by doinge One leerns '
through the procoas of doing what cannot in all
likolihood be learned in ony other way. This helds
true for ﬁcrsonnl growth ass well a3 for engagemont
with a distributive proceas leading to the moterial
implemontation of a program.

Naw matter may come in the form of a suddon
awareness of the work relations among people in the
progre:, or a epocial insirht into their group dy=
nanics. Or it mey oome in the form of & clearer
porception of ono's originnl aima oz theso aims be=
cone actualized, as theoy shape thomaelvsas into lifo-
forma (one sces their limitations ond their further
poaaibilities)., Or it mey come in the form of un-
expected resporisos from unoxpected persons in the
program (positive or negative) that generats new

possibilities or new obataoles. Or it may come in
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the form of discovering new sources of strencth or
new evidence of weakrness in one's style pnd cherac—
ter structure. Yqu as actor for change find yourself
doing and saying things in ection thot overteke you
with surprise--you didn't know you had that in you.
Or 1t may come in the form of a group of people
in a given gituation "taking off" and being carried
along beyond thast situation to new ground. Or the
converse of this can happen and consequently there
may be a “motion beckwards" towards confusion and
gpathy. Or it mey take the form of a clearrs per-
coption of power and authority relatibns proviously
hidden from view, or unknown, or uncderdeveloped, but
which are revealed in the process of action. Or it
nay come in the form of people c!scovering tneir
real expectations-~these "come out" in the course

of engaging in the actualitles of o program and maoy
not be the ones people told thomselves they hod at

the start. Or, » reloted phenomenon, it may take

"the form of a progressive unfolding of contraedictions

in a situstion that were only implicit, or even com=
pletely unseen and unfoelt, at the initiation of a
courso of action.

Actlon 18 a roslity test. It sorts out the im~
portant from the unimpcrtant for the people engeszed
in the sction. Action thus 1s aslways seriosus. It

1s rooted ia resl desire. To engage upon an action

23
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costs s person aomethIng. ;t oy be some moneys of‘
it may be a plece of yourself, or of somcone close
to you. Wwhat it may cost often looms lorger than
what it does eventually actuolly coat=-but that is
not lmown in advance. Persons engege in sction be=~
cause there ia stuff in them that drives them to 1it.
The motivationsl ground is more or less open to the
actors snd/or the observers., But it fs alao more or
less opaque. A movoment towards change occurs when
persons comnit themaclves to scting within end upon
a situation knowing tﬁet it 18 going to cost snd
wnowing also thet 1t is sonething they must do.

Action ia en experience. It is not tho oppli~
oation of on aim obstroctly or idcelly held in ths
mind to s aet of conditions--as in rationslistic
models of the change process. Feedback thus is a
word thaot soems succesafully to convey tho dimension
in sction that couses it to be & transactional and
modifying experience, and not a set of motions se-
quentially charted and spplied. Action is different
from heving a plen and putting that into operastion
by a serieo of implemsnting activities. Action is
8 oontinuous Plenning and feedback snd.re~planning
88 YOU gO0.

Nor is sction, on the othor hand, a mindloss
flow of ovents and situationa that is somotimes bap-

tized by the phrase "muddling through.™ Action 1s
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- not “prn%matic“ in that sense, though some enti-~

I, o
" rdtioni¥istic models thet claim to dorive their

philosophic velidity {rom Edmund Burke or William
James or oQon G. b. H;sal speok a3 if the "men of
action” is non-intollectual and is guided only by
horse scnse or cormon seﬁse or by his own heroic im~
pulses. .

' ) Foedback of new matter is rcel and reflection
on this new motter is also recl~—however intuitively
or ungscientificelly the process of reflection by the
porson in action tends to be conducted at this stage
of human dovelopmeont==or however ruch attendad it is
by psychic Elocking in the ector in order to molke sn
"irrationsnl," ambiguous process scem rationel and
safo.

The person in sction is not unlike e trensformer
or modiator. He or sho mediotes between intention
ond conditions; they work with end upén the new nmat~
tor thot is generoted out of the historlical exchance
botwoon the two. Thoy thoreafter pursue a course
which i3 subtly, or merkedly, different from whet
i1t hod beon before. The Ynow" course indicotes the
degroo to which, and the menner in which, the nmatter
wos gbsorbed ond medieted. The result ney be o
greater oXpension of the poasibilitios thet arse po~
tentiol in the situation. Or tho‘result may be a

mare atable balance. Or the result nay be s contrac~

. 239
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tion of porsibilities.

The ergumont of this hypotheeis is not that it
will be one or the other of these three modes. The
argument ic a more limited one, namely that imbodded
in tho aturf of eoction itsolf, becouse of the feed-
bsck fector, thero is a dimonsion thet connot be
plenned for strictly speoking and which cennot be
svoided. There is however implied in this hypothe-
sis that a greater consciousness of the nature of
the foedbsck factor gives the peraon in action en
opportunity to develop s style of action that evolds
either clobbering s situation or meraly succumbing
to 4&t. It is 8 style that in the foce of now metter
rolex=s into the experience of dealing with it much
88 in the yoge way of exercising one stretches into
s noew position, one holds it, susteins it, including
the normel pain of the encounter, relexes into it
end diascovers the sources for an even further strotch
to s new position. This is sn slmost perfoct feed-
beck model and may be spplied directly to the devel-
opment of consciousnesa concerning the processes of
human sociasl sction for chenge.

I am satisfied that my resoerch reveols the
presence of the feedbnck fector in action. I am not
satiasfied that I found deta gathering instruments of

sufficient sensitivity to gauge, measure gnd categor-

i4ze this fector in sll its multitar;Oua msnifeetations.

- ot
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For thia, one would nead to go wall teyond what I
attompted to do. It is, however, a matter of impor-
tance for the feedback factor in hurman actlion to be
rocalled from the rcalms of intultion, romantic mys~
tificotion, snd "gut herolcs," and become s sudbject
of carsful and sustained investigation. I think I
have estoblished the nced for this snd the direction
in which the invastigation can go.

3, Tha third hypothesis concerns the nature of compro=
mise. The reador is invited to turn back to the
sixth chapter of Part Two entitled "The Duel Face
of Compromise.™ Tha arguzont 1s mede that compro~
mise in one sct of actions is so orientod towerds
distributive concerns that the goanls (and tho growth
concerns thot these goals oncapsulato) are “forgotten,"
or allowed to lnpso,.or aro doferrod "for the time
being:" and the argument is further mada that in
enother sct of octions compromise, though 1t 1s on-
gogod in bocause of distributiva imperativos, scrves
tho attsimment of goals or oven, bocause of tho feed-
back factor, the oxpansion of goels in practice.
Sinco goels encapsulate a concern for growth, and
growth 1s dynamic, the working out of goals in prac-
tice 15 dinlactic. Modifications, adsptations,
invontiors of prudoncs, “creative lasps,™ the zig-zags
of practioce are thus in thoir form comprcmilises, yet

they serve to propel forwerd the program in the givan

o)
i
-

O

ERIC

Aruitoxt provided by Eic:



222

historicel situation (or, more modestly, provent it
from alipping beck).

Compromise is essentially a distributive re-
sponse to perceived opportunities and obstacles in
a situstion. Compromise thot ends in sbandonment of
goals moy in lerge meoosure be ths function of a faulty

. response to the feeodbsck fector just a3 compromise
that ends in a sustaining or creotive modification
of goals in practice moy be a function of on integra=
tive response to feedback.

If the person in sction over s period of time,
or in 8 situntion of considerable stress (s crisis
evont), evinces o disposition to meet problems in s
diotribugive manner and if ho or sheo spcoks hebitu-
8lly from a vocabulery that stresses a need to be
"progmatic' or "tough minded" (or"eingle minded in
pursuit of the commitment"), it is likely that one
is seeing leodership whose end is ebendonment of
gools end s blunting of growth possibilities=~how=
over instrumentslly Jjustifiable such leedership mey
be in a given aituntion. On tho cther hend, if the
person in sction (olso over a period of time or in
a crisis situation) ovinces a disposition to meot
problems in a menner that is dietributive from ons
engle but roveals s sense of resl or direct rels-
tionship batween the need for "an adjustment™ and

the protestion or enhencement of a growth poesibility
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which this odjustmont may sorve and if the vocebulsry
boars witness to the neood to protect or enhance the
growth possibilitles of human beings, it is likely
that ono is seeing loadership whoso ond is tho unit-
ing of the distributive and growth dimensions of
action "in that actuol historicsl situetion.”

An importent finding for me wos the shock of
discovering thet both the chorismotic (lion-like)
horo and the more dursble, pragmotic or flexidle fox
(who is so often presented os 8 polar opposite)
evince bohovior in sction whose end is the obandon-
ment of gools ond the domineace of distributive
over growth concerns. The argument I make is no%
thot those types of leodorship shouldn't cxizt.

They do exist, not oﬁly, but under particulsr histor=
i1cel ecircumstances it is herd to imsgine how thoy
could not but appeor o= insvitable instrunontalities
called forth by the hardness or troochoerousness of
the circumstancos.

However, onco it is well undorstoosd how these
seening opposites resomblo sech othor in the decisive
respoct of the obrogation of goals that oncopsulate
a growth possibility, wo will no longer divide the
world of concoptuo; posasibilities of loodopship be-
tweon them., We will look at action, ond at leoder-=
ship in action, thet evinces the attempt at integra-

tive compromise--of a kind that interacts, st what~

[\
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ever levels of consciousnoss, with tho feodbnack

factor. We will thon elso discover, I surmisv, that peeeels
behavior which previously we had mistakonly identi- A
fied 83 charismat?. or pragmatic, doean't resally bé-

long in those exntogorioes.

We need £0 widen the scopas of analysis and de~
velop mcr# rrecise categories to reflect bsck con=-
cephurlly thae rich variety of behaviors of people in
o, t40n and of styles of human leadership. Chapters
8 snd 9 of Part Two attempt this. I make & further
summary comnmont in gegornl,findings bolow.

The fourth hypothesis posited a basic, systomic, em~
biguity in the pnsition occupied by the leader of the
change prbgram. To a degreo this ambigulity touches
all members of the progrem who are deoply involved,
but the pressuros that create the smbiguity tend to
be heaviost on the role of loader. That role, on

the one hand, requires s stoady sonsitivity to dis~
tributive needs of ths program vis~h-vis it3s gocial
environment {(including the shoor gurvival of the
progran); and vis-b-vis the intornsl rolations of

theo program itsolf (including the leader's own power
relations with othor members of the program). On

the othor hand, that role requires s stosdy sensitivi-
ty to the growth imporastives contalnod in the change=
imbued gosls of the progrsm and in the sssumptions of
the ectivity (espocislly true of educat@on) thet is
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being cerriod on.

Thoro is not nocessarily an incompatibility be-
twoon these two kinds of prossuroa but the relation=
ship tends to be one of tonaion, ofton sovere ten-
sion. It stoms from a contradiction inhorent in the
situation producod by tho attempt to iﬁtroduce a
chenge in the structure of forces in the sociel en~
vironment (see immedistoly below for a swu=mery dis-
cussion of the structural nature of chango). Once
a projoct ia launched there is an almost imrmodiate
noed to protect and even oxpand space ({politicsl,
psychic, end often material space) for the Progran
from hostile and/or confused forces impinging on
the program from without ond from the intorasl di-
vorgencies, disputos; differcnces of viowpoint, and
ego hostilitios that build up end threaten to col-
lapse the prbgrnm from within. Theso pressuros ie-
quire a distributivo response from the leader in
ordor to ascure tho continuity snd ovon tho survival

* of the progrem. And, since the leader‘'s own ogo and
ostimates of his own survival in the role are also
at stalke, the tendency is roinforced for the loader
to act and roflect on his sction in a strongly dis-
tributive mode. Thore ia s powerful impotus thero-
fore for the leader, and the program, to get skewed
into a prooccupation with the distributive motif with

oommonsurate logss of tho growth motif and & conso~
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quont blunting of the impetus for sustained transfor=
mation.

To the other side, however, thore may be, end
often is, prosent in the situstion forces strongly
comnitted to growth concerns. The goals tend to be
couchod in vivid trensformationel languege. The con®
sciousness of individuals, including the leedor, is
touched, if not charged, with en exporientiel sonsa
of the importance of these goals. The ontire raison
dir&tre of the progrom is reoted in the oxpoctation,‘
if not the assumption; that it oxists in order to
bring sbout a change in sccord with the newly found
human aspirations conteined, embodied, in the goals.
Since groﬁth imporatives are clco gresent in the
structure of forces enveloping a change program and
its leader(s), and since the lotter thomselves, how~
evor shallowly or deeply, seo themsolves 8s sharing
these imporetives--therofore the growth motif also

acts a3 a strong and compelling force upon the leader.

Indeod it may happen that the pressures omanating from

the concern for growth may be so compell%ns, go ona~
gidedly growth oriented end corrospondingly lacking
in a8 correlative distributive consciousnoss, that
the leader is betrayed into aotion that ignores the
hardor distributive realitios and 8o diminishes the
real space that the program occuples.

Thege are countor forcos, or contradictory

»
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polos, inherent in the atructure of the situat: 'n.
Thoy are often acted out as a c¢ifficult and often
painful struggle, uitngn the psycho and conscious~
ness of the leadorl Much therafore does depond on
the degreso to which the loedor can increase his or
her consciousness of the naturo of these contradic-
tory forces; of the fact that they are structurally
inherent in tho situation; of the fsct thst bcth are
critically needod; and of the need thorefore to fing
woys offectivoly to medinte Detween the two tenden-
cies (which sre slso nceds)=--not in tho sense of
Pleying off one againgt the othor, for that repeats
the distributivo mistake, buz rather in the sonse

of roloting them so that occh supparis tho other In
roal situstions. Once agein one recognizes the need
for a wicdor snd a more sensitively sophisticatod
analysis of action-behavior and of lesdership styles
then 4a containod in t2o mainstream of socisl sci-

enco research.
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Genersl Theses

Social chanse is structural in nature.

Structure as a concept used in tris study is e dynamic
embodiment of thrae fectors thst sre often kopt separate in

sociel snalysis. They sre: pottern of orranizotion; process

of interchanze among, people in their various roles; and the

often conflicting purposes or meanings people hove about

their roles snd about the activity these roles are aupposed
to sccomplish (be it educationel sctivity, or fanily activi-
ty, or economicelly procuctive pctivity, or political activi-
ty, or religilous nctivity).-

Structure is a concept that unites objective "facts™ &nd
subjective "values;™ it unites the outer world of conditions
end the inner world of consciousnoss; it unitos the flow of
1i1fe pnd the chennsls in which the flow occurs. Structure
1s dislectics in action. Structurc is the expression of
wholes in being and of the internal relations of those
wholes.

Prosuandbly, the humen species iz a whole, ond as a8
whole constitutes a structure (especislly es the human spe~
cies might bo viewad from Hary by 8 non-earthling, sentient
being). Yet for the human specles o8 & whole none of the
three factorsm of pattarn, Hrc :c3s, o purposes is very
clearly srticulaed 6r IAntegrated At tshis atege in humsan
history.

Short o tho human gpecies as a wnole, there is an im~

monse range of human (aub) structures, sccording to kind
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(femily, schnnl, economy, polity and so forth) and according
to level nnd breadth of territorial generality (locsl, Te~
gionel, nationsl, multi-national). Each gtructure is rola-
tively=--thet 1s, more or less--differentiatod within 1tselfl;
sach onoe is rolatively autonomous vis-h-vis other structures
pbove it or below it or side by side with 1t; end each struc-
turo is relstively and reciprocally implicated in the worzings
of these other structures.

Tnis study has dealt with structures that embocy cduzae”
tionnl sctivity at the locel level.

Crange happens when 81l three factors of pattern, proc=
ess, aond purpose saro modified. Such integral modification
constitutes a transformation in the structure., Sometimes
a gentle shift in a protean and experimentsl structure cen
produce an integral modificaéion. Sonetimes a sStrong reforam
in 8 steadfly functioning structure can produce 8 similer
result. On the other hand, in a well established and feirly
congoesled siructure, there may be noedod 8 revolutionsry set
of actions %to inaugurate such a transforaantion.

Change for that reasson cdoes not lle in the intensity of
the upheavel nor in the slow subtlety of sdroit incrementsl
adjustmenis. Elther or neither of these might work in a
given situstion. Chenge i1tes, instead, in the degree %o
which, whether by means of the ilon's rosr or the smooth
elocution of the fox (or both), a modification occurs that
zateriplly affects=-all together and integrally— the thkree

foctors of pettorn, process, end purposes.

AW
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Change es it scts upon & structure, carries with it the
atrong implicetion that it will offect not only velues if
thet's where it starts, but also roles; not only roles, but
slso estsblished power configurstions. Or, in snother situa-
tion, chgnge sffects not only established power relations,
4if that's where it starts, but also values; and not only vsl~
ues but slpo roles; and so on. Thus change has 8 high poten-
tiol for reverberstory consequences throughout a structure.
It may sppesr threatening to meny different points within
that structure. Change tends thercfore to encounter rmuch re=
sistsnce, sone of 1t boisterous, much more of 1t of tho silent
type. A choracteristic reflex action on the part of an on-
going structure ia to sbsorb chonge, to tame 1t, to domesti-
cate it, and turn it into more gppesrence than substance.
This may indeecd be 8 socinl "lsw"~--the law of the contsin-
ment of change.

Instesd of asking, "why 1s 1t that the more things
change the more tkey stay the same?" onc might more appropri-=
stely eak, "how is it that change sctually does from time to
time teke place?" Posing the quostion this wey would load
us to concentrate much more sttcntion on change as a problem
of structural modificetlon. Ve would slso focus more care-~
fully on such espects in the chengo process as consciousness
end strategy=-consciousness because we would need to sce the
4nterrelstionship~-in-11fe of velues, roles &nd pattern of
suthority; and.strstegy beceuse we would need to develop a

style of sotion, ond 5 set of actions for given situstions,
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that gonuinely dealt with the concreto interrelstionship-in=-
1ifo of vslues, roles end psttern of authority.

Sociel change hitherto has too much been tho preservo
of the domagogue and/or of the expert plsnnor. When we have
onco come to a deep consciousness that change is tho mocdifi-
cation of living structures we will reslize that both the
romantic demogogue snd the rational plsnner telong to a time
that is hopoefully passing eway=~a time of inadoquste, even
falso, consciousness; a time of strategic naivetd.

Chanco occurs as the cominy into beins, structurally. of o

new valuo.

Chango meons that 8 new way is being found, in practice,
of undoerstsanding the purpose of the sctivily; & now wWay is
boing found of rolsting people in their roles and thus also
chenging the roles; and a ngu way is belng found of psttern-
ing tho exorcise and flow of suthority. Changes which do not
reach these lovels of modification are not changes but recy-
cling or recapitulation of tho existing structure.

The centr@l mochanism which triggers the process of
chango is tho cdislectic of rebellion. Rebellion has three
eloments within it varying in initial strongth via~b-vis one
another in the consciousness of the robel. They aro: firast,
dofisnco ezoinst thoe authoritativo sywbols of the provsiling
structure; socond, an omulatlon of some or all of the fea~
tures of that which i1a being robellsc2 against; and third;
a8 prophetic insight into a now valuo. Tho last namod seoks

to transcend the dichotomy of rebel versua the established

201
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structure in the direction of '@ new structure. It ié a will
to go beyond defiance ond emulation towsrds the discovery-in=
1ife of new patterns, processes ond purposes trenscending the
old but yet slso (bocsuse it ia o transcendence and not a
dichotomous rejection) incorporasting elements of past config=
urations and meanings.

Thus, true change is a complote movement through suo=
cessive atages of defience, emulation ond the articulation
in 1ife of a new value. Change as defiance, 8imply, 1is
pseudo-change. Defiance as such oxpends itself in effer~
vescence, in protssts ond negative posturing, in the lotting
out of anger through deatructive ects, including solf~-
destructive acts. Yot dofisnce 13 e necessary lngredient,

a oins gua nsn, for succes.ful change.

on the other hand, it 1s possible to think of charnge
slso as 8 general movement from defiance to emulstion and
stopping there. In this case those in robollion, or a
reprosentative portion of them, win a botter place in the
prevailing structure. By this 1nfusion there maey slso bo
a heizhtenlnz in the vigor and ovirali performance of the
structure. Competence levels mr7 vice end there moy be 8
greater fiexitility in the wsy roleg arc differentiated se
that psopls rolste mors immodiately and effcctively. Youwer
relations may even be loosened up for a time end suthority
leaa immersed in the axternols of atandard operating pro=
cedurns, The antire structure may exporionce for a tirse o

sheking up out cf ite older lethergy and/or ingrained
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defenss of established priv.lege and powsr. Thore may be g
spirit of self-examination flowing through the structuro
that 1s a welcome chenge from its customary preoccupation
with self-maintensnce (cf. Chapter L Part II for a discus-
sion of the different ways of holding on to 8 baliel-style),

Yot in spite of these shifts in mood, in role relation-
ship, and in the identity ol who gets rewarded, the change
is not profound, snd it msy not last. Established forcses of
power snd privilege remsain imbedded in the structure. 01d
definitions of how authority 1is exercised remsin unaffocted.
The conscioucress of people sbout the nature and purpose of
the activity embodiod in the structure i1s not basically cod-
if1ed.

If dofiance, sinply, is pseudo-chango, then deficncs
plus omulstion leads no further than hslf-way change. Or
we might call 1t chengo in s miror koy to distinguish it
from true chonge. From one angle 1t seems like some change
bas tskon place; from anather iﬁ seoems like no change st all.

Leacdership in Situntions of Chanre Tonds to Follow 8 Path

which mav be Charted in Two Intercorneocted Movemants. The

first movement begins in a charilsmatic intervention end
encs in a routinization of the original charizma. As such

this 135 a roestatement of the familiar Weberian thosis. How=

¥ax wober, Escavs in Sociolonry, translated, edited, with sn
introduction by A. H. Gerth and C. Wright ¥illas, Oxford Uai~-
vorsity Pross, 1958.

o?eg, thet thosis, as such, foreclosesa othor possibilitisg=-
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anve for the~-to Weber~--archaically interesting traditional
type of leadership which hoe glao identified. The Webeorian
thesis is rooted in the assumption that (modern) leadership
is "nothing but" an immersion in either lion-like or fox-
1ike behavior end activity (either an "ell or nothing" type
of action or supple and indirect action). This has the
effect of reducing leadership to a distributive movemant
moroly, understood in two modea, one being total commitment
to the kingdon of onds and the eventual and consequent
Justification of means by the ends; and the other one being
a similarly "total commitment" {or "totasl abandonment™) to
the kingdom of mean3 in which quuations of ends are swallowed
up in the preoccupation with means.

This overly distributive bias in the understanding of
leadership doprecistea the impingement of growth concerns
on leadernhip."I; tonds to be blind to the facts, which
often show an organic mating of distributive end growth con=
cerns in the same action or serios of aotionas--both by lead-
ors end followers. ’

I nouzht to take these latter rﬁcts‘ipto eccount in a
more complete theory while at the same time preaerving tho
Weberisn perception that people end events do re;oal in given
situations the intervention of the charismetic hero followed
by a subsequent routinization of that charisma. I therefore
posited & second movement in which growth concerns seem to
be substantial.. The motion begins with a strong emphasis

on reciprocity, or mutual intoraction and foodback. FHere
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‘sroubh concerns are in 8 state of dynemic balsnce with dig-

tributive constraints. To one side (i.e., leaning towasds

the boginning of the motion) the bolance is more in favor

-of growth. There is a dogreo of consclousnoss--and of action

1ssuing forth from that consclousnoss--concerning the inter-
action of growth and distribdutive imperotives in real situa=-
tions. The rosolution of the contradiction between the two
sets of imperotives i3 in favor of growth. To the other
sicde (1.0., looning towsrds the ending of the motlfon),
though thore is some consciousnoss of intoraction, the
resolution of tha contradiction tends to be in fovor of
distributive congiderations. I denominsto thoese two phases
of the movement, respoctively, tho constitutionol and the
managoriol,

I posit a link botweon these two cveroll movenents by
fitting the second in betwoon the two terms of the first
movement. So thot we chort the progression (or morphology)
of chango as follows: -

IA--Charisnatic intervention.

ITA--Emorgence of growth-orientod lecdorship which inte~
grotes growth ond distributive concerns in a "nice"
balence; such leedership neods to be portly charig~
motlc to one side and partly munagorial to the other;
in a word, the constitutionel leador.,

IIB--Emorgonce of monogerial loodoership which tries to
balance growth ond distributive forces as if they

wore “equsl;"™ to one side such loodership seoms

gt .

Y
Ut
Gt



O

ERIC

Aruitoxt provided by Eic:

236

growth-oriented but to tho other side--ond increasing-
ly over time--it becomes more and more bureaucratioc.

IB--The omorgence of leedership with a routinizing, con-
trol-conscious style, often called pejoratively, the
bureaucratic.

The second movement (IIA and IIB), therefore, if it takes
hold, cen expand tho intervsl between the charismatic interven=
tiorn (IA) and the onset of routinization (IB). It can deepen
and extend the growth-=experioence during that interval.

A further implication of this overall scheme is that
once the routinization phose i1s reached, and once it ossifies
into & stagnant condition, as 1t tonds to do, or degenorates
into srbitrary administration, there comes into being s sit=
uation that 1s once sgein rife for a charismatic interven-
tion==in which case tho cycle in one form or another will
be repested.

There ere observable factors that seom strongly to
effect whether or not the second movement will take hold
or note.

The first is the degree of structural ogsification and
stegnotion that has taken place in the routinization phase.
If intense, the rebellion sgainst it is also 11k61y to be
intense. The oxplosion, whon it comes, 1s likely to be
deeply cherismatic and the counter-opposition is elso likely
to be deoply reactive. The forces in the pmocial field are
likely to bs polorizod gnd entegonistic. Distributive con=

cerns become paramount. 7The soil is relatively barren for
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the successful intervention and application of growth leccdor-

ship. The consciousnecs of tho chaerismatic leadersnip is

overly cond’tioned by "true believership." It is caught up

*in cdefiance and (covert) emulation. It is insufficiently

oriented towards rebellion as the transformation of structures
snd the progressive embodiment of new values.

So that & second, dislectically related factor, in gddi-
tion to the dogree of structural stagnation, 1s the degree
to which one or the other of threo elemonts in rebellion
become psaramount in the behavior and consciousness of the
actors for change. If the pain of oppression, dlalectically
evoked (caused) by the arbitrariness snd stagnation of thke
social fiold, cuts vory doeply into the consciousness of the
opprossod without there being a correlative integratfive gnd
absorptive capacity in the rebel, the resulting rebellion
reachoes only as far as defiance, and tends to preclude a
motion towards tho generation of & new value that transcends
the situstion of domination-snd-reaction-to-comination in
the direction of a new structure.

The defisnce may become merely destructive, of self
and of society, end come to an end, eoxhausted of its energy,
purged ond empty. But--finding a lowering of resistance and
centinuing long enough, defiancs is deflected and re-chan-
neled. It becomss domosticated and reaches no farther than
omulation. The secrot longing to be like the oppressor, or
like what was sdmired in the oppressor (be it mastery, or

wielding of authority, or control of the systez), or to
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hsve what the oppressor is envied for heving (power, materisl
goods, upper-clgss manners, stetus)--this secret longing,
which was masked or overtorne in the earlier phsses of dufi-
ence, now "comes out,® and if it is allowed scope theore re=
sults the gradual aasimilation of the oppressed (or ot any
rete a certain number of the oppressed) into the preveiling
system.

Whot hes just been describod is a first possibility in
the dielectics of rebellion, one in which the element of de=
fiance 1is peramount. A second possibilitiy occurs whon the
social field is oppressive, cuts sharply and hershly into
the consciousness of the robel, but the rebel is or becomes
possessed of absorptive capacity tq integroto tho pain. He
or she grows through the experience, and zrows towards a
perception of tho structurel nature of the reletions of
domination. Though defiant, the reobel discovers the impulse
to s now value and envisions the potontiel for the trenscen=
dance of existing relations of dominoetion in the diroction
of new gtructures. This is a promising fiald for the inter=—
vention of a charismetic leadership, whieh though vital
enough, sbrupt enough, and harsh enough if need Qo, to bresch
the bristling but brittle walk of tho entrenched systen,
nevertheless may olso leed on to tho emergence of a moro
constitutional leodership in which the ground is laid for
new beginnings (new structures). This may occur either by
8 tempering of the charisma, and i1ts high levels of defisnce,

or b a transfer of leadership from persons with a charis-
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ﬁntically oriented character structure to persons with a
constitutionally oriented character structure.

A third ppssibility in the dislectics of rebellion
occurs when the asctors for chango in en oppressive socisl -
field do not feel its oppressiveness with compelling or
oveorriding force. The existing systom may be relastively
successful in "delivering the goods." Thercfore, what might
otherwise be'exporienced as intense deprivation may now be
seon {and treated) only ags relative maladjustmant to an
otherwise seeminj;ly ressonsble materisl order. This hes

beon a basic srgument in the writings of Herbert Marcuse.

Herbert Marcuse, One Dinoensionel Man: Studies in tho Ideolocy
of Advanced Industrial Socictv (2oston: Leacon rress, 1%504);

and rssay on Liberation (30ston: Beacon Fress, 1569).

The data in my study, especislly from Brunswick, tend to
support the argument. Rebellion is not deeply felt. TLefi~
ance in the agents for change is low, thouch it is not in-
substantial. Enulatlion, therofore, tends to be the pera=-
mount elemont in rebellion from the beginning. Better assin-
ilstion, botter adjustment to the existing system, becomes

@ basic objective. '

A fourth possibility occurs whan the social field 1is
not oppressive but it nevertheless recvesls defliciencies and,
in any case, may be percoivad as not as good as it might bo.
Defisnce, therefore, is agsin fairly low keyed. MNeither is
there impetus towards a new value--one that replaces oxisting

relations by others. Tho paramount impetus is emulation,
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the desire to excel in tho same direction in which things
ere slready going. Onoe might call this the ormulotion of
excellonce. It is tho desire to oxpand, to improve, and
expand again--developing a motion that goos from what is
slready percoived es good enough to something evon botter.

So far two factors have been identified as boaring on
whether or not the second movement (IXA and IIB) will take
hold or not in the morphology of change. They are the de=
gree of ossification in the socisl field, and tho dogree to
which one or other of throe olomonts gaina paramountcy in
the dialectics of rebellion.

A third factor was touchod upon sbove in the discussion
of tho socond of four possibilities that inhere in tho dia=
lectics of rebolliop. It concerns tho degree to which
chariemstic leadership can succeod in shifting from a charis-
matic to a constitutionnl mode--either by its own self-
transformation or by transferring powor to others with a
constitutional character-structure. 0f contral importance
boro is the degree to which the feodback factor (cf. dis-
cussion of thé second hypothesis above) is blonded in, .or
incorporated, or becomes on”integral part of tho leadership
style. Unless such bidnding in or integration occurs, the
charisma will remain at most one or two dimensionsal. The
wish for a moro tompored and flexible style of leadership may
be present in the charismatic leader; the vision of a strusc=
ture that embodies now relations may be strong in hia or her

political imagination; but the ability to aot on this may be
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lacking bocause thore is insufficicnt sensitivity to, or
insufficient consciousness of, or insufficient experience
in, dealing with the feecback factor. The tendency is to
rely on what hes worked, to losn too hosvily on familisr
distributivae patterns, and to foreclose on the possidbilities
of growth through practice. An swareness of fooedvyaclk, and &
will to move with 1it, would open up these possibilities.
However, it is necessary to regizter the caveat that th
renctive forces (or, that is, reactionaries) in the sociel
fiold~~thrown up by the defipnce of the charismatic inter-
vention=-may continue to be 30 intractable that a fcocdback~
orientod posture which includes a high degres of "listening"
to others, may prove abortive, snd in any event very risky.
In that event ono Probably must continue in the charismetic
mode, but at the profound risk of never reaching a constitu-
tional, growtn inspiring, mode of leadership. Thaat is, one
invites tho routinization of charisma.

mo offact those aomber observations, ons should look
eroln at the foedback factor. In aciition to & helightened
quolity of ilstening, it elso engenders a cleorer porccption,
to the agont for chnﬁze. of the roal rolations 4in the sociecl
field. Foedback~in-prectice yields true social knowledge of
frieniy, confused people, tomporizers, and eremies—-including
xnowledze of those types, or Guolities, in onoself. More
true, thet is, than any othor kind of knowledge. Thus the
feodback fector can lead on to a strategy that offectlvely

1s0lates enemies ond identifies friends, confused paopls,

201
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and temporizoers. Tho stratogy will bo one in which some
contradictions will be seen as noading strong distributive
action snd othors ns nesding modiation, consclousnoss rais~
ing snd patient efforts to transcond old dichotomies. Such
a etrategy {s a fourth important factor in the transition
from charismo to constitutionality, from en abrupt inter~
vention into an oppressive otructuro to the gonoration and
embodiront of now valuos.

Leadorship for educational chango is both more nnd loss_po~

2iticel than leadorshlp for chanre in the rovornmantal sphere.

Tt 13 less political in this senso: tho inneiate sim
of the astivity, being ecucational, is to gonerate growth
in whotevor mode it i3 bolioved that it can best be attainod.
{This study has ¢ifforontisted six such modos; cf. Che 3,
Part Two.) 1In ndditlen, the role of oducational loador,
whether toachor or ad-inistrator or board membor, insvitably’
confronts tho occupant with the challengo of growing versus
not growing. It is hardoer for educatior . londers not to be
affected by tho prevailing omphoais on growth, than it is
for politicians and governnmant administrators for whom dis=
tributive concerns are tho order of dny. This mey partly
explain why dofonses arainst growth, nmoﬁg schoél loadors
who find thomsolvos immoersed inoxtricably in distributive
imperatives, sre often so elgborato, so oubtle, 8o incor=
rigible. The daily challongo, ofton personal confrontation
with the demands of growth, borne in the face of a steady
habit of sdministrative finesse whioh seeks to handle all

AW
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" things distributively, may produce a towering need to build

Just suzh defonses.

Tho politics of govern-eatel ectivity, on the other
hend, is more cought up in fronkly distributive concerns.
Such octivity touches growth in the indirect sonse of sus-
taining and at times intervoning in the conditlons that in
turn help or hindor other sreecs of humen cconomic ond cul-
turel sctivity to occomplish their objectives., At a less
immodiotoly visible level, governmontel octivity does touch
on growth more diroctly. Public life--no motter Low aue
that 1ife moy bo ottenuatod or distorted in glvon regimes--
oxhibits concern for common interests and purposes thot go
beyond the edding up (or subtracting) of the suz of particu=
lor or privets interosts thot are presont in a commonueolth,
Thus public 1life i3 urndorstood as octivity--for tho citizen
0s woll os for tho offico holder--in which ‘he Guestion of
the fulfillment of human meoninz is directly involved,

For example, tho oxercise of ection-for=ckoice, or; as it
may o called, the self=occtuolizatlion of human froodoz, can
occur in ond through public 1life.

Hitherto IZn tho histery of the huwwen spacies, thias
dimonsion of pudblic 1ifo hes not had a very compoelling
prosonce; it hos boon overborne by tho rcalities end shacows
ol forces ond countorforces nceding distridbutive, often
rorrowly distributive, solutions. Thero lacked the time
or will or opportunity for the expansion of humen froodos

in the form of solf-actualization. The futurs oy hold

™o
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this in store for the human specios. When this occurs the
separation betwoen the world of government and citizen octiv-
1ty on the one hond and the world of oducation on tho othor
will be less severs. Evon 80, the kind of passion, snd the
kind of growth, oxhibitod in ond through humon oction in
things of the public, will remanin closor to the distributive
modol per so than to tho growth modol per so. The possibili-
ties for the common=growth, the growth of a colloctivity as
colloctivity, will with difficulty approach the possibilities

inherent in personsl growth. The two oro rolated but also

‘quite distinct.

Nor, by way of aftorthought, is it on orgumont that
the exceéptional man who gains public office, lot us soy in a
wsll-ordored public, may achieve tho possibilitios of growth
that olude the public, understood oa tho colloction of “avor-
ago mon."” Lot %the office of tho oxcoptionol msn be given
whotsoover extroordinary powers, 80 that ho ia liko a monarch
among men, noVertholosa-t;o imporatives inherent in his rola
as protoctor, mediotor, Jjudge, lawglver, guido ond hangmen,
of and for the people, condemn him to tho octivity of dis-
tributive politics and lesvo him little room for the growth
that conaists in self-octuolization, the cultivotion of his
body end his soul.

Having mado the orgumont thot ocducstionol loodorship
1a les3 politicsl, it is oqually necesgory to argus thot in
another sense it.ia more politicel than lesadorship in the

governuental sphere. It ia more politicel in the aense that
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growth, in and out of the claasroom, in and out of adminis~
trative offices, in and out of zchool committoo seasions, can
only take place i1f there is a fairly high degree of "natural™
and/or conaciousness=induced sonsitivity to the distributive
dimonaion in nll human activity. This means a senaitivity

to the intimate way in which distributive questiona, processes,
and demonds do nocessarily impinge on growth possibilitiea~-
end vice vorsa. This high dogree of sensitivity is itself &8
political perception.

The effective educstionnl leacer, therefore, has to de=-
velop s politicel censitivity concerning what does and does
not work distributively in the process of halping poople
grow. A losder encounters every day the richress, diversity,
complexity, contrarlety--and contrarineas--of people who,
whalavor else they may ba dding and houever they may under=
stand what thoy are doing, sre trying to grow. Distributive
choices by loaders can help or hinder this.

In oddition, part of growing, for people if the schoola~=
eapeciplly kids~=is "growing up" about authority;: that is,
finding & way that helpa thom integrate their acnse of then-
8olves in relation to distributive rules, Jjudgrments, and
commenda. Therefore, 6ducstional lesdership overy doy modols
8 cortain typo of integration of authérity patterns~-for
better or for worse.

Thus, in both an external sense (roles end relationships)
and in an internsl sonse (conveyed mcenings of authority)

educational leadership is profoundly political.
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» The growth of childrer_’n school deponds on tho erowth of

the sdults Iuvolved in ths sducational process--and vice

versa.

Thie study sncountered considorable mystification’on
this point. 1nore seoned s idosproad tondency {comnen to
very different programs) to think of educatica, v &t loaet
to telk about oducation, as if it meant soley ¥he growtn of
the child. Aims woere couchod in that lawguspo, and it
goeried 88 if tho edults asw thomselves aa people who were
"spozed" to tslk anc think os if only the child mattored.
The few demurrals ceme from “dyed-in-tho-wool" traditional-
i{sts, who asserted the clsim of tho psrents as being basic;
from womon teachars wﬁo were sbaorbing thormos from women's
liberation argumants nnd woro therefore beginning to esk
whother tho classroom and tho school should not be thought
of as s substantivo experience for them over and gbovo thoir
stereotypod role as serving the noods of tho kids; end from
those fow who were taking e diffcrentiated approach to odu-
cation and sow ‘tho practicsl implicantions of this approach

for sll adults in thoir varioua roles in the oducational

‘procoss.

But those derurrals aside, the provoiling emphasis of
the oducators (whothor thoy wero achievoment-orionted or
beliovors in the opcn concopt or in the froo concept of odu-
cation) was on "what can/must wo do for the childron." Con-
sequently the quoation of the needs of teachors snd acdminis=~

trators, board mombora. parenta {their naed to grow, too)
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was not thouzht of, -or wes added in as an sfterthought.

hort cowrses, in-service troining programs, «nd semi-
nors for adults in oducation aro encouraged and often strong-
ly pushod. But usually the reference is to enabling "the
troinee” to do for the child better. There is such a hoavy
doso of "benevolence" and "philgnthropy" in this posture
thot one 1s almost inclined to accuse the school system of
"bad faith."™ Becauso, inevitably and in renl-life terns,
education is an interactive process, in which all of the
participants nccessarily hove a personal stake. This is
truoe not only in ego-terms (though ego-triggered bvohsevior
is what frequontly "comes out" because of the thwarting of
tho whole person) but in terms of growth and self-sctualizs=
tion of the adult person in the Job. Vhen thas growth poten-
tiplities-in~the~job of tho adults in ecucation are oot
brought out consciously, are not fully end froely acknowl=
edgod, aro not felt, ca:red for and stimuleted in d'rect
ways, but are at the most only subsumed under the rhetorlc
of "doing the vory best we can for each and every child,"”
of "getting the meximum roturn of every dollar for the
benefit of the kids“--in the faco of these foilures and
under tho gun of these and similar sentimentslitios, oducs=-
tion bacomes a mystifying process. In such a process,
childron are serviced by trained pcople. r they sro smoth-
ered by teachors who are giving unstintingly large amounts
of unexmmined swrrogate "mother" love. Or both. 3ut chil-

dron do not encounter the growth-oxpanding experience of

gty
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interacting with sdults who are trying to grow in their
roles and as porsons.

A mora usoful and accurato focus for adult improvement
programa in education would be programs in which primary
attention 1s given to raising consciousnoss about the struc=
turos and processos of interactions that occur {or may occur)
in systams and sub-systems of educational activity; progranms
thot aim to onhanco consciousnoss that tho growth of the
child is understood to occur in a context of growth for all
who are involved. One csn state this even more radically:
that the aim of education is tho growth of overyono involved,
not the child first of all, or tho toachor first of all, or
the aduninistrator or the parent--but of everyone involved.
This, though it seems on tho foco of it less realistic, is
probably moro in koeping with tho facts.

wWhere children don't or con't grow, neither can tho
adults who are involved. And vico verss. Whero teachers
and other involved sdults sre growing, s> aro tho children,
And vice verss. If theso aro the fects, and we make the
eppropriate inferencos, wo may be on the verga of a new way
of looking st oducetion. ’

In the programs studied the practice was o}tcn better
(ess myatifying) than tho rhetoric. Evon so, and ovon in
the better prograns, the mystification tendod to slow down
the process of growth.

5. School edninistration is overwholmingly important to the

su.coss and failure of schools.

oo
o
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This is not 8s such an argumont for crash programs to
bring a "new word" to administrators--for the vory govod rea=~
son that school administrators are, to a greator or loss de-
groe it 1s true, but nevertholess to some considerable degree
are saeverely conditloned by the social onvironment within
which they have to exist. Ths pressures aro multiferious
and heavy, coming from within and without the school systet.
The nocinl aystem is either so belksnized and in a state of
polarization and conflict, or it 1s so dominatod by ststus
guo ideology, that school asdministrations sre relatively
helplecs in proserving, much leas cresting, spasco for growth
in tho schools. The tendency, therefore, is slmost irresise
tible to treat problems in a merely distributive m=anner; <o
8ink into the handling, and enjoyment, of pouer (simply be-
couse it's there and provides somo cgo sstisfaction in the
face of inciplent and somotimes seemingly constant cxeapera=
tion), end to dovelop an ethos of "acministrative finesse."

On the other hand, the goneral theais cited sbove is
howover an argument for a strategy of chanzo which airms at
8 declalve breach in the continuity of o school admintstra-
tion. An across the boord chsnge in personnel, though
usunlly necessary for succesa, 13 not ony more importan
than an effort to desl o hard blow at tho prevsiling acmin-
istrative ethos. Removing odministrators, sac climinating
the old ethoa, must usually go hand in hand.

If such atrategy is followed up with a dotermined

effort to bring in and dovolop &n adzinistrative spproach

%)
o
<
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anchored in a growth-oriented distributive politics and
with appointments of people who as a new team roflect this
spproach--then the opportunity for a real change in the
schools is substantislly enhanced.

School administrators are not the only key, out thoy
ere a crucislly important key to aubstantive change. Herolo
offorts by individual teachers, or by clusters of teachers,
or even by whole scgments of a echool syatom, to introduce
change-for=growth--such heroic efforts, if unacconpanied
by thorough change in sdministrators and sdministrative
ethoa, are foredoomed. There may be six months, a year,
two yesrs of newness end seemlng progross, but the rollback
ia ineviteble. V¥hat comes from tho top down, consciously
end unconsciously (snd it is tha latter, unintoended, pres<
sures that are atrongest nnd most lethal), remolds the now
into the shape of the old, or into the shape of somcthing
worse than the old. Instead of a school for growth, it be=
comes 8 school for cynicism and the inbred pathos of human
failure. .

Further conclusions may be drawn from the data snd the
snalyses of the data, and may be briefly stated here.

For example, it is cloar that the role of beliefs, or
values, in movements for change is important, but it slso
sooms clear that they ore not ao central as humanists think,
nor so peripheral ea rigid Marxiste imply. On the other
hand, values which heve had s chonce to grow in practice

and to some degree havo become embodied in the structure of
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relotionshins, values in this sense have compolling “material®™
forco. For onothor oxample, ono con prodsbly aim higher in

o vonture that 1s "outside the system' then in s program cre-

" pted within an ©xisting snd ostoblished institution. lLever-

theless, differences in the process of effectuating, or en-
bodyinz, change are not as great os might have boon expected.
One does not oscape "politics" by moving outside the systen,
nor tho problems of compromiso, nor the nocd for strotegy,
nor the nood to fosSer consciousness as distinct from only
opplying it, nor the many and st timos vividly expressed
contradictions that divide people from eoch other and from
themsolves. The dimlectics of robellion ere 8s applicsdle
to ventures outsido as to those inside tho system. Perheps
o moro crootive dovelopmont of that dlslectic 2s poccible in
the former then in the lotter, but that is hard tc Judge or
to meosure. It has much to do with the hoight of the oin,
the gmenorol socisl environment, end tho consciousness=~-and
capacity for expansion of consclousnoss--c¢f the participants.
And, a lost oxample, it was tho prodblen of authority ond
of anti-authority, and the related psssion for frcodom, which
seemod most to arouso the will to rebel in the minds and
hoorts of people in all four programs studied. Who controls,
how is control exercised, what does control mean, how ou ht
power to be concentreted or shsred and under whot guidelirnes,
who ia doing what to whom, those and many similar Guestions
ascomod to be experlenced and porcoived as Gbsolutely criti-

cal to the possibilities for growth, It slso proved to be

271
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the touchiest ond thorniest problem for the leeders of pro=

groms once the progrems wero launched. It wes a point of con-

" £lict betwoon leoders ond participaniy in sll of the progroms

studied. But often os not the conflict wont underground,
became subterroneen, somothing more felt than telked sbout.
Other problems would come to the fore end would crowd this

one out~-problems such os educetionel performance; profeasion=
al status; working conditions in the limited sense of achiev-
ing fair ond officiuat time ond spnce arrongemionts; opportun-
itios for advencement; careor counselling; casuring broed
participation (on the ordor of "let's get everybody involved");
scheduling; salery odjustments; oqual shering of the work load;
and so on and so forth. One mey os reedily sey, novertheless,
that the coming to the foro of these concerns was a roflex
sction on the pert of leocdor-as-administrator cecking to de-
flect ottention from power reslities (his or her power), as

to say that the participoents were really more concerned with
these other mottera. Their opperently greoter concern mey
well have been a function of o reelistic assessmont on their
port of the riolitica of the power reletions thet were build-
ing up, matched by an unwillingnoss to oncounter it. That
this tonded to happen much loss in Collins Brook School and
Frecport Elementary and much more in Brunswick ond in Upward
Bound is anothar way of seying that tho first two programs
were more thoroughgoing in thoir will to dosign situotions

in which human beings can and must act-for=-growth through’

free social--that ias, structural--intersction and exchoenge.

SV 3B
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Appendix A

A questionnaire entitled "your Concept of Chenge™ was
givon to 110 people who had esrlier been interviewed. Tae
questionnsire is reproduced in this appendix,

I and my assistants in tho project tried first to gcore
the returns on the basis of meny categories implicitly or
explicity contained in the thirteen sets of opposing view=
points comprising the questionnaire--such es "favors ; ;pid
chenge,” “"believes in strong lecdorship," "is orisnted
towards the inner person," "considors structural alteratioa
the eritical comporoat," "i{s in s state of self~-percalived
conflict with the practice of the progran,™ gnd so forth.

Wo wore plenaing on that basis to darive a numbor of pro-
files, spply these to the resporndents in each project, and
660 whother the profiles confirmed or dlsconlirmed coﬁclu-
sions orrived at, concerning these projects, that ware

based on the dats galned through interviewing, ovservation,
resding documents, ete. To a degres we did thaet, but in-
stead of scoring questilonnaires gll togetner end acrozs the
board, and thus in some fashion quantitatively, wo read each
individual questionnsire seperatoly end as a Whole gnd tried
to relato it to the person~in-action as we Jmow stous hix or
her from the other deta, This sesmad more 8rpropritte and
more effective in torms of yiold, because of the complexizy
and multiferious nuances in the quostionneire, and becsuse

the respondsnts tended to write substantial comzentaries of

et .
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QUESTICNNAIRE: YQOUR CONCEPT OF CHAKGE

7o the students, tes-™nrs, psrents, school pcninistraters,

school bosrd membors ond other: who hsve participeted by

mesns of interviews in this rescarch profects

I sm saking you to {~2low up on the interview we hsve
hsd by filling out this questionnsire and returning it to me

in the sslf-pddressed end staafped envelope by Moy 1, 1973.

The questionnaire has grown out of the more than 120
interviews I have hed cduring the psst year. You will there~
fore Tesdily recognize msny of the things we've tollked obout.

I believs You will find this to be different from
sny Questionnaire you've taken. I also belleve that tecause
4t has the input of such s lerge number end veriety &7 -
people thet ;o will find Lt to be & challenging snd rewsrd-
ing experience.

A preliminery version of thia questionnaire was
given earlier to fourteen peopls. They 1iked it end gave
me velusrble criticism end feedbscke. I then revised it and
drew on scdditionsl knowlsdge sccumulating from the ongoing
interviews.

A word of aprrocistion.

I doubt if I could find worcds to describa the deop
sense of satisfsstion end apprecistion I feel for the dapth -
snd vitallly of your cuatribution to this research projecte
{ bave the fesling that it "belonga™ an.much to you g8 %o
ms. I and woen & book comes out on tnis, 1z will be dedi-

astad to youl



O

ERIC

Aruitoxt provided by Eic:

. 258

{Flecse answe: tnls first--after you’ve Lad & chance
to scan the guestionnalre,)

Undor ftems 3 ond § in each of the parts of the
questionnaire below, tho program I!zm raferring to is:
{seo Note directly below)

Jordsn Acres

Bowdoin Upward Bound
Collins Ercck School
Soule School

1

Other (please specify

Note: For meny of you tho cholce of which proarem to epecifly
is fairly clesr--you sre now, or were, a teacker or a stu-
dent or an adrninistrator or a parent, or & Board menter
concernod about, or an interested otserver or &n advisor
of, one of the four progroms listed.

But for othors of you, a different identification ray
be more eppropriate. It may be & prograen we've talked gbourt
in the interview. For sxanmple, it may be the micdle school:
or a pregram at the high school; or tne Longfellow Spelling
Progrsm; or the Freeport Resding Progrsm; or the elc-eatsry
system in Froeport or Erunswick; or the scnool sys- .z s3 e
whole in Freeport or Brunswick; or one's own self~contsined
clsasros; otc. - In that case chock “Other" and specily.

Ther6 may be some cases in which you could specis
one of the first four, a../or snotaer entity as wsll., 1In

thoet oas: specify both, or either oze, as you prafer.

e~y
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€ ¥. A Swift Vorsus e Gracduel An:roa;&

A. First Volice

"If one 1s going to instituto asomething new, it is
the better part of wisdom to do it aw! iftly. MNow I con't
mosn in 8 haaty faeshion, buZ once dezidsd on & course of
sction you should try to » s owards the tsrge: &s directly
and effeotively ss possible. 1If you don't, then your pro-
grax will be whittled downs; you{ energy will be sappod; the
program will be subjected to one compromise aftar another,
one little erosion . ter another. Youfll wind up with some~
thing that hes s new rnsme perhaps, but not much alss."

B. Second Voice

"It is important to do things graduslly, to avoid
impatience, to bend with the wind whers recessory, toc he pra-
psred to be flexible, snd to work steadily with people and
situstions a0 that you carry as nany people slong with you
for s long as possidle. And if you don't get averything
Jou set out to sccomplish-=-well, you have to realizs that
chenge 1s & long process,”

1. I foel thet nmy own viows are

8. ____Very close to the first voice.

b, Moderately close to the first voice.

Ce___ __ VYery close to the sscond voice.

d.______ Yoderately close to ths second voice.

.. Difrerent from both voic.s bacsuse I feo. “ora
botween them.

Lo Tifferent from both volces because I prelexr

the following slternative volces

- 279
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2. I feol that in &y actusl practice I km closer to
a. The first voice.
b. The second voice.

Ce ¥y alternstive voice.
s

d. None of these, and I mean by that:

3. I percelive that the overall views of “he progrsa of

change which I fdontified in the introduction are

closer to

a._____ 1lst volce.

b.___ 2ad voice.

Se___ My alternste woice.

d.______ Yone of these, and I mesxn by that:

L. I perceive that the overall practice of the prograz
of change 1denzified in the introduction 1s clcser to

a. lst voice.

O
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- 18 . 2nd voice.
Ce My alternative voice.

Ge None of these snd I mean by thst:

part Ii. Strong Versus Moderste Plsnning

A. Pirst Volce

"To put chenges into effect, you need good plans
end strstegies. This doosn’t mesn that you sre going to
cross every t snd dot evory i beforchand, but it doos mesn
thet you must develop plans in somo cetall, know where you
sre going, and know approximately what you will do in the
face of pressurgs, or unexpocted contingencies.

"A11 this talk asgainst plenning things in sdvance
sometimes sooms to me to ba tho complaining of rom:natics or
the lazy or both=-poople who seen to have & block »cainst
getting into the 'messy details' of s work situsti.n. Con-
garn for doing your Job woll moons thet you do undorstand
that the detalls are cruciel; that you do understand that
the very complexity of details measns that they should be
{dont .fied &3 4 - srly as possible beforchond; snd thst you
dc re;ognize . na n3:d for a strong commitment to follow the
patbeTil TaubEs vorked out. Of oouree you cannot do without
L skbuse UYalTilivy, Bat that's @ lot different than

*Pplayi.g it by earc:®
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B. Second Volce

"Trare i1s probably no wsy &n wnlch you csn sntici-
pate sll the contingencles snd nusncos of putting scmetiaing
into prectice. In that senso plsnning, working out asguen-~
tially rational stops in sdvanco, snd trying to calculato
tho dosirable course of events that 8 program should follcw=~
811 of this becomos self-~defesting. You ere bound to gat
coma~uppancos time snd szain from tho tunexpocted!--snd then
your timing snd sensa of mecmontum and your own crestivo
attitude 1s thrown off ceanter. It is good, however, to do
some pre-plseaning; identifly clesrly your direction snd gri-
arities; do some general designing of tho prezrsm; bdulld
in ss much as possible e szelf-ronitoring systen that you can
follow; even meko rough sketchos of detalled application,
maybe mcre than one if you have time, in order to give you
s sensoe of what to expect in practice. ZFut teyond that,
te wary of getting into all this planning. Learn slso %o
rely on your own seasonod gbility to work in new situaticnma, ®
L—Tnore follows in the sctual quodtionaire the same Ques—

tions ss for Part I above; similsriy, for Parts IIY to RIXIX

below._7

III. On Trudlitionsl Practicos:“Don't Temoer Lichtle™ Versus

*3e8 Roa:dy To Tirow Thom Qut.”

A, Pirst Volce

——

“Change, whatever it 1s, cauznot, must not, fly in

tre faca of the lassons of the past. Thic Chasn't mesn &
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slevish sttitude towsrds what went on before but it cves mean
a decent respect for what has already been tried.

"I don't want to be pressured into doing gomething
new just because its new. New-ness snd glmmickry are near
brothers thess dsys. I need to work out & clear rationale
so thet the chenges that are brought in do respect past
treditions here=-in this place where the chenges are being
tried. We who initiste changes must reslize fully that
practices deriving from the psat--and now to be abandoned-=
had their rationsle, too. And maybe they still do-— -becsauso
the probless those prackitss were invented to deal with,
haven't necessarily gone sway.

"True enough, the situytion today is different, sad
there i8 » mix of old end new problems. Still, it seems to
me that the innovations should be good enough to meet tha
situation better than what We've been doing=-not just as
well 8s, but better. Otherwise, why change?"

B. Second Yoice

"Sure, the psst has its uses, and past practices
obvioualy had their rationu.e-=-gnd very likely still do to
e degree. But there'z 81 owful lot of inertis contained in
past practice--ass presently practiced! So that even good
things invented in the pest sre no longer done in s fresh
way, but have become 8 matter of rote.

*Wwnat frustrastes me, and seems unfsir, is that the
burden of yroof is slweys 80 ruch and sc hoavily on a new

practice. Why shoulda't ths burden of proof rest oquaily

QD
o
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¢ ostablished practice? Itd resdily se-tle for that. It
would zive chanpe a chance.

"I disagree thst s prcposed change hes to prove thas
it csn handle problems better than an existing practize. If
it can do just a3 well, then that's 8 plus; somothing fresh
has been injected into an irertial situation.

“Then there's the matter of attlitude sad disposition.
To hang on to the old, or merely to modify the old because
it seerns good enoush-~this breeds, snd is fod by, the PSy™
chology of faar, of timidity, of narrowness.

"Tno past 3o easily beccmes 8 tyrant. ZIvexn heroes
end greatness in the past become tyrannical i tﬁey sre
served up fn 8 manner to suggest that We now can't do it
betler or be ag grest.

"So don't sanctify the past--zive the new a figh%-
ing chance. Csrve out a8 big enough space out of the oléd so

that the rnew can grow."

IV. Srould Renhsvioral Modification or Reachins the Inner

Person Ba the Centresl Aim?

A, First vsice

"It's very hard to understand snother person, to
g6t 'inside' Khis or her skull so ¢c Speak. And there's a
very real point to La msde gbout respecting privacy.

"Tals by way of saying that {t's better to provide
for the intoractlon of people with cther poopls in teras of

their behavior, with waast they do end 8&y in s variety of
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sltuations. Of course it's importent to provide for that
variety where it doesn't oxist.
"I belileve that you help people change by seeking

modifications in behsvior. It i1s unwise and inefficlent-~-

"and this is certainly true for schools~~to probe for insight

sbout the aupposed underlying *causes® for glven sets of
behavior *inside* the person. Waen a person has learned

to do sometaing in & new way; when a porson lesrns to talk
and write in a clearer end fresher langusg®; when 8 person
rescts to peop’.» and sltuations more directly because he or
she's ‘'caught on' to how that can be done~-then he or she iz
chenging, behaves more effectively.

"It is very possible that he or she then also devel=
ops out of this a better sense of self, and a better sell=
sustpining abllity to relate to others. Tnis is a good 21:
product of the olfort to bring about change; it should be
very much a8 pert of the concern of the educator; but it
should rn" become the central sim."

B. Second Voice

"Jell I must say this is s tough issue. But it
strikes me that if self-dotermination of the person is a
ma jor priority, then relisnce on bohavic .. modification
to 'get there from here! 18 not very plausible--=however
tempting and simple it seems. For the result in kids and
grown=~ups alike is more on the order of 'I like me because
I can do so and sol' rather than 'I like me; and (there-

fore) I can do so and go.!
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"Change progrsms ought to bo very concerned with the
inanor wealher of tie porson, and should develop sttitudes
and approachas that can lead to a greater awareness and
sense of self, Cne necdn't Llunder into these things;
thero are ways now ol helping the person to deal more di=
ractly with the typicsl fears pnd psychfc blocks that wn=
dernine self-ncceptance and self-development.

"Tris raguires soms basic changes in the wsual wey
in which rowadays slassrooms are orzenized, snd in whish
toaclers rolate 1o wids end vies versa~-chsnges along the
lines of more cpenvrass, more amphosis on cresating trusse,
more empnasls on relating to the whsle person evan when
dealing with @ particular skill or lesson, snd o on.
Moldifylisg behsvior, ss suchk, doos not &0t you there .ory
easlly. 1Indeed vne can lesrn, 'catch on to,' new tehsviors
with facility snd yet never really expertence a loosening
of the grip of those deep-scatod fears or thoss rantlfold
psychic blocks that will drag you down in the end. Schoola
have got to desl with that in & fsr more direct way than
herotofore. If they don't, people will not be strong ecrouga
to counter the pressure towards conformity, no matis: how

mpressive change programs ore in evory other wWay.

"This doos not preclude concern with behkavior zs a.
nesa334ary complement to concern with the innor person. Soth
are Important. But there must be g clear oxphasis on the

latter.”

238
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Art V, of the Moart And Of the Mind

A, Pirst Voice

First Voice
"To put firat and foromost tho excitement, and the

heady freodom, of wide-ranging idoas 1s & protty prosump-
tuous thing to do to kids--unless you have also onabled
them to integrate these abstract 'head trips' emotionally
and culturally as thoy go slong.

nTo introduce accurate 1deass about Mao'sc ““ina may
seem an oxciting snd responsible thing to do in s ¢lassroom
(Yghpll not tho truth mske you free?! cores to mind in de-~
fense of this). But suppose it puts p ki~ in » state of
deep conflict With what his parents devoutly beliove? This
18 not nocessarily an srgunont not to ¢<!1 tha truth about
Mao's China. But it i5 n cavest dirocte . 4t those who say
the school is first and foremost a place of ic¢ess and con-
cepts (rationsal understandings snd skills) and who often v
add 1let's keep tho emotional factors, or the “irrsticnsl™
beliers snd fears of parents, out of it as much a8 possible.’
"Let's £o further with this oxample of'Mao's Ching.!
What probably happens is, the kid tunes out 'Mao's China.!
Itt's too much weight to carry. So he gets lower gradoa,
And he doesn't go to college. Let's r£ill it in some more.
His parents ere working class or poor. They are not the
woalthy educated in whose homes !Msots Ching,' thougii still
perceived 85 a4 poworful gntagonist, 1s no immodiato threat
for g variety of reasons. Many of those reasons have to do
with the formation of a highly verbal gloss on the world,
and a ready-made familiarity with having ideas, appropriate

237
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for example, which relates how things done differently in
different societiss may have a common Tationsle. That sors
of thing, or help youngsters move through mzthomatics in a
variety of ways, Help them to spproach and do conceptusliz~
ing in a3 netursl » way ap possible, Encoursge theam in
these and similap ways to strengthen gnd expand their minds,
Have classrooms that literslly buzz with idess. Expose thenm
to & variety of things to do and gee, Learn freely about
the world,

"Traditional education, for ell its stross on intel-
lactuasl achievement gng measurable excollence, nas tonded to
be myopic on the Guestion of the open quest for lnowledge==
too content with established curriculs, too content with
1deas always s generstion old, not glert to tha changing
world snd the fact that as that worla - BNEes, our percep~
tlons of ourselves gnd our past chenges too.

"0n the other hend some 'newort concepts seem %o
abandon intellectual concern, and down-peddle the quest for
accursa%e ideas in favor of 8n emotioral approach to learn-
ing. 7This may be stufr for group therapy or.religfous go-
tivity, but schools can only degenerats into intellectusl
barbarism under the impact of such concoepts in practice,

"So that I'm an advooste of the old (but foresver
new) notion %hat schocl 1s ¢ place where Fou learn to thirk
and develop your mind,®

. - 239
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Part VI. Primery Concern for Structure snd Focus Vorsus Primnry

Concern for Vaurfety of COprortunity gnd "Letting Do."

A. First Voice

“I'm not for tradltfonel structuring; and I am for
opening things up s lot. 3ut there s ¢ way of doing thir
which can leave the child without moorings, and witnout a
sense of direction. Yet %this 1s often done in cosnge pro-
grams in the rname of giving the kid cholces snd helping
hinm meke decisions. Frequently this mey mesn rot Fusning
the child very much at sl1, 8llowing him all kinds of spsce
end time to 'mske up his mind.® Freguently, as well, tnis
A8y mean exposing the child to » zrea: veriety of thningzs
to do ard becoms Interested inm, but without very much gulde-
ence as to what is more important in s genersl serse--ond
88 to what is more important for that child row, both in
terms of his interests now end his long~range neods.

"I believe that o tescher has a responsibility:
one, to help a kid move in directions that meet his long~
ronge needs; two, to help him focus nocw on the more {=por-
tant rather than tho less important, no matter how 'inter-~
e3ting! the latter may saem to be; and three, once chclces
érs made, tc help Lim pursue a fubject or topic troroushly.

"otherwlse, we are gombling with the life-csreer of
& child, ard we become wasteful of the tine, energy, snd
money of a 15: of people.®
B, Second Voice

"It's axszing how oasily we get trapped inso zriing

LY
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the same old mistakes. We say we want the seif-davelopment
of the lesrner. And then we come in with our own parentsl
end tescherish bisses to point the learner here or there, or
suggest that he might find gold there, ',..and hey come a=
long, I'11 teke you to the goldl See! Isn't it excitingl!

“"There's pPleusibility in this of course, sand some
can hsndle it--taschera snd learners. ’But the dsnger 1s
Profound=-that we blunt the very power of self-discovery
whose beauty ond sutonomy end strength we say we put st the
Tory hosrt of our enterprize! It's safer and batter to ex-
pose ths lesrner t- s whole koleidoscops of stimuli: a vari=-
ety of i1des3, e verlety of methods and techniques ({tradition-
al ss well ea new-fangled onesl), a variety of situstions--
some to ubserve, some to experience for him or herself.

“If this expoaure is tc be bonsa fide, the tescher
hss got to back off from gll sorts of impulses stemming from
the deeply nurtured disposition to intervene ip snother per=
son's 1ife for thet person's good.

"With thst clearly undsrstood and felt, the teacher
@may then--snd only then--'help! the lesrner-in 8ny number
of weys: to support cholces, to reflect sympathetically baok
to the lenfner conflicts thet arice in the learner; %o ex-
pand wich sdditionel knowledze pointa of knowledge slready
begun in the lesrner (though here sgsin watch outl) and go
forth. .

. "The bost inowiedge svailable for tascher end stu~-

dent 1s this: that growth in lesraing is socomplished by

. . 291
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the learner, not invented and engendered by the teszher.
And 1f thet mesns zoing in much rors zigzaggier ways thsn
is thought sppropriate by the defenders of 'focusl! well,
that's o. k.!

"I'm not sgainst focus, but I wan$ it to ezerge ss
the child grows, and rot be somathing the child has had de-
fined for him by somebody slse.”

VII. Primery Concern to "Reach Uzward" Vorsus Pri=ary Con-

cern to Leal with “Now."

A. Pirst Voice

“"Thore!s no doubt that 11fe is a matter of move=ent,
snd the subjective experilence of human beings 1s very nmuch
oriented towards doing things better than belfore, or a% &eny
Tete moving from one point or lovel of 1life to snother whkich
is soen (in advence) as something good to strive for.

"School is part of life (thunderous clichsl but noz
less true for thst reason) snd is thus orgenized, on s con-
tinuum shoell we say?, from lower, simpler, or younzer levels
(take your pick), to higher, more complex, older levsls.
And gchool obviously points beyond itself to further train-
ing or directly to jobs and careers in which glso thera 1s
this movenent from ‘here! to ‘there.' So that kids/pecplo
ére in a state of taking steps.

"tnlacs ons &s toacher or pasrent or acministrator,
or anyoie connectad to education=-unless one sses the xid
63 involved in s wkole process of Aoving frox kincdergsrieca

orvards, gnd of moving from where one is tosching Bim %o

0
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whers he's going next, one reslly hesn't grasped his or her
ne;dl. When put {n this context it mey be ssen how cruciagl
it 1s to help the kid tuke the next step--to prepare him
for that,

“You don't have to be an anxious, clucking, hover=-
ing personage, bedgering the kids with velled, end not so
7eiled, threats thst unless he performs ‘'he don't make {tt
to the next step or grade or whitever. I'm not talking sbout
such gaucherie. But the tescher and the school 1s responsi-
ble to sssist the child in pecoming more fully sware of where
be or ghs i1s going snd of the challenge of moving onward.
This I firmly believe,.”

B. St:ond Voice

"¥hat 1; the difference betweon the felt need to
schieve end gnxiety? 1In resl 14fe torms now, not in some
airy fsiry theory that csn slweys draw neat distinctions be=-
tween thingsi Maybe anxiety is a good thing, &s some people
hold, because 1t 1s & strong goad. But to what end? To take
the next step asnd to etrive ever onward, comes the snswer,

"But fsn't that sn endless end, not unlike the eter-
nel tresdnill--off of which Jou do fell evontuslly? Even if
the treadmill apirsls, whet'e that? and at what cost is thias
endless end pursued, the cost in “he destruction of the poer=

fon, the co3t in tho erosion of his or her sense c¢f self as

8 living, solf-woving being? The feeling or hsving to move

on, having to do this now in order to get to the next point,
is a1 anxious feeling usually. People do perform under

L
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those circumstances and in such an atmosphere, but so often
they turn into consumers of life, no time to pause a8nd savaer
1t, to feel it if you will, {s it goes coursing by.

"So that if educaotion is to help persons zgrow, instesd
of halping robots to succeed, then you've got to turn it
around. You have to as#~-tirs: of yourself--what are ycu
putting first? Are you sugsr-costing ths irrepressible
tachievement syndrome! with words snd appsrent techniques
of personsl growth, but actually in your daily wock you
give off all kinds of messsges on the orier of 'let's do

4tbis now 20 that your!ll de able to do that latérT'

"Now, I can’'t conceive of tha%t concern being asbsent
in the teaching/lesrning process. It should be there. But

A if 4t's the preponderent concern (let's say Lvg and upl)
then you £re tseaching for achievement and no. .. :esssrily
(probebly not at all) for growth of the person. And if the
achievement/performsnce syadrome is locked into a kid at an
early age then it is progressively more and more difficult
at any later time to unlock thst--or to unlock the sati-
schievement syndrome of kids who were turned off at an sarly
8ge to any learning at all becauss of traumas with schieve=-
ment-dominagted situstions.

“"So I mske s ples, an srgument, for kelping the
child move with a certsin amount of raythim in the present
experience--kelping him or her to savor the life of the pros-
ent, having bim_or her heip you do the same, In our tesching

we should be creating and sustaining an atmosphere in which

294
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rledly byt with deep oxcitement=wsng L0 tske the risks that
80 With thet, such as wosting tlue, sustaining the anxious
Pressures of Perents gnd 8uperiorsg thgt Johnny isn't, op
might not be, reading ryp ¢o his level, ! otc., etc,"

VIII., New Bottles or 0lde?

A. Pirst votce

flow chartg; op idontiticntion of roles and responsibilitien.
I mean to include #lso0, beyond that, whsat those studying
British Politicsl institutiong for excmple call the 'unwrig-
tan constitution, Another term might be rthe mold of prao~
tice,' Th,t is, thoy things gre done eround here and who
does them and When.! <This 44 structure too~-g gubtie undeaxy=
eurrent to the caaual obserye:- but, 1n most casds, g power=
ful tids to those sctually within the Structure, more real
oven than the more overt mhniteatntiona ol structure pre-
ferred to esrlier, 1In most csses People within the stryg-
turo are uWlaware this powerful tide, which 1ncreasea, of
Sourse, it power,

"0ftentimeg ® perason in achool or in any instity-
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tion for that matter can be doing nothing thet 13 not in
accord with the overt structure and sppsrent methods of ope
eration snd yet be tagged as snti-establishment--because in
meny telltsle ways it becomes evident that he or she does
no% fit the prevailing *mold of practice.!

"Tast's reelity. One’s efforts to'change thinzs,
if they're going to be effective at all, will moet the re-
sistance of thoe 'mold of practice.! Unless you somehow
succeed in changing the mold of practice, the chanzes you
do sccomplisn are ephemersl. &5 it'a extrermely frustrat-
ing. Movemont is glacisl. You can got hurt quite badly,
and often before you know it. '

"So the point of all this is to build new slterns-
tive structures, not to fiddle around with old ones. This
doesn*t necessarily mesn 'giving up on the system;' it does
mesn trylng to show the system something better,” .

B. Second Voice

"Impstience is almost an occupational disesss gmong
people concoerned sbout change, It clouds the perception
that things are moving, more than you think. You =y grips
sbout the inertls of institutions--but have you clarifled
your hesd, hsve you purged your gut of the self=-pitying
whina and the 'who, me? I'm %uo weaklr syndrome? Have you
patiently éar§halled your resources asnd gons gbout the ordi~-
nery and ornery business of cranging institutions from within?

"It tokes commitment of time end energy to outlsst

the drones, to mollify or sidestep the ingrained, to resssuce

- . gt
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end encoursge the feerful, snd to sort out your seeming from
your real enemies, Tt tekes @ sober awareness of the realie
ties of power, especislly of your own; snd it takos a willing=-

ness to use power in gs timoly and non-threatening a mannsr

‘a8 possible, with this you msy even sccomplish a minor pavo=

pPart

lution-~but in 8Ny case you will have affeoted in some way
the lives of People over the long hsul, and not frittsred
your energies swsy in pure end noble sdventures,
PStructuras chenge slowly--that is- true. But do
they change any fast.> because You write them offf And
don*t they stay the samo portly because Jou ars not Lthere2®

IX. Primsry Emphasis on individuel Chanze versus Primary

Fnphaesis on Struetursl Change

A, Pirst voice .
“The 8nslysis of what etrusture means was given ebovo
(#VIII) by the first voice, snd I agree with thet. If any-
thing, I'd emphasize even more strongly the power which is
exorcised in institutions by the prevaeiling 'mold or prac-
tice,?
"This supgests to me that individuels as individu-
818 are basically helpless in trying to bring sbout change,
They may be really sble and strong and resourceful and
patient gnd even politicelly insighérul and prudent, but
the sheer weight of the institution is againat them, Tueip
innovations remain insuleted from the rest of the aysten,
Or, thoy may go beyond that to become cdopted in gome form

by the syatem, But such partial successes become no more

29y
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than plecemesl chunges that readily it in with tha pre-
vailing mold of practice end moke 1t look Setter and oven
feel better for awhile.

"I believe in the concept of tcritical msss.' Je-
fore new ideas can really work in practice, there has to
be developad s substantigl structursl sﬁpport for them,
This applies as much to inrovational efforts outside the
system as to those within the systenm,

"For those outsde the system it means fecing up
to the sometimes unpnlateble truth that change in s desired
direction iz not a metter of letting individusls tdo thelr
own thing!=--but taat structural form snd focus is necessary
(and inevitadle in any casel),

"For those within the system it means & conscious~
ness snd s will to struggle for and develop significsant
sub=structures, snd once they are creatsd, to have the sexnze
to see that the continued eutonormy of such sub~structures
1¢ e primary pre-condition for the success of the innova-
tional program,

"Of course, it would be even finer to be able to
get enough support to gain the levers of power in the fnsti-~
tution as s whole and start initiating the changes that
would transform the structure. But thst's very hard to do,
And besides you court the danger of ttop-down-1sm' and
counter-rebellion.

"In any caso--the quostion of structure 1s funda~

montal,”

: I3
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B. Second Voice

"One can put &oo much emphasis on structures, 1In-
stitutions ere mede up of individuals, It 1s their hopes
ond fears ang energles gnd enthusiosms thet mexe the qif-
ference, They can be touched, influenced, motivatod., Even
8 fow in gn institution c¢an, by the 6xample of their indi-
vidual sctions; read the word to many others; and thus,

gradually to be sure, importent and fer-reaching cheangos

tske place in the antire inatitution, including ip every
vey its structures.

"Much can be done by percoptive and timely lsader-
ship. Sach leadership cen give scope and support to inno-
vative teachors, without ralsing barriers op creating invide-
Sous distinctions, and thus help along the process of chenge,

"An smphgsis on structural change tends to polarize
things pnd people. It ¢aslly threatens the always frogile
8tability or institutions, It over-dramatizeg change;
whereas changs ahould always be msdeo to geom ag being in
4 line of progresgsive continuity with present ptactics,

"So that change programs should emphagize the indi-
vidual, hig talents, Teéspansibiliting gng opportunities,

Then systema will inevitebly change, too."

X. Primery Emphagis on Scholarly Excellance Versus Primary

Enchasis on Community Conaciousness,

Ae Pirst voice ,
—2= ¥Dice
“Change doesntt happen overnight--we all knoy thet.
But if thers s to be ohange, say in the schoole, then some=

299
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how you will have to encounter eventuslly the proble.s of
inertia, conventionslism, ingrained and provincisl attitudes
of the community in which your school is situsted. If you
don't face up to this, thon neither will you stay awere of
how much these prevailing culturgl ways stifle the life of
the school=-and undermine every dsy your steady efforts to
give the kids in your classroom a sense of alternatives,
intimations of new ways of doing things gnd or looking at
1life; in g word, a breath of frosh air. You will be dragged
down and bagome every man's and every womants stersotype of
the dreary teacher,

"Your responsibility as a teacher is to the unfolcding
and opening out of the kids in your professional charge. If
this process yields ushappy, troubled, peined moments for
psrents, then this is something you sheould expect gnd cde-
velop the capability or handling it, And gbove g1l you
should try to get your peers, teachers associstions, adain=-
istrators, and achool committaes to doéelop a4 similer capa=-
bility,

“"The boldest, and maybe the best, way 1s to carry

‘the argurent straight back to the community; to wit, that

educstion to te senything at all mesns growth snd that growth
is often aifficult and painful, Once the community can
(must, if they are serious sbout educstion) accept this,
then particular cases whers & parent thinks g teackor wont
too far or Where & teacher thinks g parent is mistsxen, cin

be hgndled in s spirit of mutual awaronasa--includidg the
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sWereness of the legitimscy of the echool ss s groucﬂ agont,
Then e feir decision osn be made--of vhere ths teacher is
‘wrong' or the perent fa 'mietsken.’

"Alss wa're not st thet point! Trua, but will we
aver gst there so long es achools run scsred of the ‘oul-
ture of the community?®' So let's emphsaize the school's
bas10 responsibility to scholsrly excellongel"

B. Second Voice

"The school exiats in s particulsr socisl end cul~
tursl milfeu. Xids from thst milieu 39 te school and every
day they meet there people end methods, and concepts, and
idess which toth reflect the femiliar milieu snd which go
beyond 1t, towerds something less tnmilior, sormething thet
m8Y sec: novel, astrange, exciting end possibly thrratening.

"This 1t ecems to me 13 s normel, hezlthy aituation.
But things can hoppen to mar that; 6.g., to0 much newness, too
Quickly. It doesn't help the groat majority of kida for
the schools to get too far out in front, too abruptly, of
the cultural sssumptions nnd.uell-entabIZahed norms and
beliefs of the perents of the kida you are trying to tesch.
Out in front, yes, when occasion demends--but not too far,
or jou will lose in backlesh what you thought you wers gsin-
ing with your kids by your honesty, boldness and stesdy con-
viction.

“Another difficulty fia insensitivity--or csll 1t lack
nf cultural rapport. 1It's conceivstle to me that s school,

Or eved s singls clessroom, ocould move Guite far out in front
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of the provailing milicu, f the educetors involved really
becin from o respect for the ways and tellefs of ins commun~
ity, end can corr.unicate that. This presupposes some real
undaratanding of these ways and these bellefx, and e willing-
ness to understand why they oxlist,

"It taxes cona{dcrnblo strength both to understond
something, ond to eustain a will to crhange it. 3ut 1t toexs
to me that nothing less is reguired ol the crangs ezent 1f
he or sho really 1s to bring sbout change. Yuch hss to
with onrno's inner sttituce--whether or not there Is omratiy,
humility, end en epprecliation of people no metter wno trney
sre; ond much drpends on whether or not tnis innér attitude
is successfully communiceted.

"It 4s surprisingly, end tregicelly, casy for pro-
fesalonols to come off ©s arrocant, unsympathetic and WKnusw-
1£-51) to the layman. It 1s egqually snd tragically essy
£or lsymen to come off as studbborn, provinclsl, snd irrs-
ticnal to tne profeasional.

“vany things sre needed to dizsolve theze aterecs
tyrea end Toduze tho mistrust-=such as few tralnling pro-

grems anc new structures thst fscilitste greaater unlerstsnd-

"hot 4s badly nesdod Lis 3 nrew sttituds cmdong elu-
ceters--an attitude w.lch plsces far gre...r emp
hitherts on an understanding of, and e rapport with, Lie

oconasciousness of a community."™

3J<
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'art XI. Teachins the Few (and the Many, Too) Versus Tesching

.

Fverybody Equally.

A, Firat voice B

"We arc successful with some of our studeits. Tney

‘tend to be the brightest, the most sble to lesrn, tno —~ost

perceptive, the strongest--plus some of those with high po-
tentisl who becsuse of diszadventages or particuler blooks
haven't lesrned to function effectively, but who with our
help--snd it makes us glow=-begin to unlock that potential
end grcv swiftly. It is thess we oduiate, 8 smaller r larg=
er pnumber from eny given clsssroom os the case mey re, but
they constitute e minority,

"We're supposed to 88y Wo try to educate everyone,
end thst education is for 31l. We're not roally supposed
to hint out loud what is the real truth of %tne matter. Yeﬁ
our prectice daily, snd oversll, confirms the fect thst thev
educstionsl process favor> those who can best make Lse of
it.

"We dontt resch the reat--noc ‘n that w8y. Ch aure,
some get directed into vocotional treining. . Most get to do
scceptable math, languece arts, history, econcnics, snd so
forth. But slmost none of ther gresp the concepts, or ideas
relating to thoss concepts, Almost none of them seem to have,
Or be sbl* to resch towsrds, the mind and imagination thsat
goes beyond e 1carning ol certein technig:ies which througa
repstition one cen meatasr end reproduse.

®30 in our tesohing we do provide for 'all,’ out .n
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different weys~-for most we provids ths encowagoment and
mastery of skills that ensbles them to lesrn & varfety of
motions. 1It's dull work basically.

“For the fow we can provide something diffe-ant--
and !t i35 'mare;’ a lively and imaginstive and skillrful
understanding of the world and its processes,

"Unheppy and frustrated and I'd add foolish (s the
tescher who does not, or is unwilling to unuerstand tais,
who=--telleving the myth--tries to do for el. what Se or she
chAn only do. for zome."

8. Socond voice

"In spite of the rhotoric of equality, schinsls con=-
tinue to faevor the few. We divide (and in so meny =sustle
weysl) amccording to perfor-ance gnd our grading of gerfora~
ance 1s inevitsble in terms of the scquisition of acadexie
8xi1ls end understanding. These tend to bn 38lf-fulfilling
categoriea--one invents these categorles snd then people
111 thenml

“Furtherrore, equality of opportunits ir translated
into the 'equsl cheance! of everyoné emong the dissdvantsged,
end the nany ethrnic nminoritles, to compete for the scsdenic
escalator. If you are 'brignt' or tpotentislly bripht and
lucky' you will voult into the selact elite circles.

™wast do our schools do &t present? F'.-. and pri-
zorily, they socimlize child: n into accepting - .uperior
destiny of soxzo and the inferior dastiny of the remainder.

"Seoondly, schools try to schieve excollence of
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scholership., This 1s roughly translseted into academic peor-
formence, But ecademic performsnce in turn {3 uged primor-
11y o3 » tool to instill the bellet in the 'natural! chersgce
ter of superior end inferior 'deatinies.! Scmo good scholar=
‘ship doea rub orr ond is eccomplished. pyt ayun 80, schaole
only ec.'etch the surface in oxploring with even the ‘bright
kids' bow nature works, how soclety works, how individual

tommunitles work, end how humen belings do, or could, intepr-

sct with technolcpy.

"Thirdly, the schools try to stimulate end support
personal growth. But this Funs a poor third in most cages,
snd 15 ususlly brouzht in taftervards,»

"Many chenge programs try to re-order the prioritieg
gnd they put a strong new emphasis on personsl growth. By
itself this 15 not enough. I fecl we need to combine this
new emphasis with g aerious effort to match up the maotter
ond etyle of tesching with the prosant and future needs of
8 dynsmic, induatris] sociaty., This means dealing with and
releting to the actusl problems ang conflicts in our soclaty
end comnunities ap well gp mesting more operstionsl and fung-
ticnal needs,

"Put in this light, there 1s neod for schools that
ore able to ask and live with questions, rathor than always
trying to dispose of them 'in savance' in well orderad and
Packegod snswers; a nged for tesching and glving equyl
status to a varisty of pesople=skille ss well as thing°5k1ila;

€ need for making the scedenic a more "prectical? experisnce;
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conversely, a nsed for making the vocationsl a more theo=
retical experience; and, finally, a reed to help kids an
other people to 'got the hang of exploring proble .s to-
gether where every personsl input 1a valueaq,

"These are only sone exsmples of a kind of gchool~
ing in which phony (socislly oontrived) distinctions sre not
83 likely to menifest thomselves., It is a x:nd of school~-
ing where kids witn differont (not superior or inferior)
aptitudes, tempersmonts, interests snd cepsbilities can all
participate and schiave,

"Some will do better, gome worse, but more relstive
to air"arent siills snd situations, snd less sbaclutely than
at prosenl. And my point is, thst achools, instesd of re-
inforcing and even creating inoquality as st present, con
be & vital force egainst it. 7This to me is the toucastens .
of a change progrem."

XIX. Schools &s Agents of Soctsl Chanze Versus Schools [X)

Prepsrers of Futw'e Citizens,

A. First Voice

"Portaps it 13 true that in the P&3t schools heve
becn transmitters of a society's traditfons snd of the akilia
in the arts and sciences neesded by soclety.

"I believe Lowever trhat & new emp-esis s nseded.
Schools need to be more dynsmic snd to intersct more with
gociety. I identify with a lct of what the second voice
sailcd ebove (Fart XI) in connection wits equslity. %What

thst suggests 1s a mors topen cspust type of schooling.'
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In guch achooling there i muoh more of g tvo~way flow bgw~
tween school and comrunity--a flow of inrormation: 8 flow
of shared knowledge of problems cnd'conrlicta: and therefore
8l20 more underatanding, more ease8, &nd @ much greater sense
of mutusl problem solving,

"Another Important part of this is a clearer, frank=
¢r omphesis by the schools on their role gnd responsibility
in direotly fostering socisl change.. This to me moans edy=
ocsting kids and communitios in the process of finding en-
8wors to problems gnd educating thom in the lnowledge of
what can be done about thoce problems, gs this knowledge
emer'ges out of the process.

"But tpia must go hand in hand with the topon campust
conoept. 1Qpen csmpus! provides g bagis for real.communicg-
tion and trust, trust thet comos from o gonuine understand-
ing of problems and or the conflicts that often underlie
them., Without trust, the quest for new solutions, end the
effort to communicete them by the schools, ia very difrfi-
cult and fraught with denger. It is often seen by the com~
munity a5 merely ivory tower posturing gnd adventuriam--
and 1t often merely is, becasuse there has bsen no vitel
input from the community,

"In short, I belfeve we must 80 forwsrd to make the
8chools @& muoh more dynemio faotor than hitherto in the proo=

928 of soclel change,”

B, Second voice
=000 Voice

"The ergument that wants the achool to be an agont

397
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of socisel change ig often beguiling, &f not always compel=
ling.

"But the school can!t do everything. We have politi=
¢al parties. We have a myriad numder of pressure groups.
We have private orgenizations dedicated to the pursuit of
the publio interest.

"The function of the school, by contrast, is to
teach skills, to foster basic sociel end hunan values, to
help kids grow personslly, end to help them lasrn how to

think so that when they become gcult ci:izensAtney will be

well prepgred to tackle the problems of our soclaty.

"We muddy the waters by asking the schooia to take
on additionsl functions, however noble snd useful thase
tasks mpy seem., Education and socisl change are rolsted,
but they sre very different kinds of activities,.®

XIII. On Leadershin: The Lion end/or The Fox Versus an

“Open" Tvve of Leadership.

A. First Voice

“Change programs need fairly strong per.cnelinisy,
espoéially in the beginning stages. 1If the 'caxe cr custsal
is to ve broken, it takes a person with g falr sqnuat of
flair end boldnesas; a person imbued with a keen senys or
XEW gosls, however generalized those may be; a person wno
is able to inspire loyalty to these gonls gmong what ure
wusliy a smsll group of followers; and a person ..o pro-
Jects 4 more diffuse but conteglous sense of dynuzism to a
much wider number, Such s person 1s familiarly iclovn es a

oharfsmatic figure.

308
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"Ususlly, however, such @ figure has limited use~
fulness. He makes enemies e08ily, his tactics tend to be
sbrupt, and he doesn't have much patience for details, -
Another type 13 8130 needed--one who 18 more poeaceadle in
his wenners, less predictable, more 81ven to the finer erts
of in-tightxng and gentle persuasion=--more subtle if you
¥w1ll; slao eble to be & broker whaen conflicts erise, and
#dle to function officlently on ¢ daily, Operationsl basig,
He has been cealled, in contraat to the charismatio, the
Pregmetic type,

"Some laaders gre 8pecielly gifted i being gble to
develop both o charismatic and g Pragmatic style, They can,
if well practiced, use e{ther one or the other, doponding on
the aftuation, Or, they mey even be gble to combine elements
of both st the Bame time, 8o that the inspiring roar of the
11on blends with :he skillful cunning of the fox to produce
8 desired result, But of course that's raore,

"Ususlly lesders 8re not that flexible or centt
overcoms the tendency of the péeaa end of people in generpl
to type them in one direction or snother, Therefore, in
rost casey, change pPrograms need both types of lbedership
snd have to know when to choose one or the other in order
to be succesaful ™ A
B. Second voice

*I am golng to meko o strong obaerVatlon, and marhg
thatey ‘charismatict or me=-but I beliave thst the charis=~
matio type, ths Pregmatio type, and the £t~Yo that tries
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for a balsnco of both, are all manipulative, This ey ot
be nn‘argument against thoir.boing noeded. Hovever, Ik

try to sketch my own concept of leadership in changse situ=
ations. Then ona can Judge which is most consiatent with

the spirit and substance of change.

"I don't know what name to give to this type: In-
tegrntive? Interpretive? Mediatory? Prudont--{n the older
Aristotelisn sense? MNot Quite, but close.

"He or she is o person of steady comuitrment to gools,
The goals sre oxperienced snd pursued not as a 'toly' crutch
hut 8s a place on which to stand and from which to move.

"Furthermoro, he or she is a porson wio has a facili-
ty for 'listening with' g variety of persons gnd groups in
and out of the program, many of whom often have different
needs, interests, ond perspectives, snd who are op could
be in a state of conflict.

"Such & loador aima, not at brokersge, but at growtk.
Thus, rising out of thig faculty of 'listening with,t there
should be present in this type of leader the courage and
the skill to interpret difforont persons and groups to one

another; and--a vital peint if chenro is to occur=-to in-

terpret each one severally end all together to the goals
of the program; pnd in turn to fecilitate new understand-
ings of the goals as they are boing put inte practice.

"This further requirea conveying & spirit of working
with people 1natead of having them sense that they sre wori=

ing for a boss, or a ‘great lesgder,t
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this roga;d, such leadership points towards the 8radual rg-
duction of Specifiad leudcrahip roles,

"Pinelly, thie model--since 1¢ occurs in 0° change,
snd theroforo, high rigxk aituation--has in ¢ 6lements or
the fox, sna maybe the lion too, to enhance the loadersy
crtectiveneaa in 8Upplying sufficiant protective coloration
to the pProgrem as g vhole. These lion-1ike op fox-11ke bo~

of defense in specific circumatancea. They do not define

the substance of hia leadership.

tics of this type of leadarahip. But I wanted to dring oyt
those which most clearly distinguisn it from those described
;nd Adnirsd by tn, first voige abova, 1p pressed for , Rams
‘or the type 1 Prafer, I mignt 0all it the open styls of
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loaderahip. though I'm not surs if that's qQuite it either. .

“Does such leadership exist? No. It's an 1idea)
typet=~just 1ike the othors.aro. But socigl reslity exhibe-
its evidence of olement; of such a type of legcdorship. 1n
addition, there are in@ividuals here and there who exhibit
many of these 6loments, and have the spirit cr r2ving in thig
direction.

"So that, to sum up, I believe I am Justified in
concluding that change Programs need this kind of legcar~
ship, and that we can, with some promise of Success, begin
to worg for i1ts more fraquent gnd steady appesarance in our

schools and in our sooiaty,"

312
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Bobert Cartmill (Freeport Superintondent of Schools, 1970 )

Bob Cartmill, Suprrintendent of the Freeport School
system, seems to have a clear view of the political and
therefore educational realiiies ln Preeport. For example,

Bob indicates that he would prefer to imitate the "open”
st¥le of leadership described in the questionnaire, but he
knqws that his actual Practice 1s closer to the "Lion/Fox"
style and perhaps that approach, at least at the tire Bob
responded to the questionnaire, 18 the only kind of approach
which will work in Freeport. '

Cartmill also exhibits an understanding of what could
be called the social realitlies in Freeport, He would rather
concern himself with the present, insuring that a child
learns the kinds of things that will be important to him or
her today, as well as sometime in the future, BEut the preséures
placed on the system force Cartmill to emphﬁsizo "reaching
upward® in his actual practice: teach the children things
that will help them to reach tha next higher grade, get through
high school, find-a Job, or get into college., Today will have
to také care or.itselr.

Cartmill would also stress the school's role as an agent

. of social change, but instead he is forced to be concerned

with its role in preparing future citizens,

Bob Cartmill's view toward change 1s summed up in his
alternative response to the question of whether change éhould
be swift or gradual. "({I]prefer to develop a climate for
change, ™ Bob writes, *{T}his atmosphere wiil ailow charge to

take place as a continuing and as & natural process rather

314
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and refreezirg,”
[ I the finsy analyzis, Cartmill sees limitations to
education and he tXpresses hig feeling this way: "1 have

Teal guertions agp to whether anyone can de taught to think,

- X suspect that cechool Enateadj comes cloger to harnessing,
ocontrollirg, and releasing potsntial energies,*”

295

. than going through cyclical changes as in freezing, thawing,
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Jean 0°'Brien (Freeport Schcol Bosrd member, 1973 ff.)

Jean 0'Brien distinxulshes between what she thinks
are two stages of change: ¢$he fiTst swift, the other gradual.
*Change,” Jean suggests, "comes With both processes. 1
would prefer the rfirst ard. -« .1 feel that the first. . ..g
what causes change and the second is what :;st be done after
change has happened.” In other words, the initial shift in
direction is swift, the detalls of implexzenting that shift
coxe gradually. In recard to the Soule School program,

Jean maifitains that the gradunl approach to implerenting
details "was not used enouch once change happened,”

Though she 18 always ready to change tracditional
practices, Jean tries to operate on this model: "If the
practices in the past are a matter of rote--change mrust coze.
I agree that 'to hanrg on to the old' is bad. . But there 1is
good in some past practices ~nd what 18 good should be
contirued,”

‘ Jean belleves‘that despite the chanzes which trne Soule
School program represents in relation to other Freepor:t
schools, there still seems to be a concern for structure
rather than for "letting te."” *I ax rot the teacler and the
ones involved are a combination of both voilces (structura v.
latting be), but are alrine more to the second c-e. The
problex,” Jean thinks, "is that they have spent years teaching
( or livinz )} the first.»

A special problem for Soule, in Jean's v.ow, ererges
in tre question of cormunity understanding, "I agree,” she

states, “that the school's basic responsibility is to

0

31



Q

ERIC

c
A ruiToxt provided by ER

' Lsu'zm (e

297
on't, )

iehohrly ®Xcellence, I alge 8¢e the ngeg to try ¢o Tew
oducate the ¢ t “rtiepn educatopy ang
Mrents, ule ProJect. s Jnot enough
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Phyllis Estes (Member of the "Pettit Board," Freeport, 1968-73.)

Phyllis Estes's responses to the questlonnaire reveal
a deep conflict between her ow; views and trose which she sees
espoused by the Freeport School System,

To begin with, Phyllis aﬁvocates a swift approach to
change but'percelves that changes occur only gradually in
Freeport., ®In soms areas change was rapid and implexented
right away, but change is still going on throughout the

whole school system,™ Secondly, Phyllis ravbrs strong

planning for change and she sees Freeport as taking the

moderate approach, *With a fluctuating school board, the

vest of planning soretimes goes askew, but vou can’t beat

thoroneh planninc ahead.”

A third point of conflict 1s the area of traditional
educatinnal practice., Phyllis agrees with the.volce which
calls for always being ready to throw out stacnant tecrnigues
in favor of fresh ideas, To the s:taterent that the past so
easily become : tyrant, Fhyllis scribbles an enthusiastic
"Ameni" She finds that the tendency in Freeport, howe-er,

18 not to tarcper lightly,

Fourth, Phyllis thinks that the school systen views
"reaching the inner person” as an unimportant educational
aim, an aim she holds to be central to the educational process,

Next, Phyllis maintains that Freeport schools place too
much emphasis on a child's reaching the next higher level
rather than on dealing with the preszent in a'child's life,

though she qualifles her viewpoint by saying *., . .we have

318
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111s Estes (con’t,)

look at the different achools.* Apparently, the Soule

oqchwl- in her opinion, coces closest to helping a child

denl ¥ith his present situation,
E Finally, Phyllis wants tu gece the schools act as agents
for social change, but in Freeport she sees them as
'breparers of future citizens,” a role articulated by an
opposing voice,

Phyllis®s views and ner perceptions of the Freeport
School System are compatible in regard to working for change
within the present structure rather than seeking to changs
that structure, and in emphasising chanzes in individuals
over changes in structure, Structure, for Phyllis, 1is
surmed up this way: ®A teacher shculd be a guide, not a god,
tut most children do need and wan: this guidance, In raising
BY own children, I have f&llowed them to experiment, somctimes
with disastrous results, but I've tried to trust nmy belief
trat it’s the long range results tho: are important in the

1ife of & child,”
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Joyce Hookins (Principal of Soula School. Freeport, 1969 fr.)

Joyca EBopkins finds herself in what seexms to be an
ideal situation. She 1is ablé to work out her views and alzms
in actual practice and she 1s in consistent agreexment with
the Soule School program 1n.Frceport, the change prograz with
which she is closely associated,

Joyce agrees with the volce which advocates swift change
ard poderate planning and she is always ready to throw out
traditional practices in favor of new ones; Joyce ermphasizes

reaching the 1aner person over kbehavior rodification, varlety

of opportunity or "lettinez te" over structure, dealins with

"now™over concerns for "reaching v ward", working within the

systez over bullding new structures, and 1individual over

‘structural changes, She supports the concept of schools

serving as social change agents and believes.that Soule 1is
Playing that role. 1iIn fact, she percelves Soule School as
emphasizing all the values and viewpolints which she herself
emphasizes in the questionnaire.

When 1t comes down to understanding the comwunity
consclousness, Joyce 1§ not able to put her views into practice.
She believes that the zchool should work to understand the
community-~to break down the barriers between the professional
and the layman--but ipn practice, neither of the voices quite
5ults herend she says "Ity scnred and insecure.” Kaybe change
breeds fright and insecurity--at least in Freeportt

In leadership Joyce also has difficulty praecticing what

she balleves, She advocates the "open style® of leadership
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©__which one of the volces desoribes, but, she writes, 'E'nJ
ot clever cnough to be what I'd like to be.”
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¥Yarcie Xeith (Elementsry Supervisor, Freeport, 1970-73; Principal
of Morse Streot Eleqentsry School, Freeport, 1973 f£f,.)

Marcia Keith favors a gradunl approach to educational

change with moderate planning, She warns, however, that

one should “comrpromise only to the point thalt can be
accepted in conscience,® JMarcia believes in working for
change within existing structure and she would emphasize
changes in the individual over structural changes,

There are a nuzber of instances where Mnrcia i8 not able
to practice her views because of the Freeport situation,
For example, Narcla agrees with the voice that says that
the burden of proof should rest equally on established and
new praotices, rather than always having to prove that new
techniques are better than existing ones. In practice,
however, Marcia is forced to raintain a respect for past
traditions, not tampering l1ightly--if at nll--with present
programs., Another example 18 found in Marcia'’s viaw that
everybody should be tauzht with equal atterntion. She has
problems working this aim out in practice, "I'm trying to
wo}k these out tog;ther--the difficult part is supplying the
input neceésary for the secornd voice (teaching everybody
equally) to be cnacted,™ Marcia sees the Soule School as
cozing the closest to the ideal of teaching everybody equally,
but still there ore prodblsazs, "In many respects, academic
amphasis still slots kids--not enough other options C}re]
available at this point,"

The same problem of not being able to work har views out
in practice confronts Marola again in the Question concerning

the school's Proper role., ¥arcia fesls that schools should
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arsin Keith (con't,)

2ct as ngents ol social change, In actual practlcé, however,
the 18 6loser to the views expressed by the voice which
maintains that schools should serve to prerare future citizens,
agniin because of the realitles in FPreeport. Marcia percelves
this sace division in the Soule School program itself--~the
program's views are more toward making the school a vehicle
for social change, but its actual practice 15 to prepare

the students for future citlzenéhipf It 1s the conflict
between views and practice which clearly dominates Marcia's
answers to the questionnaire. '
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Doris Viedimiroff (Director of Upward Bound Program, Bowdoin
College, 1957 ff.)

Doris likes to see swift change, espsrcially in Upward
Bound. If one does not zove'suiftly. Dorls writes, then
“kids--1ive kids (600,000--not jJust the 24,000 annually in
Upward Bound) will never even have the puny experience that
Upward EBound offers to help 'even things out,* in a very
unfair soclety,* -

Doris finds herself in support of strong planning when
it comes to change, She explains that“"the nature of Upward
Bound requires this to be s0--1.e,, lorg proposals done
annually, rhetoric of ‘responsibility to the citizenry’~-not
Just & handful of parents/school board members, etc, Kany
Cetalls are abandoned, of course, in the actual experience,

I feel that strong Planning/zoals/etc., allow the prograns
itself to be characterized by nore spontaneity,” In actual
practice, Doris adds, "the unexpected is constantly with us,"

One comzent made by the questionnaire, which Daris

304 .

underlined, was that If teachers don’t rove kids in directions

that meet their long range needs, or help them focus on the
important rather than the less important, or help a child
pursue a sudbjact thoroughly, then we are gamdbling with the

life-career of a child, and we become wasteful of the tive,

energy, and money of a lot of people, "This,™ Lorls explains,

“perhaps causes Upward Bound, in practice, to be closer to
voice #1 [Ehich favors structuré] though in theory we tend to
be ﬁenrer to §2 Eetting beJ."

Doris agrees that teachers should help a child savor
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the 11fe of the present but, she adds, *[17J know how’ short-

; nge the goals of the 'poor' have had to be-=-~how

tha present 18, ., ,* Ag ga result, Doris concurs with the

frustrating

ltatement that the teacher and the school are responsible to

aalilt the citdld 1n becoming more fully aware of
she 1s going, :

where he or

In discussing whether one should work for change within

o outside of the aystem, Doris point out that for her "This

18 not an either-or, . .for Upward Bound rust try to

accorplish both-~1,8., "show the system something better®

(though spal1 by comparison) and whittle away at changes within

the system (which 1g larce and overwhelmine and 1n desperate
need of change) "

DoTis disarrees with the notlon that structures will

inevitadbly change 1if change programs emphagize the individual,

Howsver, Doils writes, "I do not feel conscionable,

about mnnlpulating/programmlng ind1ividuals 1n order to cause
*the change' that I ray feel 1s desirablen

For Doris, "the old 'tools of schools' (e.g., writing

ell, speaking effectively, thinking logically, eté.) are

1so *the tools of possible change',
eaningful (therefore

+ «1ndispensable to

good) change, e.g., one of the reagons

learn to comrunicate well 1g o cause change. I would

fuse to sacrifice the ‘academic’ for the *doing' of the open

AZPUS yet I rind pnthetic--dameaning and incbntuous--tha

Retaly academic,® Doris finally asks,"whx can’t wé attempt

ERIC
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‘Doris Viadimiroff (econ't,)

to make the skills learned used more quickly, used core

" relevantly’ to intertwirie the excellence and the

relevancs?*

s

“5béfﬁm
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Beg Eisher (Teacher in the Upward Bound Progrem, 1977 fr.)

When planning for changes in educatdony Peg Fisher
jrelieves in "setting goals as A measure of self-structuring
one's direction. PBut no goal,” she adds, "is inflexibla.

The feportant question 1s: 'Who sets the goals?’" Upward
Bound, in Peg‘s opinion, followsa moderately planned approach
in its efforts, A

Pex 18 usually in agreerent with Upward Bound's goals
and philosophies as she sees ‘thex, There is some problem,
towaver, in what seems to be its "impersonal” style., For
exanple, Peg sees the program as emphasizing the modification
of th; participant®s behavior rathcr than trying to reach :hé
inner person, which Peg would rather see accbmplished.

Also, Peg believes that Upward Bound places "getting azhead™
too highly in its list of priorities'for the students who
take part in the program., She would rather see Upward Bound
pake an effort to help the students to come to grips with
the present.

As to whether ?ducacional change programs should deal
vwith a child’s cultural and erotional attachments or simply
emphasize the intellectual achievement, Peg suggests that
*It 43 as elitist %o downgrade intellectual achievement as
i1t 13 %o prefer it. For somn kids, 1t’s their only avenue
of success,*

Peg's discussion of structure as opposed to a free-
uheeling kind of 'do-what-you-wanc-to-do' approach to education

provides an interesting inaight to both her own views and how

)
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she perceives Upward Bournd: ", . .the volces are too
opposite for me, " Peg explains.- "Fany times kids need
'all kinds of space'=-but there are times, equally as
critical, when they need a ﬁggg. My Upward Bound-Feadstsrt
experiencea have led me to believe when ‘moorings' are
completely cut, anxiety follows. Anxiety obstructs
learning. (I believe anxiety is creative for very limited
periods of time-~than it is debilitating).” As far as
Upward Bound itselfl is concerned, Peg observes that the
program “has been 'experimental® every year, chereforé sope-
what schizophrenic (i.e., we try a little of both voiees),
This schizophrenia often procduces anxiety in both teachers
and students, I fall éo whatever sgide [E§re structure or
'letting be:] seems to produce the least anxiety in each

student, regardless of what I'm 'supposed® to be deing.”

328
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&8 ¥atson (Tescher at Collins Brook School, 1970-73)

1f one believes Lea Watzon, then Collins Brook School

18 & paradox. It changes swiftly yet zradually, Strong but

erate plans are made, It Builds A new structure yat works
ilthln the existing one. The leadership 1s olosed yet open.
C38 seexs to be & pot pourrl of all the ideas about and
approaches to ohange that ever existed.

Lea herself b;lieves in gradual change. She suggests
*frequent reviewing of goals® and malntalns that “coopromises .
ere nscessary." In praotlice, howevar..Lea favors neither vygloe.
"Philosophically, I agree With volce #2 (the gradual approach).
Prnot?c.lly, izpatience should not be avoided, it can't be,
but looked at., A small compromise in mathod might be
indlcated,” Lea see;‘CBS as oloser to neither approach, but
instead a corbination of the two. "The faot that CBS Was
started outside the public system and siven that it 1s very
different from the system, suzgest that the views of the
progran are closer to volce #1 (the swift approach), Eowsver,

1 feel that it was that kind of feellng which might have
#ottean 1t started, but its perpstuation and its internal
progress and succesn i3 due to an attitude, of those involved
dally, which 1is 2loser to voice #2 (the gradual approach),

As far ss planning is concerned, Lea eees herself and
C3S as following a "mixturs™ of the strong and roderate approaches,
She distinguished baetween the long and the short ternm,
in?lcating that long run planning is enderate, but ghort ternm
plans are strong. ) )

HNelthsr voloe fits Laa in decldlng h v atructured a

. . 329

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

: . ’ 30

Eoa Hatson (con't)

ochild*'s program should be. "My ﬁersonullty plays a part
in the direction I would or would. not show a child, 1If a
child was turned on to something I was, chances are we'd go
further. Part of my Job was finding 'teachers' for kids who
could really turn them on because of their own interest.®
Lea favors wogklns within the present structure as
opposed to forming a new system, She gees C25 ag following,
on:e again, a cocdbined approach. "The ovarnll practice is a
sum of its parts, i.e., teachers, Therefore, the first and
second volices reflect the overall practice of the jrozrap."®
Both individual and structural changes, in Lea's opinion,
are evident At CBS. "The structure was different, not
trnditional, ut within that structure the individual=-his
talents, responsibilities, and oﬁpor:unitles--were strongly
enphasized,”™
In thes question of =hether the school should strive for
understanding with the corm—uniiy or simply resign itself to
the "pursuit of scholurly excellenca™, noither voice appenls
to Lea. "A strong effort should be =ade to not cet allernted
frol the commu~!’- But a lot of effort at 'filghtine city
rall' or help! 'i; pac ple to understard what you are doingz can
take enarcy that might better be spent or tha childrer,
maybe helping them to Tealize the extent of people'r differences.™
Finally, because we "can't always be cne or the other”, Lea
sees herself and CBS as exuiditing both the open and "Licn/Fox™

styles of leadership which the questionnaire describes.
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™ Riley (Member of Brunswick School Boerd, 1964-68: Chairman,
1968-70)

{ Ann Blley favors ewift change, strongly planned for,

‘ina:od more toward the individual than toward structure.
|

ého prefers not to tamper lightly with traditional praotices
énd advocates working within the existing svstem. She holds
the view that gchool i3 a plsece where one learns to think
ond develoD one's m;nd. Ann belleves that school should
teach a child to savor the present and she thinks that
Jordan Acres alsc holds that view. In practice, however,

she belleves that both she and Jordan Acres emphasize the
future and the need to get to the next higher grade. This
concern for reachlng upward, thouzh Ann does not direotly say
1%, protadly refleot; parents' views aa a part of the

educational realities in Brunswilok.

. q’i .
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Don Weafar (Teacher 1, Jordan Acres School, Brunswick, 1972 rr,)

In over half of his responses to the questions, Don
indicates that he 13 not able tg work his views out 1n actual
Practice., He would rather see change come about swiftly, but
if forced to make changes only €radually, Don feels that he
i8 Aalways ready to throw out traditional Practice, but in the
end he must not tamper lightly with existing teckniques,

Don is nore for "letting be™ and showing a child a variety of
opportunities, but in pPractice he has to show & concern for
structure in Programs, He would rather help a ch1ld appre-
clate the Present, but instead finds hizsgelf exphasizinz the
toportance of reaching some future goel, such ag £etting to
the next higher §iade, Don wants to:work for a Tappor: between
the comrunity and the 8chool but his greatest efforts €o
toward a childvg scholarly Achievemsnt, non would prefer

the school to act ag f1 agent for change, but instead ra
Promotes its role in Preparings the children for future
¢1tizenship, And finally, Don wants to teach all children
edunlly. but lneVAEably he ras to face the reality of teaching
only the few, with the glim hope that the otharc might

learn something, too, .



JAry Brever (Teacher and teem leader, Jordan Acrea 8chool,
Brunswick, 1972 rr.)
There's a lot of agreement between ¥ary Brewer's
views and practices on the one hand and those which she
'bencvel to be Jordan Acres®s on the other. Gradual
change with zoderate Planning and within the system--but
still being rendy to swap traditional practices for new
Ones--seens to be an apt description of Mary's appruach to
educational change. She would also emphasize changes in the
individual over changes in structure. In addition, Mary
feels that she is close to the jdeal of “teachirg equally®,
but sti1ll, she writes, "I‘ve got.a long way to go."

The greatest difference batween ¥ary and her perceptions
ef Jordan Acres 1s seen in the question on leadership. Mary
belleves 15 the open'siyle and feels that she 1s ably to
practice it reasonably well, Jordan Acres,; however, 1s seen
by ¥ary as oloser to the "Lion/Fox" style, 1in both view and
practice. "So much more could be achleved,™ ¥ary ndvises,
“by working with somcone rather than for iomeone,”

In the final analysis, Kary feels that *a big step 1g
for a person to recognize that the need CZpr chnngi] exists,
Any changes in attitudes or methods originate from within;

they can't be imposed fronm without,*
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Bichayd Crosman (Principel, Jordsn Acres School, Brunswick,
1972-74) i

Dick answered only the first six questions and did not
record any responses on the'renaining seven, Nonetheless,
one 1s able to get a clear pioture of Dick despite his
having answered only part of the questionnalire, What 1s rost
striking 18 that Dick sees no incongrulties between his own
views and practicés and his perception of those of the chance
Program at Jordan Acres. In addition, he sees no differences
between his views and his own actual practice,

If we are to take the questionnalre serlously, Dick is a
man who 18 able to carry out his views 1n actual practice and
who must feel secure and comfortsble in his Jobd. Fro= the
several answers which_Dick does glive, one gets the picture of
8 moderate man followlng the middle course: hne endorses
gradual change with moderate planning, expresses a concemn
for structure, and exhibits a willingness to rake soze room

for the ﬁew.

. .



8 and Practiceg of the change Progranm

in the Brunsuiek elementary 8ysten, Jordan Acres, g, also

a Strons 8set or Plang, He Preferg not to Change lightly and
doag Not holg the view that one shoulg alwayg be Teady ¢to Make

Toom oy the new, 4Ang he Prefers to wory for change Within

nrticulated in fho queationnaire. callagher'a Tespongeg

ERIC
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ngbarnlggrz (Elomentery Supervisor, Brunswick Schooli; i97ojf;.)'

Barbara's views and'practiqes in regard to educational
change and those of the Jordan Acres School as she sees them
are alike in her responses to seven of the questions, Barbara
believes that she shares with Jordan Acres a gradual approach
to change, with moderate Planning, but belng ready to “throw
the rascala out® when necessary. She sees herself and Jordan
Acres as emphasizing the inner person over outer changes 1in
behavior, the mind over the heart, establishing new structure
over working for changes within existing structure, and the
school's role as preparer of future good citizens'over 4tE role
of social change agent,

‘Perhaps more important indications of Barbara's approach
to change in educatipn can be found in her responcses to the
remalning questions, where her own views differ from the way
she percelves Jordan Acres. The distinction which she sees
between her views and her actual Practice serves to highlignt
the differences,

Barbara 18 concerned more with "variety of opportunity®
and "letting be"™ than with "structure and focus.* But in
actual prhctice, l1.e. in carrying out the day to day responsie
bilities of her jJob, she zust concern herself more with
structure and focus, recognizing the realities of the Jorian
Acres situation. This same analysis holds true in regard to
omphasizing the present in a child's life as opposed to
he1p1hz him or her reach a future goal (2.2., the next higher
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y And téaching the mwany
{dquplly over teaching only the few, wi

‘what they can,

‘Would 1like to de

th the Rony getting
In each cese, the former are what Barbara

doing, fhe latter are what ghe

actually does,
Where

Barbara and her Perception or Jordan Acres
»fundazantally agree, it seers,

is with respect to abstract
aPproaches to educational ohang

¢ in general {e.g.,
8hould be gradual, roderately Planned

structures rather than w¥orking within
Where Barbara's own

that it
» and erphagize new
the present ones),
Views differ with her perceptiong of
ctual work with the oni1g (e.g., 1n
‘now' in g child's lire,

Jordan Acres ig in a

emphasizing the his or her senso of
eoxrunity, ang teaching the Tany equally). Thege are the
ideals with which Bartara concurs, but which are i her opinion
(at least at the time she responded

to the Questionnaire)

beyond the capadiliting ¢ the Jordan Aores School,

y Ny .
(con't.) ’ ' =
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APPENDIX B

LIST OP PERSONS INTERVIEWED

(The description of their role or relation to the school

System is the one they had during the time span under review

b} the research project, 1970-1975. In the.case of name changas
since then, the name appears as used by the persor; at the time
of the interview).
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Rayle Alnsworth
‘Terry Albert
f;jndrey R. Alexander

f;llt Arris
i:lirk R. Barnes
f&b@nicl W. Beal
J?Betscy Battis
Roger Beginp
danice Bennett
‘William g, Bennett
’AI Beaudoin
Corliss a, Blake
Rachel E, Blake

Diane Black
William g, Blood
Evelyn Bryant

Daisy Bond

Robart Bourgault
Betsey Bowen

Ellen Bouman-Neilly
Mary E. Brewer
Bonnie Bel} Bustard
Brownie Carson
Robert Cartmil)
Michae)l Chapko
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Brunswick teacher, Jordan Acres
Upward Bound student
Brunswick High School teacher,
formerly member of Brunswick School
Board, ang Prior to that Principal
of Brunswick Coffin Blementaty School

Preepor¢ High School student, and
Bowdoin student

Brunswick School Boarg

Upward Boung 8tudent; Bowdoin Student
Freeport teacher, Kindergarton
Upward Boung student

Freeport citizen

Freeport School Board

Principal, Middle School, Freeport
Freeport citizen/parent

Preeport citizen/parent/member of
Freeport Education Development Conmittee

Brunswick, Special Education Teacher
Freeport School Boargd

Brungwick Teachersg! Alde, Jordan
Acres

Brunswick, Clerk at Jordan Acres
Maine Teacherg Association negotiator
Brunsuick teacher, Jordap Acres
Brunswick teacher, Longfellow School
Brunswick teacher, Jordan Acres
Upward Boung 8student

Upward Boung teacher

superintendent, Preeport Schools
ﬁowdoia' Faculty/Upward Bound teacher
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Marilyn Chase
Philip Chase, Jr.
Nancy R. Clark

John N. Cole
Elissa Congor
Ernust Cottea
Hezbezé % Cnursen
Kay 7. Zovell
Gareh Cox

¥ix%nrd Crosman
Reny Demers

Marianne Deschaines

Carol polloxif

Susan Dolloff
Helen Doyle

Kathy Duffy

Steph Duplessis
Phyllis‘sstes
Linda Ewing

ﬁenry L. Favreau
Vera pield

Merton D. (Bud) Pillmore
Gordon Pinnemore
Peg Pisgher

ﬁay Pigher

340
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Brunswick speech thezapiq;
Freeport Middle School teacher

Brunswick Eigh School teacher,
President Maine Teachers Association

Brunsvick citizen/Editor, Maine Times
Collins Brook School staff

Upward Bouad student

Bowdoin Faculty/Upward Bound teacher
Brunswick teacher, Jordan Acres
¢ollins Brook School pupil

Principal, Brunswick Jordan Acres
Elementary School

Principal, Brunswick Longfellow
Elementary School

Upward Bound student

Brunswick citizen,parent; Collins
Brook School, parent

Collins Brook School, pupil

Brunswick teacher, Jordan Acres

Upward Bound student -

Upward Bound, Assistant to the Director
Freeport School Board menber

Upward Bound student

Brunswick School Board member

Brunswick teacher, Longfellow School

Freeport School Board, Chairman

Upward Bound student
Freeport citizen/parent-Upward Bound,teache:

Freeport citizen/parent-Upward Bound
teacher
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-Joyce A, Freeman
Alfred H. Puchg

Janet g, Galle

. Prank Garlana
fisue Gervaig
. Roger Gilbere
 Jack Glatter
vBtyan Gottlieb

" Martha Gottlieh
A. L. (Roy),creaaon
Peter Grya

Ruth Gruninger
Mary Haggerty

H. Harry Harrington
Ruth Harrig

Pauyl Hazeltop

Priscilia Hinckley
Bridget Healy
Janas 1,, Hodge

Joyce Hopking .

BHelen Horowitz

21

Upward Bound Student

Colling Brook School, Administrative
Assistant/tencher

Brunswick teachcr, Jordan Acres

Bowdoin faculty, Upwargd Boungd teacher,
Chairman, Upward Boupg Advisory Committge

Brunswick citizen/hember of Planning
Committeeg Jordan Acres School

Freeport School Board mempber

Upwarg Bound student

Colling Brook School, teacher .
Upward Boungd teacher

Freeport citizen/parent (Colling
Brook School ang Freeporg Schools)

Freeport citizen/parent (Colling
Brook School ang Freeporg Schools)

Bowdoin, Dean of tpe College, Chairmag,
Brunswick School Committeg

Bowdoin Student, volunteer aide,
Brunswick Jordan Acresg

Freeport teacher, Soule Elementary School
Brunswick teacher, Jordan Acreg

Upward Bound teacher

Colling Brook School, stafg

Bowdoin faculty, Chairman, Advlsory
Committee on Upwarg Bound .

Upwargd Bound student
Freeport School Board Member

Bowdoin taculty, Upwargd Boungd teacher,
Chairman Upwargd Boungd Advigory Comni tteq

Principal, Freeport Soule Elemantary
School

Brunswick teacher, Jordan Acreg




. Charlotte Howard

Paul Hurlburt
Patricia Hutchinson.
Mildred Jones
Rick Karg
Marcia Keith
Jamie Kellem
Barbara D. Xurz
Anne Ladley
John B. Ladley
Sam Ladley

Lisa La Joie
Marilyn La Joie
bonna LaPierre

"Ed Lea

Dan Levine

Richard rLord

Dorothy MacKenzie
Cynthia.R. McLaughlin
Mary Grace Mellow
Halton Merrill

Alan E. Miller

Marcella Morin

Pat Morrison

_ o Man
Upward Eound[ Assistant to the
Director .
Principal, Brunswick Middle School’
Brunswick teacher, Jordan Acres
Pr;eport teacher, Kindergarten
Collins Brook School teacher
Freeport Elementary Supervisor
Collins Brook School teacher
Brunswick Elementary Supervisor
Collins Brook School/parent
Collins Brook School/parent
CQlliné Brook School/pupil
Freeport High School/student
Freeport citizen/parent

Brunswick teacher, Jordan Acres

Upward Bound teacher/Project research
assistant

Bowdoin faculty, Upward Bound teacher,
Chairman, Upward Bound Advisory .
Committee

Brunswick citizen

Brunswick teacher, Jordan Acres
Freeport High School teacher

Upward Bound student

Freeport, President of Freeport
Teachers Association, Principal of
the Middle School

Brunswick citizen, parent, Upward
Bound teacher

Upward Bound sgtudent
Freeport School Board member
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'Jean O'Brien
;lnn O'Brien

. Jerry Oleson

< parl L. Ormsby
£ nnon Palmer
vonnie Pennington
Vida pesxay

:5bc Polsner

Marion P. (pic) Pettit

Josh Praver

Bubert E, Redding

Carla Rensenbrink
Trink, Greta, Liz:ie

Rensenbrink
Debbie Ries

Shirley Roper
Judy Roulliard
Stephen D. Reig
Aan Riley
Phi;nore Ross

| Douglas Schooler
:lnna Schwenk
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Freeport School Boarg member

Brunswick citizen, memher ¢f planning
committees for Jordan Acre. “chool

Preeport citizen, Parent, rep. ‘ter
for Portland Press Heralgd

Bowdoin faculty, Upward Bound teacher
Freeport School Board member

Preeport teacher, Soule Elementary School
Freeport High School teacher
Brunswick School Board member
Upward Bound student

Collins Brook Scrnool teacher
Brunswick, teaching consultant
Freeport teac.er, Middle School
Freeport School Board, Chairman
Collins Brook School student

Freeport Sch2- " Board membar, Acting
Superintendant

Freeport teacher, Morse Street
Blementary

Collins Brook School, pupils

Bowdoin student, Jordan Acres
volunteer aide

Upward Boung Student

Brunswick teachers' aide, Jordan Acres
Upward Boung, Assistant Director
Brunswick School Board, Chairman
Brunswick Schoo} Board, Chairmap
Preeport, School Counsgellor

Preeport’ citizen, parent; Collins
Brook School, parent

b 8
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Herman Schwenk Preeport citizen, parent; Collins
Brook School, parent

Alfred Senter Brunswick citizen

Carocl Shaw Bruyswick teacher, Jordan Acres

Dorothy G. Shea ‘Brunswick teacher, Jordan Acres

Jim Shepperd Collins Brook School, business panager

Lisa Shepperd Collins Brook School, student

Mim sheﬁperd Freeport teacher, Soule Elexmentary School

Alison Shipman Brunswick, librarian Jordan Acres

Yelen Small Brunswick teacher, Longfellow School

iinda Smith Collins Brook School teacher

Ron Snyder Brunswick, Acting Superintendent

Reed Stanley _ Upward Bound student

Ernie Stallworth Reporter, Bath-Brunswick Times Record

Nora Thompson Brunswick teacher, Jordan Acres

coseph Threadgill Up;ard Bound teacher A

Mary Tirmmerman Brunswick teacher, Jordan icres

Andy VanSickle Collins Brook School student

Sally Vogel Freeport Elementary Reading Prograzn,
Director

Doris V;adimirott Upward Bound, Director

Dick Watson Collins Brook School, Director

Lea Watson Collins Brook School, teacher

Sharon Watson Collins Brock School, co-Director

Donal< F. Weaf.., J=. Brunswick teacher, Jordan Acres

Budg Wellingtcsn Collins Brook School, teacher

Barisa M. -, i~ Freeport Middle School, librarian

‘Jusan "™Mite Collins Brook School, teacher

iMargarat €, <hi'ahsuse :z;:g?:: teachers' aide, Scule Elementary

C.

344
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Brunswick teacher, Jordan Acres

Collir - Brook School, staff member
Gicdya 8. Wilson Principal, Brunswick bnion Street -
e Elementary School; menber, Planning
’ committee, Jordap Acres School

 Evelyn Wyman - Brunswick teacher, Jordan Acres
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