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Chapter 1

Learning to Plan

The changing role of the planner

As a student of the planning process, I have tried to de-

velop an understanding of my proper role as a professional

planner. I have considered, in this regard, both the trends

in the profession and the trends in my own development. I

have been most impressed by the concept of "transactive plan-

ning" presented by John Friedmann in his book, Retracking

America. Friedmann, currently Director of Urban Planning at

UCLA, outlines the changes in planning which have occurred over

the last hundred .years. He points to the need for mutual ex-

ploration by "client groups" and planning professionals. His

style of planning involves a continuous process of learning,

which is appropriate to changing conditions and the, increasing

sophistication of modern clients.

Transactive planning, which I choose to call a positive,

if not revolutionary, trend in the profession, is quite com-

patible with trends in my own development which I want to en-

courage. I especially look forward to a role which encourages

continued mutual learning. As a potential "client" of profes-

sionals myself and as a potential professional, I appreciate

the prospect of interactive relationships.

Transactive planning addresses my concerns about the

interpersonal style involved in my profession. As for the

actual content of planning, my concept of the "planning" which
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I will do as a professional is akin to the common-sense usage

of the term. I want to plan for the community in-which I live

in the same way that I would plan for a vacation trip. There.

will be, in any plan, certain desires and expectations about

the future. By applying knowledge and theories developed from

past experience, these desires will either be realized or modi-

fied. I will try as much as possible to remain grounded in my

own experience and common sense. As on a vacation trip, there

will be flexibility in the plans. Overall there will be a

feeling of relaxation.

I hope to apply this naive and idyllic view of the plan-

ning process to a variety of concerns which I have. My goal

has been to discover a theory of planning which is commonsensi-

cal and grounded in my own experience and at the same time

applicable generally to any planning situation. I have looked

for the basic similarities which apply to any planning problem,

from making up a grocery list to developing a national energy

policy. In the simplest case, a good plan has a desired end

state and some strategy for achieving the end state. Knowledge

and theories inform the strategy. In the case of a grocery

list the desired end state is a well-stocked cupboard. The

strategy involves knowledge of nutritional requirements, tastes

in food, availability at a store, and cost. In a more complex

planning problem, the same elements apply--there is a desired

end state and a strategy for reaching that end. It may be

difficult to know what the desired end state is, particularly
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if many people are involved. The strategy may be extremely

complex, involving many steps and a great deal of 'uncertainty.

The knowledge needed to devise strategies may be difficult to

acquire and theories may be undeveloped and inadequate. Never-

theless, at some level of abstraction the problem remains quite

simple, involving an end state and a strategy toward that end.

Criteria for effective planning

From my rather simplistic notion of planning it is possi-

ble to develop some rigorous criteria for a planning theory.

In defining these criteria I use the term "purposes" to indicate

the desired end state of any particular plan. I use the term

"goal" to indicate intermediate states which are part of the

strategy for obtaining the purposes. The relationship of goals

to purposes is a relative one, with goals always sought in

pursuit of some more ultimate purposes. For example, one may

end in one ntext may be only a goal in another context, a

means to a more ultimate end purpose. For example, one may

consider one's job as truly fulfilling, as serving some basic

purpose one has, such as creativity. Another person might,

in the same position, be interested only in the money earned,

for its value in obtaining some other purpose, perhaps some

pleasure. The job may have value as an end and at the same

time as a me.ans to other ends. It may be, in my usage, both

a purpose and a goal.

Still speaking generally, I believe that in any planning
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situati n the following ci'iteria will yield effective plans,

plans where the end state or purpose is most likely to be real-

ized:

1) achievement of goals under conditions perceived as

stable

2) adaptation of goals to changing conditions

3) adaptation of goals to improved strategies

4) search for improved strategies to realize more ultimate

purposes

I believe that any plan will be more effective if it incorpor-

ates these general criteria for adapting and improving the

str ategy of the plan.

I find the metaphor of a pathway useful in thinking about

plans. One set of goals represents one pathway to the ultimate

destination, the end purposes. Another set of goals, another

strategy, is another pathway to the destination. The first

criterion, above, says that one must be able to progress along

a given path in order to reach the end. Without the ability

to achieve goals, to move along the pathway, a strategy is

useless, and a purpose is unattainable. The second criterion

says that one must be prepared to take another path if condi-

tions change along the way. A goal must be changed if some

unexpected obstacle is discovered. The third criterion says

that one must be prepared to take another path if some new

information reveals a better way. An overview of the strate-

gies which are pathways to a particular purpose may demand a



change of strategy because of new knowledge or theories about

the strategies for the particular purpose. The fourth criter-

ion says that one must remember always the importance of get-

ting to the end, of achieving the purpose effectively. One

must be constantly looking for a better way, at the same time.

that one is progressing on the current path. This is parti-

cularly true when there is uncertainty about the strategy. One

must not forget the uncertainty and stop trying to improve on

the current strategy.

The four criteria taken together form an effective system

for realizing purposes. They seem to conflict but are in fact

interdependent. If one is primarily concerned with goal

achievement, then consciousness of purpose, in this context

as a concern over the wisdom of pursuing a goal, may reduce

the confidence and commitment to goal achievement. One may be

reluctant to follow any given path if it will later be aban-

doned. Yet in terms of realization of the ultimate purpose,

consciousness (constant awareness) of that purpose is crucial.

It is useless to follow a path (to take action) which is not

aimed toward the desired destination (the purpose). Distinc-

tive destinations, the purposes, provide the meaning or moti-

vation for taking action and for taking particular actions

rather than others.

If a pl an is designed to achieve goals without monitoring

that achievement to determine if ultimate purposes are being

served, to that extent, the plan is ineffective. The same is
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true of the plants adaptability. If goal achievement is de-

signed to be maximally effective within a given set of goals

and conditions,. goal achievement will likely be reduced if

goals or conditions change. In a world where conditions and

perceptions of conditions are changing rapidly, general skills

adaptable to a variety of goals are the most sensible to culti-

vate and plan for. This advice amounts to the old saying,

"Don't put all your eggs in one basket"., Effectiveness re-

quires reformulating goals to better transform purposes to

realization. Of course, goal achievement as a necessary com-

ponent of a plan, should not be minimized. A person or system

which has the capability of choosing goals which would realize

its purpose, but is never able to achieve those goals, is cer-

tainly ineffective.

Planning effectiveness, then, involves the simultaneous

satisfaction of all four criteria--for goal achievement, adapt-

ability and consciousness of purpose. Maximization to any one

criterion, as in goal orientation, will lessen the likelihood

that other necessary criteria will be satisfied, or that ulti-

mate purposes will be realized.

Developing a theory for effective planning

To make the criteria for effective planning useful, I had

to expand the theory to include operationalizing these abstract

criteria. I looked to develop a theory for achieving goals

effectively, for adapting goals to changing conditions, for
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adapting goals to improved strategies, and for remaining con-

scious of purpose and searching for improv'ed strategies.

These theories which I searched for corresponded to what

I believed an effective learning theory was. So I searched

for a learning theory which I could apply to planning problems.

My desire was to apply the elements of an effective learning

theory directly to the general planning problem. But learning

theories are formulated in terms of individuals and not in

terms of the complex systems which are associated with many

planning problems.

Nevertheless I felt that analogies could be drawn between

the individual, effective in learning, and the effective sys-

term. I have gathered data which gives a preliminary indication

that a general planning theory based on a learning theory is

reasonable, useful, and even powerful.

First I will present a theory of effective individual

learning. Then I will draw analogies from this theory to the

situation of planning for effective organizations and systems.

Finally I will present data and make some assertions about

effective organizing, about planning for effective organiza-

ti ons.



Chapter 2

A Learning Theory for Individuals

The criteria for a planning theory which were developed in

the last chapter must, if they are to be useful to the planner,

apply to the organizations and large-scale systems that plan-

ners deal with and also to the individuals within the systems.

These criteria mean essentially that a plan must continue to

evolve, as the people within the system and the planner con-

tinue to learn, as the system itself "learns". Learning is a

term usually associated with individuals and not with the more

abstract systems which are the planner's. concern.. But some

recent learning theories use systems language and concepts to

describe individual learning. These interactional learning

theories stress the value of feedback from other individuals

as essential components of the learning process. Interactional

learning theories provide a conceptual framework which can be

applied to the redesign of the planner's large-scale systems

and constituent organizations. Personal growth can then be

enhanced along with organizational and system effectiveness.

THE ARGYRIS-SCHON THEORY

One such theory of individual learning

was developed by Argyris and Schn. Their theory meets the

criteria for effective planning which I outlined in the last

chapter. In order for the individual to plan and act effec-

tively--in dealing with the physical environment or the inter-

personal environment, in adapting to changed conditions or
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changed goals, or in improving strategies and goals to better

realize ultimate purposes---one must:

1) generate valid information about the choices of action;

2) make a free and informed choice of a course of action;

3) develop internal commitment to a chosen course of action;

4) bring the actual effects of action (the theory-in-use)

into congruence with the intended effects (the espoused

theory-of-action).

Let me try to explain the theory as I understand it. The

theory is on the one hand very simple and straightforward and

on the other hand very complex and idealistic.

Generating valid information

If one has in mind a particular goal or purpose, the first

and obviaus step to obtaining the goal is to gather information

about the many courses of action nvailaole to achieve the goal.

The better the information is about the consequences of parti-

cular actions, the better is the chance that one can know what

actions will achieve the goal.

The Argyris-Schbn theory is an interactional learning

theory because it assumes that in almost any situation an indi-

vidual's ability to gather information will be enhanced by

communication with other individuals. In the case of action

taken with respect to the physical environment, an individual's

understanding of the consequences of his action can be greatly

increased by 'his knowledge of the experience of others in that

physical environment. For example, an individual might have
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as a specific goal the growing of radishes in his backyard.

The experience of people who are familiar with the local soil

and climate and the growing characteristics of radishes would

be invaluable information for the individual. Examples of

this sort are so common as to defy enumeration. Much of our

culture consists of observations of the physical environment

which have been accumulated and shared over thousands of years

and now form the basis of most of our knowledge about the

likely consequences of our actions.

The value of information from another individual's exper-

ience is even more obvious when one's goal relates to action

taken in conjunction with this other individual. For example,

if one's immediate goal is to rendezvous with another person

for lunch, it might be useful to know where the other person

will be coming from and also what sort of eating place will

be acceptable to him within the logical area for a meeting.

Again, the number of examples of this sort--where the effec-

tiveness of one's action depends on knowing about another's

attitudes, behavior, intentions, or even simply his location

at a particular time--are innumerable.

The information required to make an effective choice of

action in situations involving numbers of other people can be-

come quite complicated. For instance, if one chose as a goal

the ending of war everywhere on the planet, the information

required to choose the right actions might likely be beyond

the capabilities of any one man or group of men to obtain.
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This example raises two points about the relationship of infor-

ination to goal achievement. First, informLation obtained about

the choices for one's action may yield the conclusion that one's

goal is quite impossible to achieve. In an effective learning

system this outcome is not a problem. Since goals are -always

chosen to serve some more ultimate purposes, the bankruptcy of

one goal leaves one the opportunity to choose another more ef-

fective goal. If an individual is able to determine that some

goals are relatively ineffective and others relatively effec-

tive, then he is effective at the fourth criterion for planning,

which requires consciousness of purpose and the search for im-

proved strategies for realizing that purpose. The metaphor of

a' stone wall is appropriate here. If you can't seem to get

through it, it may be better to go around the obstacle to your

destination (your purpose) rather than getting caught up in the

goal of going through the obstacle. Second, information may on-

ly enable one to improve one 's chances of achieving a goal. For

both these reasons, it makes sense to talk about effectiveness

in relative as well as absolute terms: below some threshold

level of information, there will be absolutely no effectiveness;

above that threshold, the more valid and complete is the infor-

mation generated, the more effective will be the choices made.

The Argyris-Schon theory specifies that the individual

must generate valid information, information that is not dis-

torted. Argyris, in earlier works, has developed expensive

3criteria for interpersonal behavior. These criteria for



behavior are intended to reduce the distortion of information

which typifies communication. Argyris suggests that the follow-

ing characteristic behaviors will increase the probability of

obtaining valid information:

owning up to one's ideas and feelings

being open to ideas and feelings of others

experimenting with new ideas and feelings

helping others to own up, be open, and. experiment

These behaviors will reduce distortion at both ends of the line,

as it were. Communication can be distorted both by the sender

and the receiver. The receiver must make himself open to the

different perceptions of others. He will then be able to effec-

tively include this information as a basis for his own action.

At the same time the receiver must try to avoid causing or en-

couraging the sender to be closed, deceptive, or distorting.

Finally, in order to get the most effective flow of information

with others, the receiver must help others to develop within

themselves an openness to information which could be useful to

both. Argyiis suggests that giving and requesting directl-

observable data, rather than attributions or opinions, will

increase the validity of information. Also, he suggests that

minill evaluative feedback will lessen the likelihood of

defensive distortions of information.

Argyris lists the following conditions in the individual

as conducive to his generating valid information:

self-acceptance
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confirmation from others

feeling of essentiality

psychological success

Though Argyris' characteristics are described in terms of

the individual who wants to maximize his own effectiveness,

reciprocal relationships with others are implicit in their

formulation. He suggests that individuals, behaving in this

effective manner, will exhibit norms of individuality, respect-

ing and valuing the perceptions of others. They will at the

same time exhibit norms of concern and trust.

The Argyris-Sch6n theory, then, implies a reciprocal inter-

active relationship between individuals to facilitate the learn-

ing and effectiveness of each. The individual, in order to

become effective, must generate information which is useful,

th.at is, which pertains to realizing his purposes. In order

to obtain much of this useful information he must form open,

trusting relationships with others to obtain information which

is valid. Finally, he must monitor his own experience and

watch the outcomes of his action. (This monitoring and feed-

back portion of the learning process I describe fully as the

fourth stage of the Argyris-Sch6n theory.) The information

gathered in monitoring one's own experience is valid, directly

observable data, and most powerful in producing learning. The

ability to predict outcomes is the ultimate test of the valid-

ity and usefulness of information.
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Making a free and informed choice

The second fundamental stage in effective action, accord-

ing to the Argyris-Sch6n theory, is the making of a free and

informed choice. An effective individual must make choices for

himself. Only the individual himself can-know at the moment

for a decision what the objectives of his action will be. How-

ever, an ineffective individual may not be in touch with (con-

scious of) his objectives when making choices. Another indivi-

dual can only guess at the many and perhaps conflicting pur-

poses which will be operating at the moment of choice. His

choice for another individual will always suffer to some extent

from a lack of direct knowledge about another.

Freedom is a paradoxical concept and, in a sense, an illu-

sion. Free choice is made within the constraints of possibil-

ity. In an interpersonal situation, what is possible depends

on the action of others. One's ability to choose the most

effective action is enhanced by knowing the actions and inten-

tions of others. Others may give us "freedom" in the sense of

creating opportunities. At the same time they give us "free-

dom" by informing us of the limits of our opportunities. The

limits always exist. We must know our limits if we are to take

action which has a possibility of success. "Freedom" of action

without knowledge of the constraints operating, may yield fail-

ure or unintended negative consequences. In either case, the

long-term result will be psychological failure. According to

the theory relating to valid information, psychological failure



will yield defensiveness, distortion of information and more

failure.

Free choice, in the Argyris-Scho5n formulation, results

from valid information about the possibilities and the limits

of choice and from an awareness of the purposes which determine

the choice. We can increase the likelihood of an individual

experiencing psychological success by encouraging him to make

choices for himself, to own and feel responsibility for his

actions. This individual will not only be more effective in

realizing his oim purposes but will also be more likely to give

us the undistorted information which we' need to be effective.

Developing internal commitment

The next stage, internal commitment, follows from a free

and informed choice. Argyris: "Internal commitment means that

the individual has reached the point where he is acting on the

choice because it fulfills his own needs and sense of responsi-

bility, as well as those of the system. "4 Without free and

informed choice, and consequent internal commitment, the indi-

vidual will depend on external control to hold him to the task.

If that control is relaxed (and it can never be total), the

individual will certainly question his own action, will not be

totally effective, and may even subvert the task. An internal

commitment enables one to proceed, with some doubt perhaps, but

with no need for rebellion.

Many situations in organizations and other interpersonal

situations involve external control rather than internal
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commitment. This is the case when there is decision-making

that is not consensual. Even if an external decision is made

in the "best interest" of the individual, even if the indivi-

dual would eventually make the choice which another has made

for him, the individual will not effectively pursue the choice

unless it is his own.

As .a person becomes more informed and more effective, he

becomes more aware of the variety of choices open to him. He

is more and more likely to know what is advisable for himself.

He is not likely to stubbornly insist on a course of action

which no longer seems advisable. Although it is sometimes

easier to get a person to improve his position by external con-

trol, this will be true only if he is relatively uninformed.

Making outcomes congruent with intentions

Finally, even with the best of intentions, seemingly valid

information, a free choice and commitment to the choice, one

may not carry out one's intentions. So the final stage of the

Argyris-Sch6n theory involves obtaining information about-

whether one is actually doing what one thinks one is doing.

This step is really a test of whether the previous steps have

been carried out faithfully. If the intended action (the es-

poused theory-of-action) does not produce the intended results

or produces unintended results, then the action-theory-in-use

is not congruent with the espoused theory. The actual events

are not those which were explained and predicted by the es-

poused theory.
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The incongruence between espoused theory and theory-in-use

viill result from some sort of misinformati6n. For example, the

individual mr y have all the pertinent information about condi-

tions and behavior external to himself. But if he is unaware

of all the ramifications of his own behavior, he will not be

effective. Feedback from other persons or by some mechanical

means such as videotape can help the individual to know what

are the actual effects of his behavior. The individual may be

misperceiving the behavior of others as well. Or he may be

misperceiving information from the physical environment.

Again, feedback from others can be the basis for correcting

this information. Finally the individual may be acting on the

basis of information from another person who is misperceiving

his own behavior or misperceiving the environment. In this

case the individual must check the person's perceptions with

those of himself and others.

Torbert describes a theory of experiential learning which

is not essentially different from the Argyris-Sch-n theory.

But Torbert makes explicit different elements from those expli-

cit in the Argyris-Schon formulation. The theories complement

one another and make effective application of the essential

shared principles somewhat easier.

TORBERT'S EXPERIENTIAL LEARNING THEORY

My understanding of Torbert's theory begins with a quote

from William James: "My experience is what I agree to attend
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to. "5 Fundamental to Torbert's theory is the notion that peo-

ple will perceive what they want to perceive. An individual's

purposes will determine to a large extent how and what he per-

ceives. The Alaskan Indian has 32 different words for snow.

His highly discriminating perceptions are necessary to his sur-

vival. For the weekend skier it may be sufficient to know

whether to wax his skiis for dry snow or wet snow.

The structuring of perception has a critical effect on the

information necessary to determine effective action. Informa-

tion will be accepted only if it is in -a form which one agrees

(chooses) to attend to. One may be in the habit of stereo-

typing peoples' behavior according to some particular charac-

teristics such as sex, race, age, aggressiveness, etc. After

stereotyping, one may never notice the multitude of individual

behaviors which are contrary to the stereotype.

One learns to structure, discriminate and- give meaning to

information so that it is both useful-that is, pertinent to

possible action-and non-threatening. Torbert describes a

level called consciousness which monitors the first level of

experience-behavior and perception--and the second level of

experience--structure. An individual's consciousness is aware

of interactions between himself and his environment and moni-

tors the other levels in order to maintain the overall, life-

time, autonomous purpose and integrity of the person. Accord-

ing to Torbert's model, structure is what determines what will

be attended to (perceived) and what will not. Structure also
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defines the limits of appropriate or acceptable behavior and

appropriate or acceptable thought. Consciousness, in turn,

determines structure, in order to best serve one's purposes.

I find it useful to think of structure and consciousness

as heuristics--operating rules which determine behavior and

perception at any given time. Structure consists of the rules

which directly determine behavior and perception. Conscious-

ness consists of the rules which determine structures.

Consciousness and structure are abstract concepts which

serve to explain the ordering of behavior and perception. They

cannot be observed directly but they can be inferred from ob-

serving behavior and perception. This inferring consists of

imagining the rules which must be operating in order to produce

the observed patterns of behavior or perception.

One need not be conscious of the rules which comprise

structure and consciousness. In fact, Torbert believes that

very few people experience consciously these levels of their

operation. But he also believes that making these levels con-

scious is essential to individual effectiveness. To be effec-

tive, one's structuring of behavior and perceptions must con-

tribute to realizing one's purposes, to having the effect one

intended. If one is not effective through the unconscious

operation of structure and consciousness, it may be possible

t-o improve on that effectiveness by becoming aware of struc-

ture and consciousness.

Increasing effectiveness will result from awareness of
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several elements. These elements include, in Torbert's formu-

lation, individual purpose, behavior and perception, the struc-

turing of behavior and perception, and the congruence of pur-

pose with the actual effects of structured behavior and per-

ception. An effective individual will experience an awareness

of all these elements of his own operation. In an interper-

sonal situation, one's effectiveness will be increased by

awareness of these elements in the experience of others as

well. Knowledge of another's behavior and perceptions will

help one to plan one's own behavior. It will also help in re-

structuring one's perceptions if that seems indicated. But

knowing another's behavior and perceptions is not enough. In

making decisions on the basis of another's behavior and per-

ceptions, there is an implicit structuring of the other's ex-

perience. One is making inferrences from the observed behavior

or perceptions. These inferrences are about the rules which

the other has for structuring behavior and perceptions and for

determining structure. It is necessary to know these rules in

order to project accurately what the other's behavior will be

in the future. If one can get direct information from the

other about his experience of his own structure and conscious-

ness, this will add greatly to the reliability of the infer-

rences one might make about the other's future behavior.

Torbert's theory is based on a learning systems model.

Effectiveness derives from feedback as well as from awareness.

Feedback is information which allows one to determine to what
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extent purposes are being realized. With this evaluative mech-

anism one can make decisions about, the relative effectiveness

of different behaviors and/or perceptions.

By Torbert's theory, effective feedoack involves:

1) a mutual sharing of experience at the levels of behavior,

structure, and consciousness;

2) formulation of that experience which encourages the

other's efforts to specify and pursue oehavioral goals

that authentically transform conscious purposes;

3) a consequent pre-disposition to mutual self-control

rather than externpl control.

The key points here are that particular types of informa-

tion must be known and that this information must be shared.

The information to be shared concerns an individual's experi-

ence of his own behavior and perceptions, his structaring of

his own behavior and perceptions and his adjustment of struc-

turing in response to consciousness of purpose. By sharing

this information one gets help in four ways. The perceptions

which one has of one's own behnvior, structure and conscioas-

ness can be tested and refined through comparison with the

perceptions which others have of that behavior, structure and

consciousness. The perceptions of others whom one depends upon

will be improved through one's sharing with them. The per-

ceptions of others can also be tested for validity by sharing

of these perceptions. The behavior of others can be checked

for its reliability in predicting future action by sharing of
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their structure and consciousness.

In the Torbert theory, the process of becoming effective

is an interactive, reciprocal one. The individual becomes

aware of his own structuring of behavior and perception as he

shares experience with others.. His effectiveness increases

when the feedback he gets comes from increasingly effective

others.

The theory assumes that certain general types of struc-

turings will be effective in realizing all purposes which indi-

viduals might have. These structurings are:

1) an openness to the experiencing of the three different

levels of operation of an individual;

2) behavior which shares this experience with others as

feedback for them;

3) an openness to feedback from others.

The assertion that genuine purposes will be realized only by

structures meeting these criteria implies that not all of the

imaginable purposes are genuine and realizable. By the theory,

even competitive or destructive purposes cannot be realized

effectively without the cooperation of adversaries. These ad-

versaries will, we would hope, not cooperate to be totally de-

feated or destroyed. The assumption which is implicit in

Torbert's formulation is that competitive and destructive pur-

poses cannot be shared or realized effectively.

Synthesizing Argyris-Schbn and Torbert

The Ar gyris-Sch6n and Torbert theories give slightly
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different versions of essentially the same argument. In both

theories individual effectiveness is maximized through a learn-

ing system involving feedback from other individuals. Each

theory requires that there be constant evaluation to determine

if intentions are being carried out. Each stipulates that

internal commitment rather than external control is necessary.

The Argyris-Schbn theory is formulated in terms of an

action orientation. The four steps of that theory-ootaining

information, making a choice, committing to the choice and

testing for realization of intentions-ere easily understood.

I find the Torbert formulation less comfortable to use but

more fundamentally useful. Torbert's Version reminds one that

even the perception of information is an action which can be

effective or ineffective. The gpthering of valid information

is subject to perceptual distortions. Directly observable

data will not necessarily reduce the distortion. Torbert's

version is also more direct in leading one to the introspection

and self-consciousness which is necessary to be effective.

This is not an omission by Argyris and Schdn but rather it is

a matter of emphasis. The Argyris-Sch6n theory gets at the

need for self-consciousness in its step which compares inten-

tions with outcomes. Torbert's theory stresses the need for

self-consciousness and suggests the levels of one's operation

which should be experienced in self-consciousness. I like,

too, Torbert's emphasis on the mutuality of effective inter-

actions.



my own synthesis of the two theories takes the Argyris-

Sch6n theory as a framework. In generating valid information,

I will specify that the information include behavior, percep-

tions and ultimate purposes, the structure of rules for beha-

vior and perceptions, and the rules relating ultimate purposes

to structure, behavior and perceptions. I will ground any

focal experience I may be having in the continuing awareness

of my ultimate purposes. This is, I think, the central and

most difficult process in becoming effective: keeping a part

of one's attention aware at all times of the question- "Why am

I doing this?" Finally, I will encoura'ge others to use the

same theory and engage them in mutually constructive inter-

actions.



Chapter 3

A Theory for Organizational Effectiveness--

Force-fitting Organizations into a Learning Theory

In the last chapter I described a learning theory which

applies to individuals alone and in interpersonal interaction.

The logic which applies to individual's effectiveness can be

applied to organizations as a whole. I theorize that the cri-

teria for effective learning will also yield organizational

effectiveness, when applied to an organization as a whole.

The elements of the learning theory for individuals were:

1) generating valid information, including information about

behavior, perceptions, structuring of behavior and per-

ceptions, and consciousness of purpose;

2) making a free and informed choice;

3) developing internal commitment to the choice;

4) testing for congruence of outcomes with intentions

5) encouraging a mutuality of effective behavior with others.

"Others" refers, in this organizational context, to the other

individuals and organizations with whom the organization inter-

acts.

The formulation above calls for a mutual sharing of infor-

mation about behavior, structure, and consciousness. In terms

of an organization, the behavioral information refers to: ac-

tion taken in pursuit of short-term goals; all the day-to-day

and month-to-month activities of the organization, relating to

its products and/or services; the inputs and outputs of the
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organization.

The structural level refers to inforAation about the for-

mal structure and informal processes which determine: member-

ship and roles in the group; how and what action is carried out

at the behavioral level; and what information from the environ-

ment is accepted as valid feedback (what will influence the

organization's behavior and what will be ignored).

The consciousness level refers to the abstract purpose of

the organization. This purpose may be explicitly stated in the

organization's policy or it may be implicit in the policy,

structure, and actual behavior of the organization. In a truly

conscious organization, ultimate purposes would be public and

shared and determine effectively structure and behavior. In a

typical organization, the abstract purposes which seem actually

to operate, for example--profit-taking, survival, or growth--

may not be the purposes which are emphasized in relating to

the public.

Applying the theory of individual learning to an organi-

zation would yield the following assertion about effective

organizing. At a macroscopic leivel of analysis, in an organi-

zation's relationships as a whole with individuals and groups

outside itself, effective transforming ,of abstract purposes

requires a willingness: to share abstract purposes, to test

whether they truly represent more ultimate purposes; to share

and test the structure for transforming these purposes; to

share the actual behavior which creates products and/or
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services; to make free choices and allow others to as well; and

to test whether the output is what was originally 'intended.

It is possible to show that this manufactured theory is

at le est reasonable, without proving that it is true. The same

reasoning which supports the theoretical steps for individual

effectiveness applies to effectiveness in organizations.

Organizations can benefit in the same way as individuals

do from a sharing of information. Feedback will help the or-

ganization know more about its own functioning--about its ac-

tivity, its filtering of information, its structure for deci-

sion-making and the congruence of the oUtcomes of its activity

and structure with its purposes. Sharing information will in-

crease the effectiveness of those other individuals and organi-

zations that the organization depends on. Information about

the structure and purposes of other individuals and organiza-

tions will enable the organization to plan with greater confi-

dence about the activity of these others.

An individual or organization which does not publicly test

its assumptions and strategies will almost certainly have sim-

plified those assumptions and strategies in a way which may

appear effective at first glance or in the short run. A topi-

cal example is that of energy comsumption. Short-run untested

assumptions that energy sources were inexhaustable and rela-

tively free (involving only the costs of obtaining the energy

rather than the opportunity costs for future use or the costs

of by-products such as air pollution) have been painfully
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invalidated. If this knowledge had been shared, other indus-

tries and individuals might have chosen to curtail usa earlier

and encouraged development of alternative sources. For those

who have been rudely awakened (and I am one), it was perhaps

ineffective to take the route of blind faith in the good inten-

tions and foresight of those who were given private control of

energy resources. A healthy amount of mutual self-doubt and

mutual self-control is desirable as is a willingness to con-

front other individuals and organizations on their own assump-

tions and operations.

Like an individual, an organization must make a free

choice in order to be fully effective. This means knowing the

limits which other organizations will reasonably place on the

organization's activity and it means confronting the limits

which are not reasonable. When organizational interests con-

flict, the effective and rational resolution will define the

conflicting parties as part of a larger system.which should

locate its shared purposes and act on these. Any particular

organization should assert its right to freely pursue activity

which does not conflict with others.

The reasoning about internal commitment applies to organi-

zations as well. Externally controlled organizations will have

externally controlled members. External control means that

another organization or individual is dictating the choices

without regard for the purposes of the controlled group. It

also means that the controlled group or individual is, for some
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reason, not asserting its right to have its purposes considered

in the decision-making process. From the theory about indivi-

dual effectiveness, one would expect that the externally con-

trolled members would be ineffectively motivated. The organi-

zation's effectiveness should suffer from these individual mem-

bers with lowered motivation.

-The comparing of. outcomes with intentions is obviously

vital to organizational effectiveness as well as individual

effectiveness. This is a necessary step of any planning and

action process, made by any individual or group.

Finally, the encouraging of a mutuality of effective beho-

vior has already been suggested as necessary for effective

feedback and free choice.

Testing a theory for effective organizing

The theory I have presented here for effective organizing

is highly abstract. It does not describe the individual beha-

viors required to implement the steps needed for organizational

effectiveness. Nor does the theory, as I have described it

thus far, mention how to measure the required behavior or how

to implement it. In an effort to make the theory less abstract

and more directly applicable to planning for effective organi-

zations, I have gathered some case material. On the basis of

the data, I have formed and tested some hypotheses about the

relationship of individual behaviors to organizational effec-

tiveness.



Chapter 4.

Planning for More Effective Government-A Case Study

Before making the most useful and most controversial asser-

tions about effective organizing, I will describe some research

I have done. I draw upon some of the data in the case study

to support my assertions.

I chose to study, for my case material, the formation and

early work of an organization. It seemed particularly appro-

priate to study the chosen organization because this organiza-

tion has as its expressed purpose the improving of effective-

ness of the municipal planning process.' In the course of the

group's work I might expect to learn from their effort to in-

crease effectiveness.

The organization is a committee of 13 citizens from a town

of- about 55,000. These citizens were brought together through

the efforts of a Professor in the Department of Urban Studies

and Planning at MIT. He had been invited by the Board of

Selectmen of the Town to engage in a process for involving

citizens in the design and implementation of town policy. He

had previously engaged in a trial effort of such a process in

a smaller town of about 6,000 persons. I had been involved in

this project, also.

The model of the process developed in the smaller town

involves the following steps: 1) organizing a credible body of

citizens interested in contributing to and shaping development

policy for the town; 2) conducting a town-wide survey of
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citizen attitudes and priorities-to establish the ma.jor issues

in the town and the attitudes of various groups toward these

issues; and to provide visibility for the citizens' group;

3) formation of working groups around issues to make intensive

studies and formulate policies and to allow large numbers of

residents to participate in the planning process; 4) follow-up

efforts to implement policy suggestions; 5; elf-conscious ef-

forts to transfer to lay citizens'the capacity to manage this

process (1-4) on their own; 6)some sort of continuing presence

by the committee. These steps represent the intentions or es-

poused theory of the faculty member for the process.

The study I did covered the first phase of the process and

approximately four months of work in the second phase. The

process began in October 1974 with initial exploratory meetings

The Professor met separately with some Selectmen, an interested

potential leader of the citizens group, and potential student

staff. In n meeting with the full Board of Selectmen the pro-

ject was endorsed and guaranteed funding of $15,OOo. By early

December, the first seven members of the Committee had been se-

lected. These seven members were analyzed to determine what

characteristica of the citizenry they represented. The gaps in

representation were located and by early January, a "represen-

tative " body had been formed.

In early January work began on a "Survey of Citizen Atti-

tudes and Priorities". This work became quite involved and was

still proceeding four months later. An extensive document was
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generated, which in pretests by volunteers took about two hours

to complete. Plans have altered so thAt the survey will be

sent out in six neparate parts.

The other main work of the Committee during this period of

time was the preparation of a proposal to HUD for funding of

tne survey and publishing of the results. The Selectmen had al-

ready committed $15,000 to cover the costs of the survey. The

HUD money would save the Town this money and enable analysis

and publishing of the data gathered. The. proposal was drafted

by the Professor, subject to review and approval by the group.

One intention was to satisfy the Selectmen's desire to save the

Town money. But he also had in mind stretching the group's

conception of its goals to include activity beyond simply form-

ing the survey.

In mid-March, during the absence of the Professor, some

underlying resentments on the part of Committee members were

surfaced. It was decided that the Committee would meet by it-

self for a time so that members could regain a sense of control

and direction. After four weeks, the Professor was invited

back to renegotiate an involvement with the Committee. Three

new members were chosen, a new staff formed, and work on the

survey was renewed. In addition, the process of citizen edu-

cation was begun with the development of a newsletter. Since

this period of self-assessment, the Committee members have been

more candid about the goals and the limits of their own involve-

ment. Later I describe why I think the Committee has changed.
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An impressionistic account

Any number of different stories can be related about a

particular set of events, with each story assigning a different

emphasis or meaning to the same events. Another story of the

Committee which has meaning for me follows. The story describes

the changes in the power relationships, the feelings of effec-

tiveness, and the sharing of purposes which occurred during the

first seven months of the process.

This story represents my impressions of the organization's

history. I have not given any evidence for these impressions.

I will present evidence for some of the impressions later if

they pertain to my arguments about effective organizational

planning.. I give these impressions now to provide a time

framework for my later arguments and to give a view of some

of the changes in the group.

Phase I, I call "contact and contract". During this phase

the initial contact between town officials and the Professor

was made. The Professor described his expectations of what

would be a viable process. The Selectmen openly expressed

their purposes at this time as did the Professor. There was

candid discussion and negotiation of a contract.

Phase II, I call "recruitment". During this phase the

Professor took over a leadership role, defining for the group

of interested citizens what they might be getting into. Again

there was considerable candor and questioning of purposes and

expectations. Thirteen citizens were chosen out of those
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interested in working with the Professor. At this time, eight

students were also chosen to work as staff to the Committee.

Phase III, I call 'habit forming". During this phase, the

Professor defined the work of the group and it began to func-

tion. A mechanism developed rather quickly whereby the citi-

zens were given a reactive role. The Professor led the group,

defining the major tasks and the timetable for these. Staff

assumed minor leadership roles, defining the work of sections

of the survey.

Phase IV, I call "revolt". During the absence of the

Professor, resentments and feelings of ineffectiveness on the

part of Committee members surfaced. It was decided that the

C-ommittee had lost control of its own work and that the Commit-

tee should meet on its own for a time to reorient itself.

Phase V, I call "reform". During the three weeks follow-

ing the "revolt" the Committee engaged in reflection, self-

criticism, and criticism of the MIT involvement. Out of this

period of heavy criticism there began to emerge new mechanisms

for doing the Committee's work. New habits were formed. For

example, there was a feeling expressed by several members that

they had not asserted their right to a voice in decisions. A

new formal procedure was adopted to make sure everyone was

heard. There was a concern that no long-range plan was availa-

ble to inform the week-to-week decisions of the group. There

was a general plan in the HUD proposal and the Committee devel-

oped a detailed timetable to accomplish the objectives of this
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Phase VI, I'call "renewal". The initiatives ,which the

group had accomplished on its own sparked new initiatives by

the Professor. He pushed forward with plans for a new stage in

the process. By means of a newsletter, the Committee would in-

crease its visibility and begin the process of citizen educa-

tion. The survey work was resumed on six separate subject

areas. There was a mechanism developed to achieve final form

in three weeks on each successive survey. Three new members

were recruited. The staff was returned to its role of provi-

ding products for the Committee to react to. Committee memoers

seemed anxious to return to this task orientation, but they

have also been quite concerned about their own effectiveness.

Since the "revolt", members have been more open about their own

involvement. They have remained very faithful to their newly-

formed decision-making process. There have been lapses into

ineffective old habits, which is, of course, expected when

basic changes have been made.

Some hypotheses about effective organizational planning

On the basis of the information which I collected in.Arl-

ington, I would like to nake some hypotheses about effective

organizing. In the next chapter I will extrapolate from these

hypotheses and from the theory about individual effectiveness

to complete a theory of effective organizing.
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initially divergent purposes

process effectiveness

sharinp of purposes

hort-term goals relate to purposes

/ffectiveness around short-term goals
organizational effectiveness

eelings of personal effectiveness

Figure 4-1. A Model of the Mechanism which Yields

Organizational Effectiveness

Initially Divergent Purposes

The model above assumes that, in any organization, at the

outset, members will have their individual impressions about

the purooses of the activity which they share. Presumably,

there will be expectations by those individuals that the shared

activity will satisfy some of their own individual purposes.

Until and unless the individuals share their own expectations,

there is no reason why individual purposes will be known to

others, and there is no reason why individual impressions about

the purposes of the organization will be known to others either.

What is true of members at the outset of an organization

should also be true of members as they join an already-existing

organization. The views which new members have of the existing

purposes or of their own desired purposes will not be known

until these 'new members communicate them to others. A new mem-

ber will likely know the publicly espoused purposes of the
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organization. But some veteran members may not concur with the

publicly esnoused purposes. This may not be known to other

members and will not be known to newcomers.

For the organization which I studied I gathered statements

from all members in response to the question, "How would you

define the goals or exoectations of the (Committee)?" I took

this measurement on March 4, about two months after the group

had formed. I did find much sharing of purpose but I also

found some basic differences in individual views of the pur-

poses of the organization. I found differences in individual

espousals along two dimensions.

One set of differences concerned the overall time-span of

the organization's activity. The majority of escoused ourposes

involved a new and oermanent process of improving the operation

of the town government. (In the Appendix, p. 100, these state-

ments of ouroose are listed. Statements numbered 1,2,3,6,8,10,

13,14,16,17,18,19,20,23 refer to a permanent process.)

"Develop a means by which q greater percentage of the Town's

'citizens' might, on a continuous basis, participate in direct-

ing the growth of the town" and "(the Committee) to continue to

serve people as a means of communicating more directly to

Selectmen or Town Manage " are examples of purposes which I

classified as permanent.

Two oeoole viewed the work of the group as involving only

a single act-ivity of relatively short duration--the makir of a

survey and presentation of the results to the town and town
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officials. (Numbers 15,21) "To find out what the townspeople

re-ally want in the way of services from the Town" and "To re-

present to oolicy-makers in town all of the various sets of-

ooinions in (the Town), and to use the information to write

better orovosals for town meeting consideration" were the

statements which I classified as snort-term.

Three oeoole expressed purposes which extend beyond the

short-term work of a survey but could not be construed as in-

volving a permanent nrocess. I called these long-term purooses.

(Numbers 4,9,12) "Goals: surface priorities and attitudes,

involve greater numbers of citizens in follow-up working

groups" is an example of such a long-term purpose.

Several of the statements were too general to clissify

alonr a time dimension. (Numbers 5,7,11,22) Exambles of the

unclassifi6d type are " To give guidance to town fathers" and

"Hooefully in the final analysis the (Committee) will inculcate

in the citizens of (the Town) a self-realization that they in-

deed are the power of government and this realization will put

(the Town) on the road to better, more responsive governmert.

This realization will hopefully cure the nathological apathy of

'citizens' ,

In my case organization individual espousals of organiza-

tional ourpose could also be classified according to the atti-

tude towards citizen involvement. One group could be viewed as

esoousing the develooment of citizen capabilities and the tap-

oinpg of the active citizmis as a resource for dealing with the

I
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Town's problems. (Numbers 2,3,6,8,9,10,12,13,14,l,22,23)

Examoles are: "To develop a method for involving- citizens in

large numbers to facilitate solutions of social problems, etc."

and "To create a wider base of citizens who are aware of town

issues and willing to voice their ooini6ns and work together

to solve their oroblems, neirhborhood problems and (the Town's).'

The other group imagines a much more oassive role for citi-

zens. In this view, citizens would be polled for their opin-

ions on issues, but the work of policy formulation and imolemen-

tation would be left to town officials. The citizens would have

essentia lly a passive role. (Numbers 4 ,5,7,15,17,18,20,21)

Examples from this group are: "The goals seem to be to provide

a vehicle for people to -et their grioes and praises across to

town officials elected and aonointed who manare our town" and

"(The Committee) to continue to serve oeople as a means of com-

municating more directly to Selectmen or Town Manager." (One

of the statements, number 5, was ambiguous as given--"-'o give

guidance to town officials". I classified this person as having

a passive orientation on the basis of statements he made at the

same meeting: "to oroduce an amount of information to give

guidance to the people who need the guidance to determine what

the townsoeople's interests really are and what they want".)

I was unable to classify three of the espousals of organi-

zational purpose along the active-passive dimension. (Numbers

1,11,19) An examole is "Honefully to include more people in

the orocesses of government." I could not, on the basis of
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this statement, know how people were intended to be included.

Process effectiveness

The basic notion in my theory is that individuals within

an organization must be effective at learning and in action if

the oraanization is to be effective. A corollary to this argu-

ment is that nlanning for effective orranizations must include

as its basic element olanninc for individual effectiveness.

Process ineffectiveness exists within an organization if

some or all of its members are ineffective at the behavibrs

required for exoeriential learning. This is, of course, true

of all organizations to some extent. The effective behaviors

require: an awareness of the individual's different levels of

experience, including consciousness of purpose and the struc-

turing of behavior and perceptions; a sharing of exoerience,

involving both sunoorting and confronting the experience of

others; the making of free choices and conseouent internal com-

mitment; and testing for congruence of outcomes with intentions.

In order to measure whether the reouisite behaviors are

present in a given organization, one may analyze verbal inter-

chanpes to determine: 1) to what extent members are sharing

and testing their Dercentions, including percentions about con-

gruence of outcomes with intentions; and 2) to what extent mem-

bers are making free choices.

There are two ways to get at the measurement of behaviors

involving sharing and testing of information. One way involves
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measuring directly to see if the needed information has been

obtained about behaviors, perceptioris, structuring of behavior

and perceptions, consciousness of purpose, and congruence of

outcomes with intentions. The other method is indirect. One

can measure for the behaviors whlc h will yield valid informa-

tion. Torbert suggests three types of behavior which will in-

variably involve sharing of the requisite information about

behavior, perceptions, etc. The modes of behavior which

Torbert suggests are: supportiveness, self-disclosure, and

confrontat ion.

"All three conscious structural modes...are characterized

by an underlying acceptance of oneself and the other person as



being more than meets the eye and as experiencing dilemmas and

incongruities among values, rhetoric, and behavior that can

call forth work on oneself....

"Supportiveness does not involve agreeing with what the

other person says, as much as dwelling in the other's experien-

cing as far as possible (the whys and hows as well as the

whats), and thereby encouraging further exploration through the

listener's willingness to experience it with the speaker.

"This mode of behavior has been extensively researched in

.the field of psychotherapy, and is especially associated with

Carl Rogers... It has been suggested that (this mode of beha-

vior) helps another person explore his inner structure because

(1) he does not have to defend an inadequate structure from

attack by another; (2) his sense of relatedness to and support

from the other person reduces his fear of "losing control" if

he questions his structure; (3) he experiences the other's

attentiveness as a positive reinforcement of his exploratory

behavior; (l4) the other's attentiveness acts as a catalytic

factor in reconciling the person's new-found sense of himself

as one who can question structures with his previous sense of

total identification with a single structure ...

"By contrast, in the mode of self-disclosure, ...a person

expresses and questions his own experiencing, thus modeling

effective exploratory patterns of behavior. If a judgment or

evaluation is made, it is expressed as part of one's experience,

and as relating to the current situation rather than treated



as the basis of all experience ...

In the mode of confrontation, "thc speaker differentiates

himself from the person to whom he is speaking, either expli-

citly by noting their different patterns of behavior, or impli-

citly by being able to note contradictions between the other's

expressed values and actual behavior. (between what he says and

how he says it). In either case, the speaker poses the oppo-

sition as a dilemma for the person to whom he is speaking as

well as himself, one that must be explored if the interpersonal

or intrepersonal contradiction'is to be resolved...

"If the other person appears unwilling to work on resolv-

ing the difference, the speaker's confrontations may involve

increasing anger or attempts to structure the situation so that

the other's mystery-mastery avoidance of the issue is stymied,

leading him to experiment with (a conscious) structural mode...

"Superficially, such confrontation may appear to contra-

diet rather than complement the supportive mode of behavior,

but this is not true theoretically (and practically, assuming

the (speaker) is indeed conscious) because the (confronter's)

aim is still to help the other person break through behavior

patterns and self-images in the mystery-mastery mode and to

attain congruent transformations among his aims (whys), beha-

,6
viors (hows), and statements (whats).

Using the first approach of making a content analysis re-

quires analyzing a great deal of data at several different

levels. To make a judgment about the validity of information
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recuires determinin- if all the pertinent information for a

particular choice has been generated. This includes informa-

tion about the behavior, perceptions, structuring of behavior

and perceptions, consciousness of purpose, and testing for con-

gruence of outcomes with intentions for all the relevant indi-

viduals.

The second anproach looks for modes of behavior which will

yield the requisite information, for behavior in the conscious

modes--supnortive, self-disclosing, or confronting. One can

analyze segments of behavior to determine if the critical modes

of behavior are present. In a totally effective organization

or individual any five-minute "slice" of verbal behavior should

contain reoresentation of the recuired conscious behavior. In

a typical organization, conscious behavior.will be observed

sporadically.

Torbert Aescribes the use of his categories in scoring

behavior. Using his scoring procedure, one can get a quanti-

tative measure of verbal behavior exhibited by a particular

individual or group of individuals.

A rough measurement can be made of changes in behavior by

taking equal "slices" of time at different points in time. The

theory is not well enough develoned to predict what will be the

effect of other variables on the relationship between "effec-

tive" behavior and individual or organizational effectiveness.



In my case study I recorded several meetings of the Com-

inittee.;. In the Appendix, I have reproduced one of these tran-

scripts in detail, from the March 4 meeting. (p.106 ) During

this meeting there was a not a great deal of the behavior

in the conscious modes. Attempts were made to disclose

individual perceptions of purpose and to confront the differ-

ences in individual perceptions, but resolutionlof the differa

ences was not accomplished.

During the first half of the meeting the group discussed

plans for the upcoming weeks. The discussion came to involve

plans for activity progressively more in the future. The dis-

cussion eventually became centered on a planned public meeting

tb distribute the results of the survey. One member . had been

describing a scenario of such a meeting, when one of the other

members felt obliged to confront him. "Paul." had just suggested

inviting people to participate in smaller groups organized

around issues.

Dialogue

Eric: Maybe I lost sight of

something and possibly other

people might be confused re-

garding it. But I came along

with Paul up to a point where

we have this massive meeting

and we discuss the results of

the survey. Now at this

Comments

Here Eric is acknowledging his

understanding of the presenta-

tion made previously by Paul.

This is supportive behavior.

1-
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Dialogue

point, and I visualize it only

this way, at this point we

have now accomplished the ba-

sic mission which we started

out to do, which was one--to

produce an amount of informa-

tion to give guidance to the

people who need guidance to

determine what the townspeo-

ple's interests really are and

what they want...

Then we should draw back and

sit back and say, tNow the

information is there. Let's

see what these people want to

do with it.'

Don't be the constant leader.

Comments

Here Erid discloses his own

perceptions of the purpose of

the group, simultaneously con-

fronting Paul's position.

Now Eric is no longer confront-

ing or disclosing, rather he

is dictating to the group whst

they should do. He does not

follow through to resolve the

confrontation. He does not

own the strategy he suggests

as his.

This statement lacks what is

called "momentary validity".

Eric is being a leader in say-

ing, "Don't be a leader".

This statement.- is equivalent to

"'Do as I say, not as I do" .-
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Dialogue

Because if we guide them by

the hand, we're back into the

special interest category and

that's what I want to stay

away from. I don't see us

being the leaders...

Fred: But the survey is still

only a beginning. It seems

like we ought to be thcre to,

help, with the availability of

tasks, to help these working

groups get set up, and to help

the working groups work.

Eric: Fine. We've reached

this point and we've given

them everything. Right? We've

given them the survey.

Wylie: You're talking

. Comments

Here Eric is owning his per-

ceptions. This statement is

self-disclosing.

Eric. had made an important

confrontation about the basic

purpose of the group, specifi-

cally aimed at Paul.

Fred, by stepping in, does not

acknowledge Fred's different

perception of purpose. It is

neither supportive not con-

frontive. Nor does Fr ed own

his statements as disclosures

about his purposes.

Eric's response to Fred's

failure to "hear" him is a

comment which does not evi-

dence "hearing" of Fred. The

statements are getting further

from the basic disagreements.

Wylie gives a quick concise
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Dialogue

about item number 1 of- our

goals. Item number 2 is the

next object, to provide a ve-

hicle for interested citizens.

Now I want to correct the mi3-

impression that Paul has just

placed upon us. There is no

such thing as a massive meet-

ing in the Town....

Lucia: I think that

what some people are saying is

that rather than go in and...?

... these ideas and groups or

topics, that if we presented

the results and then asked

people what areas are you in-

terested in...But I get the

impression that some people

would like to have more of

Comments

and accurate confrontation of

Eric Is different perception.

However he does not test this

with the group, or with Eric ,

and he does not own it as his

own perception of the group's

purpose.

Morcover, Wylie goes on,

changing the subject abruptly.

This has the effect of shut-

ting Eric up, rather than re-

solving the cDnflict. A ten-

sion remains in the group as

they go on discussing plans

for the meeting.

This is effective supportive

behavior, showing that she is

listening to the other points

of view. However, she does

not get back to the basic dif-

ference in group purpose which

Eric had confronted.
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Di alogue

this come from the people at

large than...?...to hear the

results.

People suggest that the groups

organized before the meeting

would still be selected on the

basis of interest.

Greta, perhaps perceiving that

the amount of work required of

group members is what was pre-

venting acceptance of the work-

ing groups, suggests we draw

upon people who have shown an

interest in the group.

Eric makes another plea for

restraint and this time Fred

goes on, ignoring him. Later,

Eriq makes a crack that law-

yers talk too much--Fred is a

lawyer.

Comments

This responds to Lucia.'s in-

terpretation of others' argu-

ments but it gets no closer to

the difference in oasic purpose

Greta's comment seemed to ad-

dress what I imagined that she

imagined was the cause of

Eric,'s expression of a less

ambitious group purpose. How-

ever, she did not confront the

possibility of less ambitious

individual purposes nor the

resultant less Aimbitious group

purpose.

The group acknowledges only

once more the idea Eric was

expressing and goes on with

plans representing the more

ambitious perception of group

purpose. Never again do they

acknowledge his and others'

different perceptions.
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Still later a suFgestion is

made to oublicize only that

some oroblems have been un-

covered and to not reveal

details in the oSper so oeo-

ole- will have to come to

find out more.

Eric: I like that, too, rather

than rive them all the infor-

mation, give them just enouch

to create sufficient interest

in that oroblem and then tell

them the oro's and con's and

let them...

Comments

Eric takes this opportunity to

bring himself back into the

group's discussion. He begins

by agreeing with the last sug-

gestion, then presents again

his idea of a limited group

involvement.

Whatever reasons Eric had for perceiving the group puroose as

involving only the oroducing of information for towm officials,

these reasons are never surfaced. These reasons might have

contributed to the Proup's effectiveness. I make the argument

later that the failure to resolve these differences in indivi-

dual views of the group's purtoses will reduce the group's ef-

fectiveness.

I believe that the dialogue which I have presented here is

a good reoresentation of the level of effectiveness of the

group at sharing information through conscious modes of beha-

vior. Other examoles of dialogue are presented in the Appendix.



Earlier, I stated that, in analyzing orocess effectiveness

one should also measure to see if members are making free

choices. There is evidence from meetings during the pericds of

"revolt" and "reform" that members did not feel they had been

making free choices. Much of the lack of free :choice resulted

from a lack of time, as it will in most any situation. As

staff performed more of the work of the Committee, they made

more of the decisions, simoly because decisions had to be made

in between meetings of the Committee. "The control begins to

shift from (the Committee) to MIT if we don't have time."

(Xavier) Also, during the early history of the group, the Pro-

fessor, as teacher of the process, made many decisions. But it

was also true that the mechanism of decision-making without

consulting everyone was onerating even when the Committee met

without the staff. This was finally recognized April 15 and a

new Process for consensual decision-making was adopted. This

new orocess was imoortant enourh to the groun that they have

numbered and recorded almost every decision since.

To summarize the data about process effectiveness, I have

viewed the Committee as partially effective at the sharing of

critical information and the making of free choices. I

gathered data about the amount of behavior in Torbert's con-

scious modes as an indication of the amount of sharing of valid

information. I found that some conscious behavior was exhi-

bited but by no means consistently. I described a change in

the decision-making orocess. In the first instance the infor-



mal procedure was viewed by members as not obtaining consensus.

The change was to formalize a procedure to obtain consensus.

I also viewed the large number of decisions made by staff and

the Professor in their work as constituting, de facto, non-

consensual decision-making. This has not changed, and may be-

come worse as the staff works full-time during the summer.

The Professor is trying to offset this by having staff work

closely with individual Committee members. Nevertheless this

remains a oroblem in the design of the process.

I mentioned earlier that the effectiveness of members at

sharing information had improved. This improvement took place

primarily during the period of "revolt" and "reform" during

which the Professor and the staff were absent. I could not

determine whether the increased openness was due to a natural

maturing of the group or the absence of the MIT persons or a

combination of the two factors. Since the improvement in the

decision-making process took place during the MIT absence, it

should at least be considered that the particular relationships

of the MIT people with the Committee may have contributed to

lowered orocess effectiveness.

Sharing of Purposes

My model suggests that process effectiveness is necessary

in order to share and resolve percentions of organizational

purpose. The greater the derree of process effectivenss, the

greater is the likelihood that initially unshared purooses will
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As I disolayed earlier, my case organization did indeed

begin with divergent purposes. The dialogue I presented from

the meetin% of March 4 showed an effort to surface and resolve

these divergent purposes. However this effort was not effec-

tive at resolving the differences. The exact same disagreement

about group purpose surfaced six weeks later as Wylie confront-

ed the statement of purpose in the minutes of the preceding

week, Aoril 8: "We decided we are in the business of producing

information for the direction of the Selectmen and Town Meeting

Members use in forming policies and warrant articles for the

Town." Wylie said he didn't think that this statement covered

the group's puroose. Eric stated that he didn't see anything

wrong with it. Wylie reoeated that the goals were much more

orofound than that; they should include the involvement of cit-

izens. After much confusion, Paul said he agreed with Wylie,

but Wylie then said that the minutes should stand as they were.

Individual members expressed a diversity of ooinion about

the group's purpose while the "public" purpose-the purpose

represented in oress releases and in statements to outside

citizens and funding sources-remained consistent. These pub-

lie statements, almost all of which were authored by the Profes-

sor, are reproduced in the Appendix. (P. 95

The level of sharing of purposes is significant because of

its impact on the group's effectiveness around short-term goals.

A good deal of sharing of ouroose did occur and this certainly
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facilitated achievement of short-term goals. At the same time,

conflicts between members with unresolved divergent purposes

reduced this effectiveness. I will explore this relatinnship

more closely shortly.

Short term goals relate to ultimate purposes

According to my model of organizational effectiveness,

shown in Figure 4-1, orocess effectiveness and the sharing of

purposes each helo to make short-term goals relate to those

organizational purposes. Process effectiveness contributes to

success in sharing informtion. This information is nedessary

to finding goals which will serve ultimate ourposes. Without

sharing of purooses, there will be confusion-about short-term

goals. Different ournoses will almost certainly require dif-

ferent strategies for realizing those purposes. So persons

with different nercentions of the organizational ourpose will

likely have different strategies for the work of the organiza-

tion. The differences in strategies should be reflected by

continual differences over the day-to-day and month-to-ronth

activity of the organization. I would exoect arguments over

how to proceed with short-term activities.which would never be

resolved completely. As long as the basic differences in our-

pose are not surfaced and acceoted, there will be no understand-

ing of the basis for a comoromise which is acceptable to all

parties. The criteria for finding a creative solution to the

conflict of interest will be unknown unless both sides share

this information.
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In my case study I measured differences in individual per-

ceptions of organizational nurpose along two separate dimen-

sions. Just on the basis of differences in conceptions of the

time span of the enterprise, I would expect that short-term

goals would become confused. I would expect, for example, that

persons who espoused long-term or permanent activity as the or-

ganization's ouroose would want to devote time and energy with-

in the group's on-going process to planning for and implement-

ing goals beyond the survey. In addition this group might have

a different orientation to the survey, conceiving of it as

other than the total and end product of the organization. I

would then predict, on the basis of the short-term vs. longer-

term distinction, continual debates about the on-going work of

the grouo.

A further confusion arises because purposes were dichoto-

mized along more than one dimension without correlation. On

the basis of the active-passive dichotomy, I would also expect

conflict over the short-term plans of the organization. The

active group should tend to plan for citizen education and in-

volvement in policy-making. The passive group, with a differ-

ent attitude toward the caoabilities of the average citizen,

would stress comnleting the survey.

The situation becomes complex when one considers simulta-

neously the effect of the time-span dichotomy and the active-

passive dichotomy. One would expect that nersons with both a

short-term and passive orientation would be strongly committed



to proceeding with the survey to the exclusion of all else.

Those -ersons with both a longer-term am d active 'orientation

should be strongly committed to proceeding with plans for work

beyond the survey. In the case of oersons with shaort-term but

active views or longer-term but nassive v. ews, I could not pre-

dict whether the time dimension or the active-passive dimension

would oredominate. I might exnlect that the way these people

were oriented in narticular debates would depend on other fac-

tors in these debates.

In the discussions which I analyzed, those people vi.th ac-

tive and longer-term orientations were most vocal. These peo-

ple had purposes which matched the "public" organizational our-

pose and they were in the majority. Those people with the pas-

sive orientations, with whatever time orientations, tended to

alic"n themselves arainst the other group. But the passive

group also tended to be less vocal.

The dialorue on oases 45-50 is one such debate between the

passive rrouo (Eric) and members of the active group (Paul,

Fred, and Wylie). Both Lucia and Greta tried to intervene in

Eric's behalf. The differences which individuals had over our-

poses were reflected in lowered effectiveness around short-term

roals, which I will discuss' shortly. But it is imoossible to

say wiether these differences had an effect on the relationstip

between goals and organizational purposes, as the theory ore-

dicts. The 'reason is that the Professor served as the arbiter

of debates and made the suc gestions about compromise goals
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which were adopted by the Proup. He said that he was trying

to accomodate the many political interests within the group

and within the town. He was also cnncerned with developing the

process of citizen involvement and providing educational oppor-

tunities for his students. He said that he was working toward

oroviding the flexibility to allow peoole with many different

but compatible purposes to share these purposes and work within

the same organization.

Because the Professor set the coals for the group, I could

not test to see if the goals were an effective or a confused

compromise of the strateries of different members. The goals

were chosen by the Professor in resnonse to "is own criteria

about political viability and the process which he prefers for

transferring learning to the Committee.

The major goal of the Comnittee thus far has been the de-

velonment of the Survey of Citizen Attitudes and Priorities.

It is not within the scope of this work to present the survey

drafts which would be the basis for a judgment about the rela-

tedness of the survey as desirned to the organizational purpose.

Judnments about the relationshin of short-term goals to more

ultimate purposes are necessarily subjective but are crucial

in removing the mechanisms which typically reduce organization-

al effectiveness. I believe that im':artial judres can make in-

ferrences about the nurooses which goals actually serve. These

ihferrences recuire imagining what t1e actual results of short-

term aoals will be. In an effective individual.or organization,
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this process of choosing goals with a conpciousness of ultimate

purooses will be on-going. In an organization which does not

share purooses effectively, there is no consistent purpose

which all individuals will use to monitor goals.

In considering the effectiveness of the survey as a goal

to realize the more ultimate purooses of the organization, the

Professor and I have differed in our criteria and our judgments.

I have viewed the survey in terms of its. ability to involve

large numbers of citizens in a process of education about town

issues. I have considered it important in this regard that

citizens be given resnonsibility and Buidance in developing

their own agendas around their own interests. I have looked

for signs in the survey work of significant citizen involvement.

By my criteria that involvement has been very low.

The Professor, on the other hand, is not concerned about

the level of citizen involvem-nt at this point in the process.

He believes that, at this point, it is more imoortant to devel-

op the political viability of the group by accomplishing a sig-

nificant piece of work. He says that the citizens will become

involved in working groups after the survey. 'When I am using

good sense, I know that neither my view nor the Professor's is

totally right or wrong. I should take into account his criter-

ia for political viability. And he should consider the nega-

tive consequences of low citizen involvement. To me the burden

of oroof remains with him to show that the present process with

a low level of citizen responsibility will become a process



59

with high citizen responsibility.

I think that the way the Professor and I could resolve our

differences would be by developing process effectiveness, that

is by learning how to communicate our differences and our

agreements and how to give one another free choices. And I

believe the same procedure will be necessary with the Committee

members, to share and improve upon the various individual theo-

ries for the group's work, and to establish some shared meas-

ures of effectiveness.

Effectiveness around short-term goals

Process effectiveness should contribute to effectiveness

arouind short-term goals. The ability to effectively share in-

formation needed to plan and coordinate action and the develop-

ment of an effective decision-making process will, in theory,

be associated with greater ease in achieving short-term goals.

The lack of fully shared purposes, which results from

partial process effectiveness, will detract from effectiveness

around short-term goals. The same reasoning, which explains

why short-term goals will not fully relate to purposes if pur-

ooses are not shared, will predict lowered effectiveness around

short-term goals. When people have different ultimate aims,

they will have difficulty agreeing on short-term goals and be-

coming committed to the chosen goals of the group. If the

different aims are acknowledged and accepted, there can be com-

promise around short-term goals. Bit when differences are not

surfaced and the decision-making process is not consensual,
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individuals will not make free choices and will not be commit-

ted to the goals which are chosen.

Effectiveness around short-term goals is related to but

distinct from the relationship of goals to more ultimate pur-

poses. I have just considered whether short-term goals will,

if achieved, contribute to effectively realizing purposes. It

then remains to consider whether these sh ort-term goals are

achieved effectively. One encounters the same difficulties as

before when considering criteria for measurement, but one can

make some judgments about whether the goals have been achieved

within timetables, budgets, limits of acceptable behavior, etc.

For the Committee, I think that the increasing level of

process effectiveness, including effective communication and a

consensual decision-making process, will contribute to increased

effectiveness around short-tern goals. To accelerate this pro-

cess, I would recommend giving direct attention to improving

communication within the group. Also, unresolved dichotomized

purposes have led, in my opinion, to lowered effectiveness

around short-term goals. This is a subjective judgment on my

part, but I believe that the work on the first short-term goal-

the Survey of Citizen Attitudes and Priorities--has been only

partially effective. I base my judgment on the fact that three

months were spent producing survey drafts which were unrealist-

ically long and complicated. This was not a problem in and of

itself since the surveys could be ensily simplified. But the

expectations of many people, indeed the plans of the group were

that the surveys would be completed by February. This was the
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target expressed in an early press release, dated December 17.

Also, people reading the drafts
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would easily. be misled by their complexity into doubting the

usefulness of the final product. The' work during 'these first

three months ignored the advice of a survey expert, who had

suggested writing questions at the level of a twelve-year-old.

Only at a late stage in the process have the questions been

simplified to this level. An effort to share purposes and to

share the reasoning behind particular strategies, such as not

putting the questions in laymani s language until after pretests

and circulation of drafts, would, I think help to improve those

strategies.

Organizational effectiveness

In theory, an organization or individual will achieve its

ultimate purposes only if: its goals serve ultimate purposes,

and, it is effective in achieving its short-term goals. Retur-

ning to the metaphor of a pathway presented in Chapter 1: you

must be on the right path and you must be able to make progress

on your path, if you are to reach your destination.

Measuring organizational effectiveness is not simple.. If

the purpose of the organization is expressed as achieving some

end in the future, the measurement of organizational effective-

ness will not be possible in the short run. If the purpose is

to establish and maintain some condition, the measurement of

organizational effectiveness will be possible as soon as the

conditinn is established. It will then serve as feedback in

the planning of organizational action.

For the Committee, the '"public" -organizational purpose
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inost often expressed includes "developing 'a process for an on-

going citizen involvement in the formulation and implementation

of town policy". Eventually this purpose will involve an on-

going process, but this process will be months or years in de-

velopment. There is no basis from the data I have gathered in

seven months to make any conclusive statement about the long-

term effectiveness of the Committee. However, I would predict

on the basis of the logic of my model and the short-term data

gathered that the organization will not be fully effective at

its basic purpose, until it confronts the difficult problem of

increasinw the process effectiveness of members. This is a

problem with any group. I would begin efforts to improve pro-

cess effectivenass at the outset, but others would argue that

this can wait until political viability has been achieved.

Agai-n, my argument is based on the view that the survey is not

the most effective means for accomplishing the many immediate

goals, such as political viability, nor the long-rang, purpose

of citizen involvement. This is only my opinion and I certain-

ly resoect the counter-argument which I cited earlier.

Until the ultimate nurooses of an organization are either

achieved or proved impossible, arguments about the relationship

of short-term goals to ourposes and measures of achievement of

those goals will constitute the only basis for judging 6rgani-

zational effeoctiveness.
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Feelings of personal effectiveness

The model predicts that process effectiveness, effective-

ness around short-term goals, and organizational effectiveness

will all contribute to feelings of personal effectiveness for

the members of an organization, which is only logical.

Feelings of personal effectiveness can be measured in

several ways. Direct statements about feelings of effective-

ness are obviously the easiest and most reliable measures. But

other behavior is indicative of such feelings. Effective com-

munication and sustained involvement are signs of feelings of

individual effectiveness.

The data about feelings of personal effectiveness among

members of the Committee is quite extensive and helps to verify

the model which I have presented. I hypothesized that unshared

purposes would lead to confusion and reduced effectiveness

around short-term goals. I would expect that those who ex-

pressed purposes which were contrary to the "public" purpose

of the group and also in the minority would feel the most con-

flict and ineffectiveness. Five people were in the minority

position of espousing a "passively" oriented purpose for the

group. Of this sub-group, two-dropped out of the group. Both

of these people expressed strong feelings of ineffectiveness

before dropping out: for example, one said, "I tried to get

my ideas across, but I wasn't heard. They didn't change any-

thing." Along with a third member of the subgroup who has re-

mained with the Committee, this person also expressed feelings
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of not contributing to the group. A fourth member of the

"tpassive" subgroup has remained, but he has tried, to confront

the differences in nurpose. I suppose that this behavior--

"effective" in mode, if not in outoome--and his willingness to

exoress hostility may have given him a higher feeling of effec-

tiveness than others in' his subgroup. The fifth member in this

subgroup, the secretary for the Committee, is the most involved

group member because of her duties and is probably too busy to

worry about whether or not she is effective in planning for the

group.

I would expect that those people who expressed long-term/

active rather than permanent/active purposes would feel some

degree of conflict also, since the "public" purpose of the
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organization is for a permanent process. Of the two people in

this subgroup, one was the third group member to drop out.

This person, too, expressed feelings of ineffectiveness, but

indirectly, saying, "We've all had misgivings and have held

back." However, her leaving the group was probably due more to

her personal situation than anything else. The other person in

her subgroup has remained with the organizatinn. This is prob-

ably because she exhibited most of the behavior in the effee--

tive modes which I have observed. She did express feelings of

ineffectiveness, however. She said that "too much responsi-

bility has been given to the MIT students. But I blame myself

as much as them."

For those in the permanent/active subgroup, there were

few feelings of ineffectiveness. These people were most con-

cerned that they did not have time to review all the written

material.

All members expressed feelings of personal effectiveness

to a greater or lesser extent.

The feedback loop

The subjective feelings of effectiveness of an organiza-

tinn's members should be the ultimate target of organizational

planning, if my model is correct. My reasoning in this case

derives from Argyris' theories. about the effect of psychologi-

cal failure, which were described in Chapter 2. Feelings of

ineffectiveness will contribute to the perpetuation of defen-

sive, ineffective communication and thought patterns. These
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ineffective Patterns are the basis for a self-sealing mechanism

of reduced organizational effectiveness.

Unfortunately, I could not separate and control the data

in my case study enough to verify the operation of this feed-

back loop. The observation of the feedback loop is difficult

because the feelings of personal ineffectiveness which in

theory feed back to create process ineffectivebess will not'be

easily measured. Process ineffectiveness, involving defensive,

distorting communications, will probably prevent the sharing of

feelings of ineffectiveness which perpetuate the cycle. It

will not only be difficult for researdihers to verify this self-

sealing cycle, but other members will be shielded from knowing

it is operating. They will then not be able to ameliorate the

situation.

This mechanism can be observed in the interchange described

earlier on pages 45-50. Eric attempted to confront the problem

which he perceived--that the group was planning to meet the

wrong purposes. The ineffective response of Fred, who ignored

Eric's point, certainly caused Eric to feel frustrated and in-

effective. 'His resnonse was even more ineffective and the con-

versation cycled further away from the basic differences.

To break the cycle, individual behavior patterns and the

feelings of ineffectiveness which reinforce them must be the

target of change efforts. Positive changes at any point in the

model will contribute to feelings of nersonal effectiveness and

will feed back to make individuals more effective.



Chapter 5

Applying Learning Theory

to Planning for Systems and Organizations

In the third chapter I described criteria for organiza-

tional effectiveness in abstract terms. I made no mention of

the individual behavior required to implement the steps needed

for organizational effectiveness. The theory of organizational

effectiveness is unrealistic if it requires behavior which the

individuals within the organization will never manifest. The

theory is unsatisfactory in terms of the mcdel in my case study

if organizational effectiveness either requires ineffective

behavior by the individuals within the organization or contri-

butes to feelings of personal ineffectiveness.

Implications for individual behavior

I am quite aware that organizations demand compromise on

the part of individual members. But I refuse to believe that

the compromises which are necessary to organized activity must

make individuals ineffective. The "organization" ihich demands

compromise of members is nothing other than individual members.

For the individuals who make up an organization, their own

effectiveness, according to the Argyris-Schon-Torbert theories,

depends on encouraging effectiveness in their fellow members.

An individual should not permit the organization to restrict

effective behavior on any member's part.

In reality, organizations, that is--other members, do en-

courage and insist upon ineffective behavior, for example--the
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withholding of information and the denial of others' right to

a voice in decisions which affect them. It is habitual beha-

vior and has a certain persistent logic. For an individual,

one alternative is not to get involved. Yet organizations or

relationships with norms of partially ineffective behavior may

be "the only game in town-". To avoid such relationships may

require avoiding all relationships, which would insure a low

level of effectiveness. Another alternative for the individual

is to act as a change agent. The individual who uants to be

effective must stand up whenever possible and exhibit effective

behavior. Daniel Ellsberg, some years ago, shocked the world

by steppin outside the loyalties of his immediate organization

to share information with the public. This was effective beha-

vior in the sense that the public has the ultimate responsibi-

lity for controlling government organizations. The public

cannot effectively monitor these servant organizations without

pertinent information about their operations.

Implications for the planner

The planner, if he is to make effective and progressive

plans, should plan for effective individual behavior. He

should know and understand the habitual ineffective behavior

which is characteristic of organizations and their members.

He should plan for changes in that habitual behavior. The

planner should admit that certain individual habits of behavi or

(structures) must be altered through a conscious sense of
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purpose. The temptation will be to manipulate people to change

structured behavior. But manipulative behavior on the part of

planners and administrators is part of the system of habitual

behad or which must be changed. Such behavior does not, encour-

age the free choice and internal commitment which are necessary

to effective learning and effective action. The planner must

recognize, above all else, his own ineffective behavior pat-

terns and learn to overcome them throurh consciousness and

will. Only then will he be able to plan and implement his

plans effectively, in transaction with "client" groups.

Implications for myself--holding myself accountable to my own

theory of action

What I have said about the implications for all indivi-

duals and planners in particular should apply to my own acti-

vity if I am to be effective. This has implications for my

behavior in attemptinp to convey my theory of organizational

effectiveness as well as in other efforts I may make with re-

gard to affecting organizations. In a situation where I am at-

tempting to instill effective behavior patterns in individual

members of an organization or I am attempting to change organi-

zational structures, I must proceed in transaction with others

in the organization. My particular view of what is desir-

able activity for the organization and its members may not co-

incide with other views. By my own theory I must share my per-

ceptions with others and then come to some agreement about a

shared course of action. Any unilateral attempts to instill
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"effective" behavior will be ineffective.

In making my case study, I was at first involved in making

some interventions in the group's activity. It was my own in-

effectiveness at these efforts which led me to abandon my ef-

forts to intervene and adopt a role of non-participant obser-

ver. Specifically, I attempted at one point to introduce an

evaluat-ion form of group effectiveness. This effort was taken

at the recuest of one member, a co-chairperson. Though this

might have given some legitimacy to my action, it was neverthe-

less taken without the desire or interest of other members.

I rationalized that it was indeed a worthy cause, even though

I knew' that it was not likely to sudceed. The source from

which I drew the evaluation form indicated that such a mechan-

nism was not likely to gain a. cooperative or favorable response.

I did not make much of an effort to pursue the effort. At one

level I my have been justifying my theory by my own ineffec-

tiveness. I certainly was aware of the ineffectiveness and it

fed back, as per my model, to produce lowered effectiveness in

the future. In another intervention, I attempted to facilitate

the sharing of different perceptions of group purpose. Through

the use of a questionnaire, I generated the requisite informa-

tion, I did not, however, share with the group my reasoning

for the sharing of this information. Consequently there could

be no commitment to the process on their parts. Rather than

have my ideas confronted or misunderstood, I chose not to assert

them. This was the case also in another intervention which I
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attemoted. I suggested that the group keen a record of its

process, including a pictorial account and that they prepare

some sort of brochure to orient newcomers and other interested

citizens. This idea was adopted some months later. At the

time I merely presented my ideas in a memo and never tried to

get feedback from the group about their reaction. All in all,

my behavior was not effective, even in the sense of exhibiting

the conscious modes of behavior. I was somewhat effective at

these modes, but primarily at the mode of supportiveness, which

would not be threatening to the group. I did not evidence

self-disclosure or confrontation. These behaviors would have

been necessary if I was to be effedtive in contributing to the

work of the group.

Implications for organizational planning

The plan for an effective system or organization must

include plans for encouraging effective individual behavior.

As I outlined in Chapter 3, effective planning by an organiga-

tion requires the five steps of the Argyrie-Schon-Torbert

theory. In order for an organization to make a plan--to devise

strategies to achieve some desired end--requires: 1) genera-

ting valid information, including information about behavior,

percentions, structuring of behavior and perceptions, and con-

sciousness of purnose; 2) making a free and informed choice;

3) developing internal commitment to the choice; 4) testing for

congruence of outcomes with intentions; 5) encouraging a mutual-

ity of effective behavior with others.
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-Implications for the design of organizational communication

For an organization to generate valid information requires

that individuals within the organization do the same. In order

for the organization to share with others valid information

about its activity, perceptions, structure and purpose, this

information must be known to spokespersons for the organization.

This information will be distorted and invalid if it is not

shared with members to test whether it truly renresents the or-

ganization. Information which has accumulated through a one-

way flow of information to the spokesoeople will probably not

be valid. The same 'Till be true if spokespeople arbitrarily

speak for the organization. The information which spokespeople

relate to outsiders should be shared and tested as widely as

possible with members. The sookespeonle should routinely relate

to members their oresentations to outsiders for comment and

feedback about validity. Spokespeople should also share rou-

tinely any information gathered from others outside the organi-

zation, as this information is necessary to the decisions which

members must make. There is a danger in allowing a particular

person or group of persons to speak for an organization. These

soOkesoeople will almost certainly distort information about

other members, even if unintentionally. These other members

will likely feel themselves misreoresented to some extent and

may lose some motivation because of a sense of ineffectiveness.

In the case study, a structurally problematic situation

existed because the Professor represented the Committee in
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communicatios with outsiders. This became an issue around the

proposal to HUD. Some people felt that the proposal, authored

by the Professor, misrepresented both the activity and inten-

tions of the group. Two of these people dropped out of the

group shortly thereafter. These people had not come to accept

majority purpose of citizen involvement which the Selectmen had

agreed to in setting up the Committee. The most vocal in his

objections, "Quincy", would not sign the proposal. He felt the

pronosal represented the Selectmen's interes-ts and not his and

that they should sign it. "Can't misrepresent for funds. It's

not worth it. We must be honest." This perception of misre-

presentation raised the issue of communication between the Com-

mittee and the Selectmen. Xavier said, "I'm surprised we have

advanced to this stage without sitting down with the Selectmen.

It is important that there be an understanding between the

groups." These members had become concerned about the fact

that a single member, the Professor, was representing them.

The Committee met as a whole with the Selectmen shortly there-

after.

In an organization of persons with a shared capability

around their goals and purposes, the representation of the group

by a single person, such as occurred in the early work of the

Committee, would be a problem. In the case of the Committee,

however, the Professor (along with two of the staff) were the

only people with experience in the process which is the target

of the group. As the Committee has gained an understanding of
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spokesperson for the organization. In the reforming of the

relationship between the Committee and MIT, a new structure was

formed for publicity. A staff person from the Boston Univer-

sity School of Journalism was assigned the full-time job of

publicity for the group. She is to work with Xavier on this

area. This will renresent a structural improvement, in my

estimation, increasing the likelihood that communication with

outsiders will reflect the exrerience of the entire group.

Even with disinterested professionals to do most of the

official communication of the group, there will continue to be

many unofficial communications by group members. The organiza-

tion should try to relate consistently and effectively, through

both informal and official channels. This will occur only if

there is a sharing of all communications, confrontation of in-

consistencies, and a commitment to giving and receiving valid

informa tion.

Implications for the design of organizational decision-making

For an organization to make a free and informed choice

of a course of action requires that individuals within the or-

ganization do the same. A single individual or group of indi-

viduals cannot make an informed choice for the organization as

a whole. That is, information about the choice rests within

all the members of the organization and cannot be cDmpletely

known by any subgroup. The best approximation for free choice

within an organization allows each individual an equal voice
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in determining the choice. This org5nizational choice would

not likely be the first choice of all members. Therefore,

some mechanism is necessary to insure that members will then

freely choose to accept the majority decision.

For an organization to develop internal commitment to its

choice requires that individuals within the organization do the

same. Obviously the organization cannot be viewed as inter-

nally committed if some of its members are not committed to the

organization's choice--if they view the organization's choice

as exerted upon them externally. For the organizattion as a

whole to develop internal commitment a'consensus must be

reached. Individuals must view themselves as freely choosing

to accept the choice of the group. In the case study, I sug-

gested a simole majority to make decisions, but with a special

mechanism to try to attain consensus. Any individuals dissent-

ing from a majority decision would be given time to argue their

case and then ask for a revote. Minority individuals could,

of course simply concede to the majority ooinion. The Commit-

tee agreed to this mechansism in theory, but the behavior re-

quired was probably too foreign to their habits. They have not

exercised the rig.ht to express dissenting opinions. Neverthe-

less, the formal process is adhered to in an informal way. De-

cisions are typically not called for until dissenting opinions

have been debated and consensus has been reached.

Implications for the design of feedback systems in organizations

For the organization to test congruence of outcomes with
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intentions does not require that each individual test congru-

ence of outcomes with intentions. However, this testing does

provide feedback of information about the organization's effec-

tiveness. This information becomes data for any subsequent

decisions. Since all decisions require that organization mem-

bers have access to information pertinent to the decisions, the

data from tests of organizational effectiveness should be

shared.

ImDlications for the design of interrelationships between

organizations

For the organization to encourage a mutuality of effective

behavior with other orc-anizations requires that individuals

encourage a mutuality of effective behavior. In order to en-

courage effective behavior in others the organization must

share information about its operation with -others. Since this

sharing of information is in effect an activity of the group,

it must be one which is consented to by all the group's members.

The encouraging of effective behavior in other organizations

also requires that the organization allow others to make free

and informed choices. This will result only if individual mem-

bers as snokespersons and agents for the organization agree to

and exnress this behavior.

Implications for design of feedback to individuals

One more ooint and I can draw my theoretical conclusion.

I mentioned above that an organization's members should test
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for congruence of outcomes with organizational purposes. But

one must also expect that individuals will test outcomes with

their own individual purposes. This is necessary if they are

to have the proper information for making subsequent decisions

and developing commitment to those decisions. From the case

study model, I have seen that if the activities of the organi-

zation begin to serve purposes other than those of individual

members, these members will become less effective and the or-

ganization will become less effective also.

To summarize the imolications of my theory for organiza-

tional planning: designing mechanisms for enhancing organiza-

tional effectiveness can be largely achieved by designing for

individual effectiveness in the Argyris-Schon-Torbert sense.

Removing the constraints of habit in organizational behavior

At thi§ noint one may be tempted to say, "So much for full

organizational effectiveness. Let's leave well enough alone."

Indeed, for fully effective realization of individual purposes

through organized activity, as prescribed in either the Argyris-

Schon or the Torbert formulation, would require a very differ-

ent conception of organizing than that which is now common.

For example, the reauirements for mutual self-control (free and

informed choice) would not immediately suggest the hierarchical

control which is so prevalent. I have already described how

one-way communication flows, non-consensual decision-making,

and feelings of ineffectiveness reduce an organization's
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effectiveness and form a self-sealing system. All these nega-

tive characteristics are typical in hierarchical systems.

Hierarchical systems do not encourage inclusion of everyonet s

experience of the activity, structure and purposes of the sys-

tem into the structure which determines what activities and

structures will be experienced and what purposes realized. In

a system of mutual self-control, such a hierarchy would be

multi-laterally determined and subject to dissolution. Mutual

self-control would involve a structure chosen openly and freely

so as to best reflect the multiplicity of purpose informing the

choice.

Organizations typically satisfy the purposes of those en-

gaged in them only in an incomplete and unequal way. They are

not fully effective at a microscopic level of analysis, that is

in considering the effectiveness of individual members.

It mipht be explained that this lowered effectiveness is neces-

aary to achieve some measure of effectiveness at the macrosco-

pic level, to raise the overall level of effectiveness. For

example, it is this logic which places Gross National Product

as the chief indicator of economic effectiveness, without con-

sideration of the distribution of that product. The production

of each individual is treated as eauivalent to the product of

other individuals and these products are then summed. The

value of the product to the ultimate consumer is not considered.

The measure of a product is made according to the market value.

There is no way to determine if the product is significantly
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adding to a person's well-being, as might be the case if the

person is poor. This would mean effectiveness at. the micro-

scopic level. But if the oroduct went to slightly raise the

well-being of some rich person. This would not be effective

at the inicroscopic level. It might be more valuable, in a

social welfare sense, to add $10 million in agricultural pro-

ducts for the nation's poor than to add P50 million in pro-

ducts designed to raise the ccmfort level of the rich. These

tradeoffs are not considered in the GNP measurement. Imbedded

in my theory of organizin:- is the supnosition that a concentra-

.tion on such a composite economic indicator is not only inequi-

table and harmful to some, but that it also defeats its own

avowed ouroose, maximizing total product. My intuition is that

the ineauities of distribution result in a tremendous loss of

output from those who are not equitably rewardel for their acti-

vity. Another problem with the GNP measurement is that it

fails to reflect a large number of "national products" which

are not easily translated into dollars-and-cents measurements.

Indeed it is such intangibles which are at the heart of my un-

derstanding of effective organizing. Organizations, I believe,

tend to operationalize the purposes of those within the organi-

zation which are most easily describable in concrete, material

form. But individuals bring to an organization a multitude of

life Durposes, some of which are not even conscious. Most of

these ourooses will continue to ooerate while the individual is

engaged in the activity associated with the particular
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organization. One of the purposes which I believe everyone

brings to an organization but does not share is the desire for

process effectiveness--for effectiveness in communicating and

making decisions. The ineffective organization does not pro-

vide for sharing the many purposes which individual members

have. The ooeration of unshared private purposes is, I believe,

what accounts for the failure of the typical organization to

satisfy effectively the oublic purposes of its members. I

have already described this mechanism, with regard to the case

study.

Planning for the public purpose, or for some composite

measure of organizational effectiveness will not satisfy all

the criteria which individuals have for their own effectiveness.

According to my model, feelings of individual effectiveness are

dependent on process effectiveness and effectiveness around

short-term goals as well as on long-term organizational effect-

iveness. It is useless to plan for organizational effective-

ness and not also plan for process effectiveness. The model

shows that process ineffectiveness will not only reduce organi-

zational but will reduce feelings of individual effectiveness.

This will further reduce effectiveness all around. It makes

sense to plan at least as much for process effectiveness as for

effectiveness at organizational purposes. Effectiveness at the

microscopic level is as important as effectiveness at the macro-

scopic level.

I have mentioned thus far desirable new habits of choosing
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structures openly and planning for process effectiveness.

Another beneficial new habit concerns the structure which most

individuals and organizations have for perceiving reality.

There is a predominant niotion about the structuring of reality

which defines the typical activity of individuals and organiza-

tions of individuals. This notion about reality is, I believe,

what accounts for the reluctance of people and organizations

to behave in a fully effective manner, to share information to

their mutual advantage.

Material resources are perceived as scarce. Acquisition

and consumDtion of these resources are valued without limit.

Individuals and groups of individuals strive to increase their

acquisition of "scarce" resources. The resources then do be-

come scarce, even if they were not. It is a self-sealing pro-

nosition. The same perception of scarcity becomes irrationally

applied to other non-material realms. Status, respect, activi-

ty and love are viewed as "scarce" resources. Information,

which is all important to effective functidning, is likewise

viewed as scarce. It is hoarded for its value in exchange for

other scarce resources.

Torbert's theory stresses the ability to choose structures

for perception. An alternative nerception to the one above can

be achieved. One can view resources as finite but sufficient.

The metaphor of scarcity implies that need cannot be met (for

all). This perception tends to inflate the perception of need

without limit. The metaDhor of sufficiency tends to locate
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need at a point where resources are sufficient. The metaphor

of abundance can inflate need to the point that resources are

totally utilized and are then sufficient, not abundant. The

perception of resources as infinite, when they are not, can

have the same effect as the perception of scarcity. Need can

become inflated to an unrealiatic point eventually resulting

in scarcity.

The structuring of perception to view resources as either

scarce or sufficient will determine the purposes and behevior

of an individual or organization. Scarcity yields the purpose

of acquiring as much as possible of the- desired resources.

This purpose restricts the amount of sharing of information

which can be applied to the realizing of the purpose.

Shering may occur within a subgroup but the dominant modes of

behavior will involve distrust, closedness,.and deception.

Aiternatively, the perception of sufficiency does not militate

against sharing. With this perception the beneficial effects

of sharing information can be realized.

A simple model of organizations

Examining organizations macroscopically, all organizations,

though superficially diverse, look basically the same. Here is

my common-sense model of organizations. The actors in the or-

ganization are engaged in some sort of organized activity.

They have joined in the organization because they can better

serve some their own purposes by working together. The actors

produce through their activity various products. These
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organization or exchanged for other products which are consumed.

If one holds a very broad definition of product, to include any

material objects, services, or intangibles which might result

from organized activity, this general model does fit all organ-

izations.

Industrial organizations obviously fit. Less obvious is

that a volunteer social service organization fits the paradigm.

In this case volunteer actors produce some service for others

outside the organization. An implicit exchange occurs in which

the volunteer possibly receives appreciation and esteem from

the client. In addition he will attach a meaning to the inter-

action which heightens his sense of effectiveness -and his self-

esteem, or perhaps lowers his feeling-of guilt. A different

set of motivptions might be proposed but I maintain that the

motivation to act always implies some intended consequences of

value, some incentive. A club or fraternal organization has

a product for members which is not completely tangible but is

real and of valu.e nonetheless.

An interesting feature of the model I have of organiza-

tions is the boundary which separates the organizati on from

its environment. This boundary is an illusion, in a physical

sense, yet it powerfully determines the activity of persons

on both sides of the boundary. It is an illusion also in that

it really does not separate the purposes of those inside from

the purposes of those outside. The people who work for

W"
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they built, some fourteen years ago, what is now my car. And

I have labored for them and all the intermediaries between by

producing for a portion of the wages which are their product.

The boundary of organizational membership is an illusion

also in that it does not define a group with common purposes.

One might say that the organization is functioning for its

members and not those external to it, but what is produced is

consumed by persons both inside and outside the organization.

What. is consumed by those inside the organization, after ex-

changes with the outside, typicalLy is differentially distribu-

ted and fits some individual purposes better than others.

Internal to the organization there are individuals with

boundaries. The individual deals with others in his organiza-

tion in the same way that his organization deals with other

organizations-by offering a product or a share in a production

process in exchange for another product. The individual, per-

ceiving a physical boundary between self and others, imngines

a boundary which separates purposes. Organizations form new,

wider boundaries around groups of individuals, ideally to in-

clude the shared purposes of individuals.

The model of effective individual and organizational ac-

tion presented in this paper denies some of the separation of

purpose which, carried to an extreme, yields total alienation.

The model proposes that it is a useful 6ommon purpose to over-

come the physical boundary between persons by sharing
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information which that boundary blocks, information about beha-

vior, structuring of meaning, and purpose. The model suggests

that the image of the individual mysteriously negotiating in a

hostile environment could usefully be replaced by one in which

individuals cooperate to each other's mutual benefit. Along

these lines, a different perception of boundaries might still

place one boundary around the physical body, maintaining each

individual's will as the sole and ultimate determinant of his

action. But in terms of information flows which influence the

will to act, none but artificial boundaries can be constructed.

The completely effective individual will have no such bounda-

ries.

An organization of effective individuals is one in which

each individual is effectively pursuing his own conscious pur-

poses. In addition each is aware of and facilitates others'

purpoges. In this sense any organization of effective indivi-

duals will have as a shared purpose the achievement of each

individual's purposes. Any other organizational purpose is

ineffective without this central purpose. An organizational

purpose which is not synonymous with effective individual func-

tioning will be served by individuals who do not provide valid

information and do not have internal commitment to the purposes.

To 'restate the proposition and. its. corollary: effective indi-

viduals, when they act in concert, form effective organizatig,

and effective organizations are made up of effective indivi-

duals.



Chapter 6

Designs for Further Research

This planning theory, like the plans and action strategies

which it purports to make effective, can be improved upon

through practical application and research. Indeed, any theory,

if it is to really contribute to long-term effectiveness, ought

to provide for feedback about its own effectiveness in organi-

zing thought and action.

My hypothesis relates cert sin individual behaviors to the

effectiveness of those individuals and the effectiveness of

the organizations and systems which they form. Each of these

elements--the individuals' behavior, individual effectiveness,

and organizational effectiveness-exist in relative degrees

within an organization. One test of the hypothesis would in-

volve a correlation between observed behavior of the charac-

teristic desired type and measures of individual and organiza-

tional effectiveness. An extensive study could make a more

fine-grained measurement. This could include the effect on

the correlation between the three elements of: different

levels of target behavior in different individuals; the beha-

vior of "key" individuals; different levels of various of the

target behaviors; different activities and purposes; conditions

external to the organization; time factors; differences in

structure and attitudes to structure.

Individual and organizational effectiveness, in an abso-

lute sense, are hypothetically very rare. It is not
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particularly interesting to know that a given individual or

organization is iot fully -effective. -But.it is !interesting and

tiseful t6-know ifleffectIveness changes.. Any study of my hypo-

thesis must-inVolve.the difficult problem sof measuring.relative

effectiveness.- In this respect, othe timse scale of. a study must

be.-considered. . Chrnges in relative effectiveness may occur

only over a period of several months or years. Also it is

paradoxical that an effort to increase effectiveness may,

yield a short-run decline in effectiveness. An initial study

should attempt to discover how to measure relative effective-

ness and should determine the time span needed to discern

changes in effectiveness.

The other set of data needed for a study concerns the

various individual behaviors which I hypothesize are necessary

to individual and organizational effectiveness. The problem

is to form measurements of the relative occurrence of these

behaviors and structures. Correlations can then be made with

the measurements of effectiveness.

Measurements of effectiveness

Measurements of effectiveness involve a comparison of in-

tended effects with the actual effects of behavior and/or per-

ceptions. Intended effects may be determined from the ultimate

purpose of an individual or organization. So a first step in

data gathering (or in planning an activity) is to determine

the purposes of the individual(s) and/or organization.

There are two ways to determine purposes, both of which
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are subject to distortion. One way is to get statements from

individuals or an organization about purposes. These state-

ments form the espoused purposes of the individual or orgeni-

zation. These espoused purposes may or may not be valid and

complete. An individual or organization can act without being

aware of their purpose. This would be termed a tacit purpose.

Or the actual purposes which they are pursuing can be concealed.

In both these cases the espoused purpose will be inaccurate or

incomplete.

The second. way to determine purposes is by making infer-

rences from observed behavior and from the short-term goals

which are chosen. This method can suffer from a lack of all

the pertinent information. If one makes .inferrences about pur-

pose, these inferrences should be subject to testing. One

should present the directly observable data on which the infer-

rences are based and seek confirmation from the individual or

organization involved.

To complete the measurement of effectiveness one must

compare the purposes which are inferred as operating with the

actual results of the behavior and perceptions of the indivi-

dual or organization. Again, one can take statements from

individuals about the actual behavior. These statements will.

constitute the espoused theory-of-action--what the individual

says and perhaps believes his results are. One may also ob.

serve the individual or organization to make inferrences about

the actual results of behavior. These inferrences should be
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tested by making known the directly observable data on which one

makes the inferrences.- And one should seek confirmation from

the subject.

The measurement of effectiveness is not necessarily sub-

ject to quantification. Many of the purposes which individuals

and organizations have are subjective and qualitative, e.g.-

to promote social welfare. For some purposes, it may be possi-

ble to identify absolute effectiveness or ineffectiveness. Yet

it may not be possible to distinguish positively between de-

grees of effectiveness. In some few instances, effectiveness

will consist of achieving some quantifiable number of results,

and a relative score will be possible based on the actual num-

ber as compared to the intended number.

Measurement of individual behavior

Whether one is interested in a specific individual's

effectiveness or in the effectiveness of an organization, it

is useful to consider specific individual behaviors to deter-

mine if they contribute to effectiveness. The behaviors in

question are:

1)generating of valid information, including information

about behaviors, perceptions, structuring of behaviors

and perceptions, and consciousness of purpose;

2) making a free and informed. choice;

3) developing internal commitment to the choice;

4) testing for cnngruence of outcomes with intentions;

5) encouraging a mutaality of effective behavior with
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others.

I will consider ways to measure each of these separately and

then ways to combine the measurements.

Generating valid information

I have already described how to measure these behaviors

in relating the case study. (pages 40-44)

Making a free and informed choice

One can make a free choice only if one is informed, so

this behavior depends upon generating valid information. But

one need not make a free choice even if the information is

available, so it is useful to know whether an individual or

organization attempts to make a free choice with the informa-

tion available. Sample instances of choice can be analyzed

to determine if the choice is made or forfeited to an external

agent. For example, taking someone's advice into consideration

would not forfeit one's choice, but following someone's lead

without question would be forfeiting choice. This determina-

tion is a subjective judgment and the data for the determina-

tion should be made public. In an organization, one can look

at the mechanism for decision-making to determine if some mem-

bers forfeit their right of choice to other members. It is

possible for an organization to choose a decision-making struc-

ture which is not democratic. The organization will still be

effective if this structure is chosen democratically and is

then consented to by all members. This requirement is what

Torbert calls an, "openly chosen structure'.'.
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Developing internal commitment

One can infer that internal commitment exists. if decisions

are made openly and freely. There is no behavior which can be

directly observed or measured to indicate a level of commitment.

Testing for congruence of outcomes with intentions

This behavior requires that the individual or organization

know both intentions and outcomes. There must be an awareness

of purpose on the one hand and a gathering of data aoout the

real outcomes of behavior and perceptions on the other.

Torbert's conscious modes of behavior, described earlier, give

the greatest likelihood of gathering the needed feedback. In

particular, the behavior termed confrontation provides for

feedback about observed inconsistencies in another's behavior.

In an organization one can look for institutionalized mecha-

nisms for feedback. Where these exist, effectiveness should

be increased.

Encouraging a mutuality of effective behavior with others

This "effective" behavior is best accomplished. by Torbert's

conscious modes of behavior. Supportiveness encourages explo-

ration by another. There. is, in supportive behavior, a will-

ingness to experience the exploration of another. There is.no

need for the other to defend against an..attack... There is no

cause for fear of "losing control" if one quetionaone's

present way of behaving. Self-disclosure also encourages ex-

ploratory behavior by modeling that exploration. The self-

disclosing individual expresses and questions his own behavior.
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Confrontirg behavior helps break through ineffective behavior

patterns.

Combining the measures of individual uehavior

The most qu'antitative measure of "effective" individual

behavior involves the three conscious modes which Torbert

formulates: supportiveness, self-disclosure, and confrontation.

These modes of behavior contribute to all the steps required

for effectiveness. In particular, generating valid informa-

tion, testing for congruence of outcomes with intentions, and

encouraging matuality of effective behavior with others require

the three conscious modes of behavior. Another useful indica-

tion of effective individual behavior is the level of sharing

of purposes. For organizations, the congruence af. organiza-

tional purpo aes with individual purposes, the decision-making

process-whether or not it is a process which is openly chosen.--

and the provision of mechanisms for feedback are all useful in

predicting effective behavior.

The difficulty and limitations of condauting research

Doing research on organizational and individual effective-

ness is difficult because of the, low level of effectiveness of

organizations and individuals. "Effec-tive-" behavior is rare

and consequently not easily studied. Ineffective individuals

and organizations are reluctant to put themselves under scru-

tiny. The research itself requires effective behavior which

will likely not be exhibited by the researchers. In addition

there are problems with the subjective nature of much of the
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data. All these problems with the research are also problems

which prevent an organization from discovering its own prob-

lems.

Despite the fact that subjects may not be cooperative, -the

situations not easily quantifiable or comparable, the subjec-

tive judgments one makes can be quite useful. With a given

subject, comnarisons over time can perhaps reveal that the

suggested behaviors do increase effectiveness. But because

the variables are so general, the time spans relatively long,

and the other variables numerous and uncontrollable, it is un-

reasonable to prove or disprove the correlation between the

suggested behaviors and effectiveness with a single or even a

few cases. Only the study of many cases will support an argu-

Ihent one way or the other.

My own research

Recognizing especially the limitations of my own under-

standing and my own effectiveness, I have begun with a modest

research effort. I am particularly interested, at this early

stage, in three areas: how to recognize and measure conscious

modes of behavior; the relationship between individual purposes

and organizational purposes and how these change over time; and

how to introduce research on effedtiveness to an organization.

In each of these areas I must remain aware of my own ineffec-

tiveness and the implications of it for the research. I must

make a special effort to develop my own ability at behaving

in the conscinus modes.
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I present here specific data gathered from the public docu-

ments of the Committee and from transcriptions of- tanes of some

weekly meetings. One set of data includes all references to

individual or organizational purpose. Another set of data in-

cludes analyses of several meetings with respect to verbal be-

havior. I examine especially those ifistances vhere there is

disagreement about purposes, and I look for behavior character-

istic of Torbert's "effective" modes. In addition I alalyze

the decision-makinpr process within the organization.

Organizational nurpose

Over the history of the group there have been many state-

ments about the ultimate purpose of the Committee. These state-

ments we re made by various people and reflect different expect-

atio7ns of what the group should accomplish. It is interesting

to note how various peonles' espousals of the group's purpose

change over time and to note how the espousals of different peo-

ple relate to one another. The following is a chronological

account of-statements of purpose.

10/30 from: Professor to: students

"The underlying concept is a simple one; planners need to

find more effective ways of enabling community residents to

participate in the formulation and implementation of strate-

gies designed to guide future growth and development in

their towns."

11/? from: Selectmen to: Professor

"Citizen planning groups allow for time to argue the issues,
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practice arguments; Selectmen's recommendations have been

refused at town meetings."

11/? from: Selectmen to: Town MeetinF Members

"...a vital and significant process for setting oriorities

and shaping policies for the growth and development of the

Town."

12/5 article from local paper

"The program he has developed involvds lar-e numbers of

residents in the formulation of town policy, (The Professor)

explained. From their expressions about concerns on the sur-

.vey will dome study of these problems and formulation of

policy for the future growth and development of the Town.

The intent is not to replace town government, but it will

put more emphasis on citizen involvement and less on offi-

cials' involvement.

"The plan would start with a community survey of many areas

that would determine residents' thinking on problems not ta"

ken care of, allocation of time and funds, what they would

spend more on, etc., in order to determine priorities.

"The next step after the survey results are in and tabulated

will be creation of working citizen grouos in the top areas

of concern... Initially they will go through a fact-finding

p then publish their findings and present them to the

town in open meetings. By this stage, (the Professor) said,

the priority issues will be known and townspeoole will be

able to make intelligent recommendations. Hopefully in a
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number of months (the Town) could have recommendations and an

educated core grouo of oeonle who understand the issues and can

arue for policy, (the Professor) said. Residents would become

the advocates for policy recommendations which go to town meet-

ing or to other town committees for imlementation.

"(The Professor) pointed out that the survey would be the start

of an educational Drocess."

12/11 from: the Committee (Professor) to: the public

"...a non-partisan group devoted to public education and

citizen involvement in the formulation of policies to guide

future growth and develooment in (the Town)."

12/17 from: the Committee (Professor) to: public (press

release)

"Many people feel that they have no control over the deci-

sions that affect their lives. In order to deal with this

frustration, the (Committee) will 1) undertake a comorehen-

sive survey of the concerns of all (the Town's) residents;

2) create new opportunities for interested citizens to learn

more about the key problems facing the town and to partici-

pate in the develooment of solutions; and 3) offer new chan-

nels for the informal exchange of ideas between elected offi-

cials and large numbers of citizens."

The Selectmen are anxious to have more effective citizen in-

put into the formulation of town policy. Town Meeting Mem-

bers want an opportunity to learn more about the problems

facing (the Town) and to helo find ways of resolving them."
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2/4[ from: minutes recounting a public meeting

"(Fred)...restated the goals of the Committee: to discuss,

define and document the issues and priorities in (the Town);

to provide a vehicle for interested citizens, particularly

town meeting members, to assist in imoroving town policies

in these areas; to interest a wider range of citizens in

town affairs and to get them directly involved in town gov-

ernment.

3/3 from: the Professor to: the Committee

an outline of strategies relating to the survey

3/26 notes made at a meeting of the Committee

"What will the survey accomplish?"

4/1 notes made at a meeting of the Committee

"Xavier": "Beginning to lose sense of purpose--why am I

here? Don't wai t to become lost in mechanics of survey.

Why are we here? What is the objective of all this?"

Diana: "To try and bring people together to try and imple-

ment things people want."

4/3 from: the Professor to: the Committee

Describing the Selectments espousal of The Committee's pur-

pose: "They are counting on (the Committee) to- set up a

'process for on-going citizen involvement in the formulation

of town policy' (their words)."

4/15 from:. Wylie to: the Committee

Describing his espousal of a group purpose: "Establish a

procedure that will: interest a broad base of citi zens in
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town affairs, provide "continuinr education" for interested

citizens, aid citizens in becoming more directly involved in

processes of town government for continuous evolution of

town operations aimed at ontimization of town government for

the citizens,

4/8 minutes of meeting of the Committee

"We decided we are in the business of producing information

for the direction of the Selectmen and Town Meeting Members

use in forming nolicies and-warrant articles for the town."

4/15 my notes of the meeting of the Committee

Wylie challenges the minutes (above) of the 4/8 meeting. He

says that the first paragraph does not cover it. Eric says

he doesn't see anything wrong with it as written. Wylie re-

peats that he thinks the goals are much more profound than

that. Paul says his mother says, "Don't give me a problem,

give me a remedy." Wylie says he thinks that the goals

should include the involvement of citizens. Olga says that

this is covered in naragraph 4--"(Wylie) gave us a handout of

Goals which everyone should read." Fred says that there

seems to be some disagreement about just what the purpose of

the group is. Wylie says that he wanted everyone to bring in

a list of goals, not just him. Paul says he agrees with

Wylie's oerception of the goals. Wylie says the report

(minutes) should stand.

On March 4, I gathered statements from all Committee
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members and staff in answer to three questions: "What was your

reason for joining the...project as (Committee member) or

sltaff? What do you personally hope to contribute to the group?

How would you define the goals or expectations of the (Commit-

tee)?" First, I will list the responses to the question about

goals for the (Committee). These responses measure the espou-

sals which individuals have of organizational purpose.

1 Long-range goal--to provide input to.local decisions or

policy-making

2 To develop a method for involving citizens in large numbers

to facilitate solutions of social problems, etc.

3 To create 1) a sense of effectiveness in forming town pol-

icy; 2) a desire to educate and be educated about town is-

sues; 3) reforming of policy-making processes to reflect

and make use of educated citizenry

4i That through the survey results, we can establish citizen

priorities and be a part of their imtlementation

5 To give guidance to town fathers

6 Develop a means by which a greater percentage of (the

Town's) "citizens" might, on a continuous basis, partici-

pate in directing the growth of the town.

7 The goals seem to be to provide a vehicle for people to

get their gripes and praises across to town officials elec-

ted and appointed who manage our town.

8 To create a wider base of citizens who are aware of town

issues and willing to voice their opinions artd work
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together to solve their problems, neighborhood problems,

and (the Town's).

9 Goals: surface priorities and attitudes, involve greater

numbers of citizens in follow-up working groups

10 To influence town policy in a meaningful way. to develop a

working basis for citizen involvement in (Town) government

11 To strive for greater effectiveness in "our" attempts to

influence policy makers in (the Town)

12 To develop a survey which can be administered to the citi-

zens and which will give some information about their atti-

tudes, concerns, desires for the town. To acti. as facili-

tating group for the imDlementation of (putting in action)

results of survey.

13 To educate the community about "what is". To permit citi-

zen input into policy formulation with the ultimate goal

of building the capacity and confidnece for input into

policy formulation.

14 To develop a credible organization with the capacity to

help large numbers of citizens become involved in community

decision-making on an on-going tasis.

15 To find out what the townspeople really want in the way of

services from the. town.

16 A better way to educate the citizens and get their views

out in the open to better effect public policy.

17 (The Committee) to continue to serfe people as a means of

communicatin more directly to Selectmen or Town Manager.
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18 To put the real needs of the community into a Viable sys-

tem (or channel) for influencing policy decisions that

affect and shape their environment

19 Hopefully to include more people in the processes of gov-

ernment

20 I feel that improving the communication within the town

government and between the citizens and town selectmen is

the primary coal, learning how to do this is a secondary

goal, achieving the canacity to maintain these skills is

perhaps an expectation

21 To represent to policy-makers in town all of the various

sets of opinions in (town), and to use the information to

write better proposals for town meeting consideration

22 Hopefully, in the final analysis, the (Committee) will in-

culcate in the citizens of (the Town) a self-realization

that they indeed are the power of government and this

realization will put (the Town) on the road to better, more

responsive government. This realization will honefully

cure the pathological apathy of "citizens".

23 As stated, last paragraph, p.5 of "Draft, 2/17, '75, pre-

application to HUD".--"The (Committee's) goals are 1) to

discover, define and document the fundamental issues and

priorities in (the Town); 2) to provide a vehicle for int-

erested citizens, particularly town meeting members, to

assist in improving town policies in these areas, and 3)

to- interbst a wider range of citizens in town affairs and
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to aid them in becoming more directly involved in town

government. . .

The public or "official" statements of organizational pur-

pose, which were presented earlier, all expressed the more am-

bitious purpose--that of educating and involving citizens in

the formulation and imulementation of policies for the town.

These public statements were authored by the Professor, with

the Selectmen and Fred, a co-chairperson, echoing his statements

on a few occasions. The Professor also planned the activities

of the group, based on a combination of nurposes which he had.

Unfortunately those activities were carried out by persons who

only partially shared the espoused organizational purpose.

It is Dart of my thesis that ihdividual espousals of group

purposes should be shared and conrruent with the publically

espoused organizational purpose. Otherwise individuals will

very obviously be "workin at cross purposes". It is also part

of my thesis that the overall purposes which individuals have

should not be conflicted by the organizational purpose.

I have looked at the individual purposes which Committee

members and staff said they had as reasons for joining the or-

ganization. I was interested first in whether all these pur.

poses could be included in the overall purpose and activity of

the organization. I was also interested in those particular

individuals who did not espouse a purpose in common with the

majority, who espoused the public purpose. I wanted to see if

the individual purooses of this sub-group explained or
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conflicted with their divergent espousals of organizational

purpose.

Here are the statements of individual purpose--in response

to the question, "What was your reason for joining the...pro-

ject as (Committee member) or staff?"

1 I worked on the (earlier) project and I was interested in

working" with citizens in another setting. I've become

very interested in citizen-based planning.

2 I am very interested in efficient and quick problem-solving

methods dealing with large numbers of peorle

3 I wanted to learn how it's done. I also hoped to find out

how to get a group of stI'angers to work well together.

4 My dissatisfaction with the general overall management of

the Town.

5 Last ditch effort to help

6 My hooe in raising the interest/participation level of

(the Town's) "citizens" (residents, businessmen, et al) and

commitment to effectuating same.

7 My interest in the feelings of our fellow townspeople and

wihhing to provide a vehicle for them to express their

feelings

8 Combining my personal aspirations with practical experience.

Also I like working on teams!

9 Strong interest in the direction (the Town) takes in near

future, and long-standing interest in urban policy ques- -

tions on broad scale
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10 To gain experience in workinr with a group; insirht into

survey design; knowledge of research methods'

11 1) to get to know (the Town) and "my neighbors" much bet-

ter; 2) to contribute to the town I am currently enjoying

living in; 3) to learn about a more meaningful planning

process

12 I'm action oriented and was persuaded that (the Committee)

might accomplish something for the town. Also believed

that I could learn sometiing from the group about the town

13 To learn more about group formation/coalescence; to moni-

tor the match between grcup goals 'and actions and the com-

munity's perceotion of those goals m d actions; to partici-

pate in and evaluate a model for citizen-based planning

14 To build and test a theory of public participation in com-

munity decision-making--it is my firm belief that greater

numbers of peonle can and ought to be involved in planning

for the future growth and development of their communities

15 To contribute something to the town in helping to deter-

mine some of its needs

16 To give the committee a "different" point of view which I

felt might help us towards the common goals of the commit-

tee

17 To help join a gap between people of town and people who

make and enforce policies in town

18 To contribute productively to a very worthwhile enterprise

in some capacity allied to my varied training and
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experience

19 I am concerned about (the Town) and want it to be a better

place to live

20 To try and understand the needs of a community like (this

one) and how to achieve these via the citizenry

21 An interest in citizen-based planning, and a remote input

to my thesis (prototype designs for ( ) development)

22 Worked peripherally on (earlier) project; had an interest

in becoming more involved in the process; (this) was the

- ooportunity

23 Better town government through solid citizen participation

Verbal behavior

In the weeks following my measurement of individual and

organizational ourpose, I looked for efforts to resolve the dif-

ferences in purpose. Ei -ht persons did not share the purpose

of the majority, vhich I imagined would lead to continued prob-

lems in progressing towards the group's purposes and/or the

eventual withdrawal of these persons. In terms of the lono-

range effectiveness of the group, I was interested in how effec-

tively, in terms of Torbert's conscious modes of behavior, this

problem was handled.

Tape of March 4, 1975 Meeting of The Committee

#Is as per my recorder

0-90 Committee is filling out fArms for about half an hour,

I'm fiddling with the tape
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91-124 Discussion of pre-test next week

130- Discussion of 300-person sample survey

190- Post office box

265- Timetable

325- The report

365- Getting the information from the survey to the people,

the report

385- What kind of results do we want to describe

430- Large group presentation vs. neighborhood groups

Wylie suggests inviting established grouos

Paul had been describing a scenario of a large public

meeting to distribute the results of the survey. He

suggests inviting people to participate in smaller groups

organized around issues

545- Eric: "Maybe I lost sight of something and possibly

other people might be confused regarding it. But I come

along with (Paul) up to a point where we have this mass-

ive meeting and we discuss the results of th.e survey.

Now at this point, and I visualize it only this way, at

this point we have now accomplished the basic mission

which we started out to do, which was one-- to produce

an amount of information to give guidance to the people

who need the guidance to determine what the townspeople's

interests really are and what they want...we could take

school, which happens to be a big issue. Do they really

want a new high school or don't they want a high school?
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by means of a survey which has beenr conducted. Now once

this has been completed, and the format is made, the sur-

vey is completed and the results are there and you do

have this massive meeting in which you produce people

with capability who are answering questions, who are ex-

plaining what the survey did. The nespaper comes out

with the package that shows the results. Then we should

draw back and sit back and say, 'Now the information is

there. Let's see what these people want to do with it.'

Don't be the constant leader. See what results can come

from the results which we produced. Because if we guide

them by the hand we're back into the special interest

category and that's what I want to stay away from. I

don't see us being the leaders. Let them tell us what

they want, but let us not be the ones to tell them, that

you should do this, you should do that. I think we

should give them the broad picture at a special meeting

and that's it. Let them come back to us. It's their

survey. It isn't our survey. It's for them."

Fred: "But the survey is still only a beginninr. It

seems like we ought to be there to help, with the avail-

ability of tasks(?), to help these working groups get

set up, and to help the working groups work..."

Eric: "Fine. We've reached this poipt and we've riven

them everything. Right? (Mild uproar) We've given them

the survey."
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Wylie: "You-Ire talking about item number 1 of our goals.

Item number 2 is the next object, to provide a vehicle for

interested citizens. Now I want to correct the misimprest-

sion that Jeff has just place upon us. There is no such

thing as a massive meeting in (this Town). There never

has been..."

577- More discussion of the massive meeting as a possibility

590- Rhoda describes the process in (the snmller town) of

breaking into sra 11 grouos after the large meeting.

595- Lucia: "I think that what some people are saying is that

rather than Po in and...?...these ideas and groups and

topics, that if we presented the results and then asked

people what areas are you interested in...But I get the

impression that some people would like to have more of this

come from the people at large than (?) to hear the results'.

(Discussion of independence from other groups; audio-

visual presentation of results)

634- Eric: "If the (Committee) is a vehicle by vMich, uhh,

nothinq can challenge its authenticity or its fulfillment

or desire. We're not one-sided in anything that we do.

Anything that we do, we present the picture in a complete

emphasis so that consequently nobody can point a finger at

us at any time. So that's why I said when we finish and

present it, then we should stand back and let them then

come to us and say, 'We're interested in forming a group.

We'd like to work in this particular field' ,or 'We'd like
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your help in this." If it doesn't come about then that

means that all the effort we put into it and all the re-,

sults that we showed were of no value."

The Committee goes on to make plans for the massive meet-

ing, ignoring Eric's comment. One oerson, Greta, acknow-

ledpes the idea Eric is after.

660- Eric makes a crack that lawyers talk too much--Fred is a

lawyer.

Sugrestions are made that there be the capacity to organ-

ize groups if they want to form around issues

Later a suggestion is nmde to oubl-icize only that some

problems have been uncovered and not reveal details in the

naper, so that people will have to come to find out more.

735. Eric: "I like that, too, rather than give them all the

information, give them just enough to create sufficient

interest in that problem and then tell them the pro's and

con's and let them...

Notes of March 26, 1975 Meeting of the Committee by Fred

Xavier: "The survey must be 100% ours."

Olga: "We must read everything given to us.

Xavier: "Any misgivings we have must have input." "The kids are

doing a lot."

Irene: "We have compressed our work for the sake of the Sche-

dule. I have other involvements. I haven't had a chance

to read everythinr

Xavier: "Their inexperience is beginning to show. In the
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beginning we would nod our heads."

Diane: "I -didp't see any revisions. I tried to get my ideas

across, but I wasn't heard."

Xavier: "Every section should be our section. The control

begins to shift from the Committee to MIT if we don't have

time ."

Wylie: "We must recognize certain ideas though we might not

agree."

Xavier: "This group must take control."

Wylie: "Let's prescribe some procedures for the meeting with

the- Selectmen tomorrow. An incomplete presentation will

burt us. We have relied too heafily on the staff."

Greta: "We have confidence now as we see materials in front of

us."

Xavier: "We haven't had time to rendezvous--to have meat around

our meeting. We should meet every other week with (the

Professor)."

Quincy: "It seemdd to move fast. There are things in the sur-

vey I object to. And in the HUD proposal. I want to di-

rect' some questions to the Selectmen, to air my differences

with them. They have lacked interest in what we're doing.

Who is going to use this information? (The Professor)

mentioned the Red Line--his access to knowledge may be

detrimental. I don't want to be a goat to his knowledge.

It's a hot issue in town. He has avoided meetings. I

want to know who's going to use the information. Bending
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from the truth doesn't satisfy me. We started with a good

purpose and intentions, with a mandate from the people,

not background for the town manager, seledtmen, etc.

The people should have the input. There has been a lack

of correspondence between the Selectmen. We must work

within the structure of government. Must get the Select-

men to put it into practice. The HUD proposal was the

Selectments doing. Put their names. on it. I can't stay

in the group after the survey but I might come in from

time to time. This must come from the people. We can't

misreoresent for fuinds. It's not worth it. We must be

honest."

Wylie: "Regardless of (the Professor's) interests, I hope that

a citizen's group could brir together the points which

Quincy makes. If we can establish our credibility, commu-

nication which works both ways, we can get out our feelings

and get alignment on the facts."

Quincy: "He (the Professor) should wear one hat or another.

He shouldn't have access to information. They break you

down, how you think, how to work with you. I question the

use of the information. We are supposed to be a bridge

between the Town MeetIng Members and the administration.

We're not to work with special interest groups as such."

Gret:-. "At the beginning it was stated--the Selectmen weren't

to get involved."

Quincy: "We must watch out when things are taped."
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Xavier: "I'm surprised we bave advanced td this stage without

sitting down with the Selectmen. It is important that

there be an understnding between the groups.

The survey should go out when we're ready to put it out.

I get the impression I'm being patronized by the MIT

group. But, we are on the right track and moving. I have

the impression that there others out there pulling the

strings.- We have no plan--no timetable."

Diane: "We should never have scheduled weekly meetings. There

are too many pressures, the school vacation, no time avail-

able for legwork. Let it wait until next year, there is

too much confusion in town now."

Xavier: "There is enough dynamite in the survey to blow the

town to hell."

Greta: "We should take one evening for one section and review."

Quincy: "It kind of gripes you that it's their thing."

Diane: "The $15,000--we had it from the Selectmen to do the

survey.-

Wylie: "The A15,000 is from the town manager's budret if (the

Professor) can't find it elsewhere. There is $10,000 to

MIT from grants for the MIT students."

Quincy: "This may run wild--MIT's foothold in (the Town)."

Xavier: "Controlled and monitored it could be useful. Why

don't we just have a survey. Go to first base first."

Diane: "Do the survey first, then see what haopens."

Quincy: "Let's slow the pace. It is itfipossible to monitor now.
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Greta: "I'm speaking now for Kate. She has two concernsi

1) that there are too many questions on the survey; and

2) what is it that we want the survey to do?--we want to

know other peoples' concerns, not the day-to-day functions,

but priorities and concerns."

Xavier: "I have an issue: someone interviewed the high school

students. It was garbage. They were led."

Diane and Greta both express feelings of not contributing.

Irene: "We've all had misrivinrs and have held back."

Xavier: "This session is very good. It allows us to get clo-

ser together as individuals."-

Quincy makes a comment about the MIT role and relationship with

the committee.

Xavier: "We should .suspend the working sessions for 2-3 weeks

Get it all together in that time. Define the prob-

lem. Irene and Fred should sit down with the Professor.

They're off the potty chair."

Olga: "In (the smaller town), it grew the same way, this is the

s ame .

Irene: "We're not the guinea pigs. We're the pioneers."

Wylie: "I don't disagree with Xavier on the working sessions,

but what about the schedule--the questionnaire done, etc."

Xavier: "Tonight we set the stage, toss the schedule out the

window. The climate in town is against the survey, because

of the reorganization, the school issue, the town manager.

It's bad timing."
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