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LEVELS OF CONTROL SYSTEMS

that you have inside you

This list is taken mostly from Powers (1973) but also from his letters
to me, and includes some of my own words.
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2nd. Quality of sensation.

3rd. Configuration, position, perception of invariants.

The first three levels deal with momentary events not long
enough for us to be conscious of the flow of time.

kth. Transition, change, tracking, control of movement and
other changes of configuration, sensation, or intensity.

5th. Relationships.

6th. Categories.
Tth. Sequences, episodes, routines.

8th. Programs, rationality, language. Working your way to
e goal along & path containing choice-points.

9th. Principles, strategy, heuristics. Values in the sense
of what one puts consummatory goodness on. Going by
intermittent evidence. Averaging instances.

10th. System conceptions, perceiving organized entities.

And overall and throughout: Reorgeanization.




THE TEST
and
THE RUBBER-BAND EXPERIMENT

How can you find out what inputs people are trying to maintain
for themselves? In the following excerpts from Powers (1973), he explains
The Test and then describes a brief and simple experiment you can use to
demonstrate it to yourself and others.
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trolled Quantity” (or just “The Tcst ) is an adaptation of a
technique used by servomechanism engineers to measure the prop-
ertics of control systems. It consists of applying a known distur-
bance to the quantity thought (or known) to be controlled and
observing in dctail the subsequent behavior of that quantity under
the influence of the continuing steady disturbance and the be-
having system's output.

Our problem is different from that of the servomechanism en-
gineer. He knows that there is a control system and he knows
what it controls; he is interested mainly in the details of how
control is effected. We, on the other hand, are trying to establish
whether or not a control system exists, and need only the most
rudimentary knowledge of its detailed properties. We will there-
fore use disturbances differently and look for different aspects of

. the results. First, however, let us review some fundamentals.
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Consider once again the meaning of the term controlled quan-
tity. A controlled quantity is controlled only because it is detected
by a control system, compared with a reference, and affected by
outputs based on the crror thus detected. The controlled quan-
tity is defined strictly by the behaving system’s perceptual com-
puters; it may or may not be identifiable as an objective (need
I put that in quotes?) property of, or entity in, the physical en-
vironment.

In general an observer will not, therefore, be able to see what
a control system is controlling. Rather, he will see an environment
composed of various levels of perceptual objects reflecting his
own perceptual organization and his own vantage point. He will
see cvents taking place, including those he causes, and he will
see the behaving organism acting to cause changes in the environ-
ment and the organism’s relationship to the environment. The
organism's activities will causc many changes the observer can
notice, but what is controlled will only occasionally prove to be
identical with any of those effects. Instead, it will normally be
some function of the effects, and the observer’s task is to dis-
cover the nature of that function.



Since the observer cannot snmply obscrvc a controlled quanmy.

ganism is organized
also by definition.

variable alone will not be opposed.

That is the crucial factor in applying The Test. When a poten-
tial controlled quantity is defined, that definition implies some
assortment of events that (acting alone) would cause a predict-
able change in the defined quantity. If the change occurs as pre-
dicted, there is no control system controlling that quantity. If
the predicted change fails to occur, or is much smaller than pre-
dicted, and if the reason for failure can be traced to the organism’s
behavior and nothing else, then the organism contains a control
system controlling that quantity.

The Parable of the Rubber Bands

There is another demonstration/game/experiment that seems to
help understand The Test and its application to experiments. It
has the same main advantage as the Coin Game—it is highly
portable. This demonstration also involves two players, Subject
and Experimenter, and the equipment is even chcaper: two rub-
ber bands, knotted together, as in figure 16.3.

==l

FIGURE 16.3.
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S and E each put a forefinger in a loop at an end of the rubber p. 2k2

band pair, and they hold the rubber bands slightly stretched just
over a table top. S now determines to keep the knot stationary
over some inconspicuous mark on the table-top. E can disturb the
position of the knot by pulling back or rclaxing his pull on his end
of the rubber band pair; S maintains the knot where he wants it
by similar means. Figure 16.4 shows how this situation relates to
the basic feedback diagram used ncar the beginning of the book.
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FIGURE 16.4. Relationship of the rubber bands to the basic feedback
diagram.

The position of the knot, as seen by the subject relative to the
mark on the table, is the controlled quantity, qi. The position of the
subject’s finger is the output quantity q.. One rubber band repre-
sents the environmental feedback path through which the subject’s
output affects his own input, the controlled quantity. The position
of the experimenter’s finger represents the disturbing event, and
the remaining rubber band represents environmental links
through which the disturbance tends to affect the same controlled
quantity affected by the organism's—the subject’s—output. Thus
in this demonstration every aspect of the feedback control situa-
tion is visible and explicit.

If E now draws slowly back on his end of the rubber band, S will
do likewise, and the knot will remain quite stationary. If E swings
his end slowly from side to side, S will swing his end the opposite
way and the knot will still not move. To see why it is confusing to
use disturbances too rapid for the control system’s appropriate
time scale, E may try jerking his end around. S's control will de-
teriorate and transient movements of the knot will tend to mask
the reference position. It will be seen that sudden and transient
disturbances reveal little about organization per se.

This demonstration is a nice way to introduce feedback theory
to behaviorists, though they tend to become oddly silent as it pro-
gresses. From the behavioristic point of view, E's finger-move-
ments constitute the stimulus, and S's constitute the response.
Discriminable motions of various parts of the rubber bands can
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also serve as stimuli. That excludes, of course, the knot, if the
stimuli change slowly, for the knot moves the least or not at all!
The behaviorist E would try to discover how the subject’s re-
sponses depend on the stimuli. Almost inevitably, such E's will
begin by applying sudden stimuli, for that is the traditional bias.
If E can reach any conclusion, it would most likely be some state-
ment that the subject’s response is generally (statistically) op-
posite to the stimulus in direction. If S prevails on E to slow down,
that stimulus-response law will become quite clear. But unless E
happens to notice that the knot stays still, he will miss the crucial
feature of the situation—the purpose of S's every movement.

This demonstration has the most impact on a behaviorist if he

. -~ —.-actually dedug%s the c%r{%gi:s‘umulus s-response law. When he does,
S can’ pomt out that the knot remains in"one placc -and-can”then~= - =~ ==-n

show beyond doubt that the stimulus-response law is a property
of the rubber bands and not a property of S. Wherever E places
his finger, there is only one place where S's finger can be if the
knot is to remain stationary. The relationship between those posi-
tions depends only on the relative elasticity of the two rubber
bands, and could be determined in advance using no subject at all.

Adding two coins, we can illustrate “control by manipulation.”
Place one coin under the knot, and the other about six inches
from that location, toward S. S is to keep the knot over his coin,
and E is now to place S's finger over the other coin. S cannot con-
trol both his fingers and the knot: they are connected. Therefore
if S wants to control the knot, E can control S's finger, as long as
the result does not inconvenience S (as by running the finger into
a hot soldering iron). This is an endlessly illuminating demonstra-
tion, and amusing to try.

In ordinary behavioral situations, the “rubber bands™ are hid-
den or invisible, and the knot—the controlled quantity—is far from
obvious. All that is obvious is the relationship between the dis-
turbance and the subject’s output. Ponder that, and you will
understand clearly what led psychology into the fatal misinterpre-
tation.

And be sure to carry a couple of rubber bands with you at all
times.
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HUNTING FOR THE REFERENCE STANDARD
or

THE CASE OF THE TALKATIVE TOILER

The rubber-band experiment, described elsewhere in this packet,
is very clear, persuasive, and gimple. But how can we find the reference

standard--the spot under the knot--in workaday situations? I made up

— mthesstory: belowytogseerwhetergircouidripagine Toy. ways through e li ke Yo any: =on oo T

complex situation. If you know of an actual hunt to substitute for this
fiction, please let me know.

Weisbord (1984), by the way, has told an instructive story of a hunt
for the reference standard he made with his employees-—though he didn't use
the idea of reference standard in his writing. He told how they tried first
the classic ploy of separating employees who were giving unwanted input to
.one another, which didn't work, and then went on to find the organizational
arrangement that brought almost all the employees the inputs they wanted to
keep stable. He also reported that one person could not stand the new
arrangement--a reminder, never made too often, that one person's happiest

input is another's poison.

Anyway, here is my fictiomal story.

Suppose a worker is hired and stationed on an assembly line. The
worker is told that it is against the rules to talk with other workers while
" .on the job. Nevertheless, the supervisor finds that the worker frequently
engages in shouted conversations (it is a noisy place) with workers at nearby
gtations. The supervisor doesn't 1like that. Here are some hypotheses the
supervisor might entertain.
1. The worker will gabble if you let him; he won't if

you don't.



2. He is new on the job, and he wants reassurance from
other workers that he is doing things right.

3. Since he is new in town, he is trying to strike up a
few friendships.

4. He chafes at rules, and he has happened to pick on
the rule against talking as one to violate.

5. He seeks camaraderie--he wants to feel himself to be

T an accepted member.of therwork group. - o oo memoxe

R s N G A i ST

To test one of those hypotheses, we need to choose a "quantity" the
worker might be controlling, and then find a way to alter that quantity through
means that operate outside the worker. If we succeed in altering the quantity,
our hypothesis will be wrong; the worker will have been found not to be con-
trolling that quantity. If the worker brings the quantity back to its former
level despite our disturbance, then we will have found the controlled quantity--
-or at least one of them.

Suppose we try Hypothesis 1 in the standard manner; that is, we ignore
feedback theory. The supervisor tells the new worker to stop his gabbling.
After a few days, his shouted conversations come back to the frequency they
were at before. That doesn't tell us much. It tells us there might be a
quantity associated with his talking that he is trying to control, but we
suspected that before, since he was going against the rule. It doesn't give
us a clue about whether any of the other hypotheses might be a better bet.

The supervisor decides to drop Hypothesis 1 and try Hypothesis 2.

If we are going to try to alter a quantity, we must have a measure of
it before we begin so that we can tell whether the quantity has changed.
For Hypothesis 2, we have no measure of how much the new worker is talking

about his job. You might think the supervisor should simply go to the new

worker and ask him whether he is talking to the other workers about how to



do the job right. Or maybe the supervisor shouldn't even mention the talking.
Maybe the supervisor should simply ask the new worker whether he is getting
enough feedback about how he is doing the job. If the worker says he's

pretty sure he's doing the job all right, then the supervisor could give

up Hypothesis 2 and go on to another. If the worker says he wants more feed-
back on how well he's doing, then the supervisor would know his hypothesis

is correct. He could arrange, for example, for another worker to stand

by the new workqfifop aMwQ;}§”to answer his questions. After that, if the
worker stopped his shouted conversations, the supervisor would know he was
right.

Going to the new worker in that manner, however, has at least two
drawbacks. First, people often do not know what quantities they are controll-
ing. The new worker may indeed be asking questions about the work, but may
think he is simply carrying on "friendly conversation." Or he may know he is
asking questions about the work, but is not doing so because he wants the
information, but merely to open conversation with his fellows. And he may be
unaware of the particular quantity he is controlling when he feels the urge
to open conversation with his fellows.

Second, if the supervisor opens the conversation about the talking
or the feedback, the supervisor's sally produces environmental happenings
that might contain another quantity the worker wants to control. Even if
the worker were conscious of the quantity his conversations were controlling,
in his shouted conversations, even if he were right about it, he might also
* want to control some feature of his relationship with the supervisor. He
might want to keep the knowledge the supervisor has about him to a minimum.
Or he might want to maximize the degree to which the supervisor thinks he is

gung ho. The action of the supervisor in opening the topic might cause a

disturbance in one of those controlled quantities, and the worker would act



to restore his desired relationship to the supervisor, not to act in
connection with his behavior at his station.

In brief, by going to talk to the worker, the supervisor would be
trying to get a measure of the presumed controlled quantity by getting it
through the verbal behavior of the worker. But that verbal behavior could
be controlled by a higher-order system that was getting perceptual signals

both from the worker's memory of his behavior at station and from his

conversation with the supervigory. The statements the worker makes might —-

have little connection to what he "needed" at his work station.

So the supervisor decides not to talk to the new worker, but to try
to get a measure of the worker's work-related conversation elsewhere. The
thought of planting a microphone at the new worker's station flits through

his mind, but he does not want to violate the worker's civil rights. He

decides to try to get the information from the workers on either side of the

new worker. The supervisor goes to the workers on either side of our

troublesome worker and asks them what that worker talks about to them. If

he is talking about the job, the supervisor reasons, surely the other workers

wouldn't think the worker needs to be protected from the supervisor knowing

that he wants to do his job well.

"You guys didn't talk on the job before the new man came," the super-

visor says, "and I guess you just want to be decent to him, not just ignore

him, so I can see why you answer him. I guess there's something the new

man wants to talk about even if he has to shout. So I'm wondering if there's

" .something he needs that he doesn't want to tell me about. What does he talk

about?™
"Why don't you ask him?" the workers say.
"Well," the supervisor says, "he hasn't come to me about anything

that's bothering him, so if something is bothering him, he must think it's

10
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something that wouldn't go over very well with me. So he probably wouldn't
tell me if I asked. And anyway, if there's something you think you shouldn't
tell me I won't push on you to tell me. You just tell me what you think

it's OK to tell me, and if I don't get a clue, well, that's that." All the
supervisor really cares about knowing is how much the new worker talks about
the job. And he thinks the other workers will be willing to tell him that.

The workers say that the new worker talks about various things--the

town, baseball, his-job,-the company, lots of things. < e

The supervisor asks how much the new worker talks about the job. Well,
quite a bit, says one worker. Some, the other says.

Does he ask questions about how to do his job?

Well, yeah, one worker says. That's part of it, the other says.

Does he talk about the job as much as half the time?

No, they say.

A third of the time?

Well, maybe, one says. I guess, says the other.

The supervisor wishes it had been all of the time or none of the time.
But of course the new worker might be trying to match more than one reference
standard in his conversations with his fellows. So the supervisor decides
to try to disturb the amount of conversing the new worker can do, and to
cause the disturbance by acting only on the environment, not by acting through
the new worker himself. He asks the other workers not to respond to anything
the new worker says for several days. Luckily, they agree. When the new
" .worker buttonholes his co-workers at lunchtime, they say they have nothing
against him, but they thought they'd better go back to obeying the rule.

The efforts of the new worker to get a reply from his co-workers on
either side decrease rapidly during the first hour or two of the day on

which his co-workers stop replying. He tries again once or twice in the



afternoon. He gets no reply.

That afternoon, the new worker is late getting back from the coffee
room after the break. During the ensuing days, the supervisor observes
that the new worker is frequently late getting back after breaks. The new
worker is also sometimes a few minutes late getting onto the line in the
morning; he is talking with others who are leaving the earlier shift. The
supervisor also notices that the new worker often does not walk right out
of the plant at the end of the shift. He often waits at the time clock
until he finds one or two others who are going his way; then he walks away
with them. In sum, the new worker's conversations with others have not
decreased; he has apparently transferred his conve?sations from the line
to the coffee room and to the beginning and end of the shift.

So there is probably something in his talking with others that he is
acting to maintain. But what? It might indeed be getting information
_about how to do his job right. The supervisor decides, however, that surely
enough time has gone by for the new worker to have picked up anything he
needs to know from other workers. After all, it's a pretty simple job.
Hypothesis 2 has decreased in credibility as the time has gone on. The
supervisor decides to drop that hypothesis.

How about Hypothesis 3? Has the new worker been trying to find friends?
After a few more days, the supervisor decides to ask the new worker about
that. Surely he ought to know whether he has found friends, and maybe he'll
be willing to say .so.

The new worker turns out to have no reluctance. Yes, he has found

several new friends; he's had a couple over to the house, and they've

invited him and his wife to return. So that's not it. That feature of the

environment has changed, but the new worker's tardiness after breaks and

in the morning has continued. The supervisor crosses out Hypothesis 3.

2
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How about Hypothesis 4, wanting to break rules or defy authority?

The supervisor decides to change the environment by changing the rule for
the new worker.

"You've probably been wanting to get acquainted with people around
here," he says to the new worker. "I know it takes time to get to know
the ropes, find out how you're doing, and all that. I guess I'm kind of
late with this idea, but I tell you what I'm going to do. I'm going to
give you ten minutes in the morning, and ten extra minutes after break,

80 you can have some time to talk with the other guys. You can tell me
when you're ready to go back to the regular rule."

The new worker says, gee, thanks.

The new worker uses his extra ten minutes, or most of them, but
he does not violate his new special rule, nor does he violate any other
rule. The amount of his talking with others does not seem to decline;
_perhaps it rises slightly within the ten-minute grace. 1In brief, his talk-
ing with others seems to stay more or less the same as it was. Since the
new worker did not act to violate the new rule or some other, the supervisor
crosses out Hypothesis 4. He is left with Hypothesis 5.

The supervisor now needs to alter the environment in a way that
will change the opportunities the new worker has for camaraderie. If the
amount of talking the new worker does with others changes, then the super-
vigsor will have to cross off Hypothesis 5 also and start all over again.

If the new worker's amount of talking does not change, if the new worker

* . finds some way of continuing that amount, then probably the supervisor

will have found what the new worker needs.
But what to do? How can he decrease the opportunities below what
they are already and still allow some way for the worker to find friend-

liness? Some people say that you should not expect to satisfy all your
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needs at work. If you need camaraderie, you should find it after working
hours. But if the worker has an internal standard for camaraderie at work,
that idea doesn't help.

Maybe the supervisor could transfer the new worker to a job off
in the corner of the lot where he would encounter no one but a foreman all
day long. But if the new worker's need for companionship were strong enough,
he'd simply walk off that job to find someone to talk to. Then the super-
:: .~isor would surely be forced into "disdciplipary action," and he knows that:z.::
punishment rarely gets you the behavior you want. Anyway, why should he
arrange things so that the worker ends getting punished for something he,
the supervisor, did? That's not ethical.

The supervisor decides that all he can do is to increase the new
worker's opportunities for companionship, within the rules, and see whether
the new man's communication with others stays about the same.
. Luckily, the company has another division in which workers are
organized into teams of four and five. Within the teams, workers are
allowed to talk all they want. In fact, they are expected to confer about
the day-~to-day problems that come up and find solutions for those that can
be solved within the operations of the team. There is a great deal of
interdependence within each team, and the teams show a good deal of self-
reliance and comradeship. The supervisor describes the teams to the new
worker and asks whether he would like to transfer to one that has an
opening. The worker eagerly says yes.

'After a few weeks, the supervisor checks with the team leader. How
has the new worker fitted in? The team leader says he's OK. During the
first week, he seemed to want to talk to everyone, and he talked about more

kinds of things than the rest of the team typically does, but since then

his communication has settled into the pattern of the rest.



Did he talk much about how to do his job? Well, yes, especially during
the first few days, but not more than any new man does. Now he talks about the
work of the team as a team, the way the rest of them do. (So that lets out
Hypothesis 2.)

How about any tardiness? No trouble about that, the team leader says.
He's always on time. During the first week, especially, the team leader says,
the new man often cut his breaks short. He doesn't do that as much anymore.

e . He doesgit~the way: the rest. of us:do--when there's some-time-rpressure.  :--

Does he hang around before or after the shift? No more than the rest
of us, the team leader says.

And he doesn't seem to bother people with more conversation than they
want? Oh, no, the team leader says.

And he is doing his work OK? Sure, the team leader says, we're glad
to have him.

It is difficult to compare the amounts of comradeship the new worker
was getting in his job on the line with the amount he is now getting in the
team. On the line, however, he was clearly acting against the "disturbance"
of the rules. In the team, he seems to have settled into a stable pattern of
comradely behavior and does not seem to be acting against anything. The
supervisor believes he has found the new worker's controlled quantity.

That's the end of the story. It sounds like a happy ending. All's
well that ends well.

But there are some weaknesses in the story as an application of The

* ,Test.

First, my hypotheses are rather arbitrary. The plant may be located

in Iowa, and the new worker might have been keeping his voice in shape for

the upcoming hog-calling contest. But there might have been other possibil-

ities more likely than that. The supervisor's search might have been much
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longer than in my story.

Second, the workers on either side might not have been as cooperative
as they were in my story.

Third, the job might not have been the kind where the new worker could
use tardiness as a way of having for time to talk with others; the movement
of the line might have forced him to get back on time or quit. If he stayed

on the job, his yearning for camaraderie might have taken a form of action

-not- visible to the supervisor. o P e o B G A

Fourth, the new worker might not yet have found friends. That would
have complicated the supervisor's detective work.

Fifth, the supervisor's tactic of allowing the new worker ten extra
minutes might have had side effects he wouldn't want. Other workers might
have complained about the special treatment being givenithe new worker. Or
some of them might have thought they, too, could get ten extra minutes by
breaking the rule about talking. Or the new worker might have refused the
favor, thinking he would be resented by the other workgrs; that would increase
the "error" between the amount of camaraderie he was getting and the amount
he wanted.

Sixth, the company might not have contained a division with the teams
in it. What would the supervisor have done in that case? I couldn't think
of anything. That's the reason I invented the division with teams in it.

Finally, the supervisor's superiors might not have condoned the time

he took and the actions he took to correct the "simple" matter of a worker

" talking too much on the job.

Despite my effort, in other words, to make my story reasonably realistic,
it may not be so. It may be that in most instances in most plants in the
United States with assembly linee, a supervisor would be very lucky to be

able to apply The Test even as sloppily as my supervisor did.
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But the big thing wrong with the story is that throughout, the super-
visor wants arbitrarily to control the worker. The whole plant, the assembly
line, the very posts and beams of the buildings, are built on the supposition
that some people have to control other people.

If the supervisor did not believe that it was his job arbitarily to
control the workers, what could he do? He could confer with the new worker.
He could say, "Here we are within these fences. We've agreed that in exchange
for our wages, we will limit our behavior in certain ways. But we have our
individual 1limits, too, and the company's limits seems to be exceeding your
limits. What can we do?"

That won't bring an immediate solution. The usual norms are all against
that procedure. The worker will immediately be suspicious. If he is not
suspicious, he will probably think the supervisor is a well meaning bumbler
who won't have his job very long anyway.

But suppose the company is one--some now do exist--in which a fair
level of trust has been built up among the employees, where there is a lot
of self-management on the shop floor, a lot of conferring in groups about
improving working conditions, and so on. (I have heard of one plant with
three rotating shifts, with two shifts doing immediately productive work
while the third shift does nothing but talk about how things can be improved
and try out improvements!) Then the new worker might try out some problem-
solving behavior with the supervisor. Even then, the effort might falter
through the worker's unawareness of his own reference standards. The
© .8upervisor might-try some verbal exploration: "Do you think you might like
it if you were in a job where X happened? What about Y? What about Z? 1If
you were in a job that was so good that you jumped out of bed in the morning
eager to get to work, what would it be 1like? If you were in that kind of

Job, what might you find yourself telling your wife, when you got home,
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about how the day's work went?" The idea would be to find clues about
reference standards that might be controlling the worker's behavior.

In a group where there is good trust in one another's intentions
(these guys won't knowingly do anything to hurt me), that kind of explor-
ation is better done in the group. Members can report to the person his
behavior they are actually seeing. That enables the person to see behavior
on his part that he was unaware of. And members can make guesses about
conditions or behavior the person would feel good about. The person can
accept or reject the guesses according to whether they "feel right."
Members can offer help or trades. "How would you feel about your doing
this and my doing that? Would you be able to promise to do this if I'd
promise to do that?"

That kind of process is a groping one, but it often works. It is not
nearly as precise as finding the quantity a person is controlling when he
is controlling a spot of light on a screen. But it has the advantage of
mutual helpfulness. The person comes to see that he can control the rele-
vant part of his environment through agreements with the others who are a
part of that environment. It fits the requirement of letting the person
tailor the solution to his own reference standards, not to someone else's.

Then the supervisor could try one or more of the proposed solutions,
watching to see whether the behavior of all the members of the group will
stabilize, Actually, what happens is ultrastability, not simple stability.
As things change, the group returns to finding new stabilities. After a

' .while, they come to understand that continual experimentation is a way of

life.

It's not easy to bring a group to the point where they are capable
of continuous mutual problem solving. But I don't think it burns up more

energy than continual rewarding and punishing, continually patching up
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a bureaucratic treat-everyone-alike kind of organizing that fits no one well,
abondoning buildings to build new ones to try a new organizing experiment (to
be impressed on the workers by the designers of the new scheme for controlling
their behavior), and so on.

The big difficulty, as I said before, is in trying to set up an island
of mutual adaptation in the group in the midst of an ocean of control by
others. The old bad norms keep seeping into the new good ones. But you
have to start some place, and starts are indeed being made. Even trials
that fail are often worth making, because they put ideas into some people's
heads about what is possible. Some people, of course, say, Oh, that was
Just pie in the sky. Others say, By golly, maybe it will work next time.

There. That's my end to the story.

REFERENCE
‘Marvin R. Weisbord (1984). Participative work design: A personal odyssey.

Organizational Dynamics, 13(4), 5-19.
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CONNECTIONS BETWEEN THE FOUR FRAMES OF BOILMAN AND DEAL
AND THE FOUR INFLUENCE STYLES OF BERLEW AND HARRISON

P.J. Runkel, 1985

I am always happy when I find ideas falling together. I was
happy, therefore, when I found the four frames of Bolman and Deal (198%)
falling nicely together with some ideas about influence that David Berlew
and Roger Harrison put together some years ago. They set forth four
"styles" with which we influence one another.

In the style of reward and punishment, we use incentives and
pressures (we negotiate; offer bargains, offer rewards, threaten punish-
ments; invoke power, status, authority); we prescribe goals, standards,
expectations; we evaluate (approve and disapprove; make moral Jjudgments).

In assertive persuasion, we propose ideas and actions (take
initiative to propose what should be done, explain our positions); we
reason for and against (give arguments end facts in support of or against
positions; agree or disagree with facts or logic).

In participation and trust, we recognize and involve others
(invite others' contributions, build on others' ideas, share responsibility
with others); we test and express our understanding by "paraphrasing"
others' ideas, emotions, or actions; we use personal disclosure (admit
mistekes, disclose possession or lack of knowledge or resources, describe
emotions expleitly).

In common vision, we articulate exciting possibilities (appeal
to values and emotions, use imsges and metaphors to kndle excitement, help
the group imagine a better future); we generate a shared identity (appeal
to common values, help others to see common interests, build group
cohesiveness).

The four influence styles have not yet appeared widely in the
literature. The best references I can give are Harrison (]978) and
Harrison and Kouzes (1980). Dick Schmuck and I (1985, pp. 257-272) describe
the influence styles in the third edition of our Handbook. For common
vision, Berlew (1974) is good. Training materials for the four styles and
consultents certified in their use are available through Situation
Management Systems, P.0. Box k76, Center Station, Plymouth MA 02361.

When we find a person viewing an organization chiefly through
the structural frame, weaare also likely to find, I think, that the person
uses chiefly the influence style of persuasion along with a good deal of
reward-and-punishment: "It's only reasonable that you should behave

according to your Job description.”

A person using chiefly the human resources frame is likely, I
think, to use chiefly participation-and-trust with an admixture of
assertive persuasion: "Let's check out our personal knowledge and
abilities in this group and our readiness to work with one another. Then
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we'll know how we can go about solving this problem."

A person using chiefly the symbolic frame is likely to use chiefly
common vision with an admixture of participation-and-trust: '"We're opening
new territory here. We'll blaze the trail for others to follow. It's risky
and I'm a little scared, but I know we have the ability among us to carry it
off, and never in my life have I been so eager to get started."

A person using chiefly the political frame is likely to use
chiefly reward-and-punishment with an admixture of common vision: "I know
you want to open up market B; it fits with your career goals, and it would
give you a lot more influence around here. But I'm not going to let go of
market A; I've built up a lot of loyalty among those customers. But you
and I are in this company together. What can we trade so we can both get
something of what we want?"

The influence styles can be thought of as skills one can develop.
One skilled in all four styles, it seems to me, would find it easier to see
Pictures through all four of Bolman and Deal's frames. And vice versa, too.

Similarly, I think, the four frames can be thought of as skills;
one can learn to interpret organizational problems and possibilities through
any of them--all of them. That, indeed, is what Bolman and Deal claim.

They claim that reframing--using more frames than we habitually use--will
avoid "knee-jerk reactions and repetitious solutions. . ." (p. 240). It
will "clarify many cases of confusion and conflict. When people interpret
events through different frames, disagreement and conflict are inevitable"
(p. 24€). They say that the frames can be helpful to managers in about any
kind of organization--even in "bridge clubs, sororities and fraternities,
marriages, country fairs, or therapy groups" (p. 7).

I am not surprised at their claims. My own experience with the
use of Berlew and Harrison's influence styles in consulting convinces me,
vhen I see the close correspondence between the styles and the frames, that
Bolman and Deal's claims are reasonable.

Bolman and Deal might have given us six or seven frames instead
of four. They might have put in a couple of chapters on personality. I'm
glad they didn't. I agree with McGrath (1984, p. 170): ". . . while it is
'self-evident' [to many people] that differences in personality character-
istics of members affect how people communicate and how effectively they
solve problems, there is virtually no evidence in support of that idea, and
there is a lot of evidence that task and network type . . . overwhelm
vhatever individual differences there are in determining communication
vatterns, satisfaction, and task effectiveness."
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SOMETHING ELSE

I feel it my duty to remind you that there is one thing
more important than OD. It is death, especially the possibility of
the death of all of humankind.

For a while, I intended to say something about this orally,
in my talk. Then I decided that the pessimism inspired by the
terrible threat of nuclear annihilation, put side by side with the
optimism I wanted to bring to you about 0D, would result in weakening
both messages.

So I offer you these pages to take home with you and read
at your leisure. I could not omit them without hiding my head in the
sand and shirking my duty.
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SCIENCE AND THE CITIZEN

Nuclear Famine

now widcly accepted that a dense,

high cloud of smokc and dust
would cover most of the Northern
Hemisphere. In onc or two weeks the
normal circulation of the atmosphere
at high altitudcs would sprcad the
cloud in thinner layers over the South-
crn Hemisphere as well. The devastat-
ing conscquences for the temperature
and sunlight at the surface of the carth
have been summarized by the term nu-
clear winter. The term has been criti-
cized on the ground that many post-
nuclcar-war scenarios might not lcad
to the decp and sustained cold that
is characteristic of winter in the mid-
northern latitudes. An international
body of 300 scientists from more than
30 countries, including the U.S. and
the U.S.S.R., has now reached consen-
sus that such criticisms are largely aca-
demic. The stresses a strategic nuclear
attack or ecxchange would imposc on
the world agricultural system and on
other systems people might depend
on for food would lead to massive star-
vation in combatant and noncombat-
ant nations alike.

The conclusions of the scientists are
sct forth in a two-volume study, En-
vironmental Consequences of Nuclear
War. The study is the outcome of three
years of investigation by the scientists
under the coordination of the Scientif-
ic Committee on Problems of the En-
vironment (SCOPE), a permanent com-
mittee of the International Council
of Scientific Unions (icsu). In October
several of the scientists outlined their
findings in hearings before the Senate
Armed Services Committee.

According to Sir Frederick Warner,
chairman of the Steering Committee
for the study, the SCOPE scientists inten-
tionally stopped short of considering
the possible political and social disrup-
tions that would result from a nucle-
ar war. Russian investigators made it
clear that their participation was con-
tingent on limiting the discussions to
physical, atmospheric, ecological and
biological effects.

The physical and atmospheric stud-
ies arc based primarily on three-di-
mensional computer simulations of
unprecedented sophistication. A. Bar-
ric Pittock of the Commonwealth Sci-
entific and Industrial Research Organi-
zation and five other atmospheric sci-
entists collaborated on the volume that
summarizes the findings of the simula-
tions. The ecological and agricultural
predictions are derived from computer

In the aftermath of 4 nuclear war it is

models, historicai analogues, statiste
cal analyses, expert judgment and lab
oratory tests of the responscs of plants
and animals to various kinds of stress
Mark A. Harwell of Corncll Universi-
ty integrated most of these findings for
the scort: report. In spite of its self-im-
poscd sileace about the social respon-
scs to nuclear war, the rcport presents
a casc-by-casc analysis of the stored
food supplics in 15 countries, a physi-
cal constramt that no surviving socicty
could ignore.

Earlicr studics of the potential post-
war cnvironment have drawn attention
to the cffects of the dust and debris that
would be drawn into thc atmospherc
by nuclcar explosions and the complex
hydrocarbons that would be injected
by burning forests. According to the
SCOPE study, however, the most serious
threat to food supplics following a
nuclear war would be suspended par-
ticles of soot, or elemcntal carbon.
Soot particles strongly absorb energy
at the wavelengths associated with
the heat and light cnergy of the sun.
Nevertheless, they readily transmit the
long-wavelength energy reradiated by
the carth into space.

Large quantities of soot are released
by the burning of fossil fuels and mate-
rials derived from fossil fuels such as
plastics, rubber, asphalt, roofing mate-
rials and chemicals. All such materials
are concentrated in urban and industri-
al centers. Because many military tar-
gets are geographically isolated from
such centers, a so-called counterforce
nuclear strategy might thercfore ap-
pear to climinate most of the danger-
ous effects of soot in the atmosphere.
The authors of the scope report ex-
plicitly regect this view. They write:
“Enough important military and stra-
tegic targets are located near or within
cities so that...cven relatively limited
nuclear anacks directed at military-
related targets could cause large fires
and smoke production.™

Even if carly rainfall washed away
about half of the smoke, a major nu-
clear exchange could leave about 30
mitlion tons of black, sooty smoke in
the upper atmosphere, circulating as
high as 10 w0 15 kilomceters. If the war
were begunduring the northern spring
or summer, the hcat of the sun would
carry the soot even higher and shift it
toward the Equator. The warming of
the upper layers of smoke could also
stabilize the stmosphere and keep the
air from muxing vertically, thereby cx-
tending the time the particles would
stay aloft te several months or more.

The net cflect would be a significant

average cooling even over equatorial
regions, and an average reduction of
between 40 and 70 degrees Fahrenheit
over the northern interior continental
lsndmasscs. The suanlight reaching the
surface under large, patchy clouds of
smoke could drop to lcss than 1 per-
oent of normal, and in some arcas the
rainfall associated with the convective
movement of the atmosphere would
practically ccasc.

The most surprising conclusion of
the scoPEe report is the valnerability of
agriculturc even to much smaller dis-
ruptions. For example, cven if the av-
crage cooling were much less than 40
degrees F., extreme fluctuations could
develop about the average. A short-
term frost at a critical point in the
growing scason can destroy a ycar's
aop. Rice is particularly sensitive. If
the transicnt temperatures werc to
reach cven the low 50°s F,, the crop
would be lost, although the rice plants
would survive. An average drop of
oaly about five degrees F. would elimi-
nate a ycar's crop of cercal grains in
Canada and the U.S.S.R., and an aver-
age decrease of between five and 10
degrees F. would visrtually eliminate
agricultural production in the North-
erm Hemisphere.

Rice production is also seriously
threatened by the loss of convective
rainfall. The scoPe report predicts
large crop losses from the cessation
or displacement of the monsoon rains.
In the countries of Africa, Asia and
the Pacific such losses would be di-
sastrous. Imports from other nations
would presumably be cut off or at
least seriously disrupted after a nucle-
ar war, and so these countries would
be left to fend for themselves. The au-
thors of the report predict the deaths
from the famine in India that would
be caused indirectly by a nuclear war
would exceed all the casualties caused
by the direct effects of blast, fire and
radiation in the U.S. and the US.S.R.
combined. In Africa more people
would die of the indirect effects of nu-
clear famine than would die of the di-
rect effects of nuctear war in Europe.

The scoPE scientists also investigat-
ed many secondary factors that could
substantially reduce crop production.
For example, global increases in ultra-
violet radiation could result from the
partial brcakdown of the ozone layer
in the upper atmosphere. Soil, air and
water could be contaminated not only
by radioactivity but also by the release
of toxic chemicals into the caviron-
ment. The loss of fertilizer, fue! and
pesticides would lcad to a breakdown
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of mecchanized agriculture, even if
crops could be made to grow. Other
natural sources of food such as marinc
life would be adversely affected by the
loss of sunlight, but even if they were
not affected, they could not replace the
agricultural losses.

Furthermore. such eavironmental
factors might well interact in ways that
magnify their individual eflects. The
vulncrability of crops to discase and
pests might be increased by radiation
and awr pollution. Rcduced temper:
aturcs could depress the activity of
insccts in pollinating crops. The cn-
forced low-caloriec dict of the survi-
vors could increcase their susceptibil-
ity to discasc.

In its study of the food storcs that
would remain after a nuclear war, the
scort. report makes the optimistic as-
sumption that within each country the
distribution of the remaining food sup-
plics would not be affected by the war.
Even with this assumption the survi-
vors of the war in the U.S. would have
only about threc years in which to re-
establish agricultural systems or face
starvation. In most other countrics
stored food would last only from
three to six months.

The social responses to nuclear war
that are avoided by the score study
may still be addresscd in other scien-
tific forums. Can the likely cffects

of food hoarding and conflict over the
scarce nutritional resources remaining
10 a postwar socicty be quantified? To
what cxtent would the destruction of
markcet, transportation and communi-
cations systems affect the perfect dis
tribution of remaining food supplics
that is assumcd by the sCOPE report?
How would impcrfect allocation affect
the distribution of nccessary nutricnts.
such as vitamins and protcins? Al
though the scope scicntists advocate
the study of such issucs, wide scicntific
conscnsus about them would scem dif-
ficult to achicve.

2.8

Co quite aside from the two
billion or so peoole {(not to
speak of other animals) who
would die in first first few
rminutes or days after a
nuclear exchange, the article
above tells what would happen
to the (temporary) survivors.

That is what would happen if
only a few (say S00 from the
thousands now poised) nuclear

missiles hit the ground.

They

wouldn't have to hit "tarpgets."
That is what would happen if

they hit anywhere.

That 1is

what would happen if they hit
only in the USA or only in the

SSR.

Maybe you think those 300
scientists from 30 countries
were being overly pessimistic?

I€¥ so0, read on.



from Science Liews, 1985,

128(15), p. 232
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New estimates of radiation lethality. . .

A preliminary analysis of data from a new survey of acute
deaths among Japanese residents who had lived within 1,300
meters of the atomic-bomb hypocenter in Hiroshima suggests
that the radiation dose required to kil 50 percent of those ex-
posed — the LD-50--- may be four times lower than previously
thought. "My thesis is that the deaths that occurred after the first
day were nearly all due to radiation exposure,” as opposed to the
explosion itself or its resulting heat, explains Joseph Rotblat, of
the University of London, in England. He used data collected by
two Japanese teams of researchers. The data list when individu-
als died. how far they were from ground zero at the time of the
blast and the nature of any building materials that might have
provided shiclding from radiation.

Half of the acute deaths — those between 1 and 60 days after
the blast — occurred within a distance of 892 meters from the
point on the earth’s surface that was directly below the blast.
Rotblat computed radiation doses likely throughout this region
for the various types and quantities of radiation that are esti-
mated to have been emitted by the bomb. (These figures were
based on preliminary calculations suggested at a U.S.-Japan
joint workshop on atomic-bomb dosimetry earlier this year.) His
calculations result in an LD-50 for human bone marrow of 154
rads —or one-quarter of the 600-rad bone-marrow dose that he
reports “is being used in estimates of radiation casualties in a
nuclear war.” Rotblat says the 600-rad figure had beeq derived
partly from animal data and partly from data on the few human
radiation-accident victims (many of whom had received medical
treatment); it was not derived from data on Japanese bomb vic-
tims, he points out—largely “because of the alleged difficulty in
separating [their] radiation mortality from that caused by blast
or heat.”

. ..and potential deaths from superfires

U.S. government estimates of urban-fire casualties that might
be triggered by the detonation of a 1 megaton (MT) nuclear
bomb have been based on the assumption that the casualty rate
for any given peak shock wave pressure, or “overpressure,”
would be similar to that experienced in Nagasaki and Hiroshima.
But research by Theodore Postol, a senior analyst at Stanford
University's Center for International Security and Arms Control,
calls that assumption into question. His calculations indicate
that the 15 million deaths this scaling rule suggests might result
from 100 1-MT bombs dropped on cities would underestimate —
by a factor of two to four—the likely fire deaths.

The thermal energy delivered to regions experiencing similar
peak overpressures varies with bomb yield. For example, the 5
pounds per square inch (psi) overpressure zone for a I-MT bomb
would likely experience at least 3.5 times more heat than the
3-psi overpressure zone associated with the 0.15-MT Hiroshima
bomb. The zone in which blast-initiated fires develop also scales
up with bomb yield. For example, Postol’s data indicate that the
fire-zone radius associated with a 1-MT blast could be eight
miles, and that the 5-psi overpressure zone might be as far as
three miiles inside this fire zone's perimeter. If true, that might
give blast survivors only 10 to 30 minutes (or less) to escape
before small fires coalesced into a giant “superfire” — with
gale force winds circulating poisonous combustion gases and
with ground-level temperatures above the boiling point of water.
This prospect does not support the earlier speculation that even
30 percent might escape the 5-psi zone relatively unharmed or
that only about 30 percent would die outright.

Finally, Postol's data indicate that cities don't have to be as
dense — and hence, fuel-rich — as Dresden during the 1940s to
support a superfire. The higher winds that would accompany the
I-MT bomb’s larger fire zones might be able to whip up even a
lightly built-up. burning city into a firestorm, he says.
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WORLD
MILITARY
AND SOCIAL
EXPENDITURES

1985

RUTH LEGER SIVARD

““The care of human life and happiness, and not their destruction, is the first
and only legitimate object of good government.”’

Thomas Jefferson, US, 1809

WoRLD PRIOR MBS W sl D

LN



T S OO e, s

- —

Summary

33

The arms build-up has continued, at painful cost to the world community.
The ultimate absurdity is the $3-4,000,000.000,000 (3-4 trillion dollars) spent
since World War Il to create a nuclear arsenal which, if used. will mean global
suicide.

Violence is on the rise. There are more wars and more people killed in them.
Four times as many war deaths have occurred in the 40 years since World War

R L ST s in the 40 yedrsPréceding it. Increasingly the geopolitical designs of the

Priorities 1985

major military powers are being worked out on the soil of other countries and
with other peoples’ lives.

While national governments compete fiercely for superiority in destructive
power, there is no evidence of a competition for first place in social develop-
ment. In a world spending $800 billion a year for military programs, one adult
in three cannot read and write, one person in four is hungry.

The megatonnage in the world’s stockpile of nuclcar weapons is enough to
kill 58 billion people, or to kill every person now living 12 times.

In the Third World military spending has increased five-fold since 1960 and
the number of countries ruled by military governments has grown from 22
to 57.

Over 1 billion people live in countries controlled by mil itary governments.

The US and USSR, first in military power, rank 14 and 51 among all nations
in their infant mortality rates.

The budget of the US Air Force is larger than the total educational budget
for 1.2 billion children in Africa, Latin America, and Asia excluding Japan.

The Soviet Union in one year spends more on military defense than the gov-
craments of all the developing countries spend for education and health care
for 3.6 billion people.

There is one soldier per 43 people in the world, one physician per 1,030 peo-
ple.

The developed countries on average spend 54 percent of their GNP for mili-
tary purposes, 0.3 percent for development assistance to poorer countries.

I the price of an automobile had gone up as much since World War I1 as the
price of sophisticated weapons, the average car today would cost $300,000.

Oely one citizen in four in developing countries has an unrestricted right to
vote.

It costs $590,000 a day to operate one aircraft carrier and every day in
Africa alone 14,000 children die of hunger or hunger-related causes.

World Military and Social Expenditures 1985 S
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CHART 2

Military

Public budgets, reflecting gov-
ernment priorities, show a decided
preference for military power,
whether in comparison with social

e

tion
$25.600 $450 $45 L3h)
mittary education per capita per capita
expenditures expenditures for military for heafth
per soldier  per school- research' research'
age child

' US and European Commundy

L2 ing for military rése

““Usually we speak of violence only when
it has reached an extreme. But it is also vio-
lence when children are dying of malnutri-
tion, when there is no freedom of unions,
when there is not enough housing, not
enough health care.’’

Adolfo Perez Esquivel
Argentina, 1984

$152 s programs or with peaceful ap-

ita J ta fo . .
O ity rtenation proaches to conflict resolution.

forces peacekeeping

The radical transformation in the art of warfare that these vast sums have
produced is illustrated by the long ascending lines in chart 1 opposite. Spend-
ﬁm y farthan any other research effort
financed by public funds. The results are reflected in spectacular advances in
military technology, in the lethality, speed, and range of modern weapons, and
in the immeasurably greater danger to human life that they represent. As com-
pared with the arms of World War 1, increases of 200 times in the “quality” or
effectiveness of today's weapons are not uncommon.

By comparison, the qualitative change in global living conditions has ad-
vanced at a snail’s pace. Several of the indicators shown on charr / reflect an
improved quality of life for the average individual; others reflect growth re-
lated to larger populations: none, however, adequately portrays the millions of
lives for whom there has been no improvement whatsoever. In the Third
World, the average per capita GNP is estimated to have doubled, but crushing
poverty is still pervasive. The number of literate adults in the world has greatly
increased, but in 1985 there are still over 600 million people who cannot read
and write. School enrollment has almost quadrupled but an estimated 700 mil-
lion children in the school ages are not enrolled in school. Life expectancy on
average has increased but in the very poorest countries the average life span is
no more than 40 ycars, or 37 years less than in some of the richest.

Forty years after nations joined together to ensure that all people could live
out their lives in frecdom from fear and want, one-quarter to one-third of the
world's population remains ill-housed, ill-clad, ill-nourished.

Justice

Two principles of justice and equality are specifically addressed by the
Charter: rights of people and rights of nations large and small. Without ques-
tion the latter has made dramatic progress, when measured by atripling of the
number of politically independent states. The postwar period marks a major
transition from colonialism to self-government. In 1945 approximately one-
quarter of the global population lived in political dependencies. In 1985 the
proportion is under 3 percent.

The successful movement to independence owes a great deal to actions
takea jointly by the member states of the UN. A carefully-monitored trustee-
ship system was set up. Missions were sent to assist colonies to self-
goverament. Annual reports responding to 247 specific questions on
economic-social policies were required of the powers administering depend-
encies. Discussions in the UN General Assembly helped to focus public aware-
ness and to reveal changing world attitudes toward colonialism.

Between 1945 and 1985, 93 new nations were created. Over one billion peo-
plc gained the right to rule themselves. Some of the new countries are very
small; others, like India, among the largest in the world. Overall the range in
population, resources, and power is extremely broad. But all countries in the
world community have, at least in the formai sense, full legal equality.

Equality has been slower to come to all members of the human family. A re-
centsurvey by World Priorities of women's status, for cxample, found that in
no country of the world do women yet enjoy full equality with men. In general

World Military and Social Expenditures 1985 7
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CHART 3 terms remarkable progress has been made in laws and covenants defining hu-
US and USSR man rights, setting standards without distinction of sex. race, or religion. and
Armed Forces promoting their acceptance worldwide. Yet in practice discrimination and re-
millions Wortd War t -2 pression remain in many forms. The evidence summarized here on two aspects
a of human rights (pages 24-25) presents a bleak picture of the present.
us )

" USSR Restrictions on the right to vote are particularly widespread. Suffrage is

-0 amaong the basic rights laid out by the Universal Declaration of Human Rights
and subscequent international covenants. It ensures that “the will of the people

- shall be the basis of the authority of government™. Yet a review of voting prac-
tices in the Third World shows an astonishingly large number limiting or

-8 denying that right. While most of the countries do have constitutional provi-
sions for suffrage. four out of five have voting restrictions in some form. rang-

- ing from limitations on choice of candidates under one-party control to sus-
pension of elections and bans on all political activity.

Repression in more extreme forms—as government-directed violence
against the person— is also common among the countries studicd. A review of
reports by human rights organizations suggests that as many as half the gov-

4 crnments in the Third World have made frequent use of torture, brutality. dis-
appearances, and/or political Killings.

The incidence of official violence and of the denial of suffrage is especially
high among governments under military control. They are twice as likely as
other governments to use violent forms of oppression, twice as likely to deny
the right of citizens to vote to change their governments. The growing militari-
zation of political power therefore must be seen as a climate increasingly unfa-
vorable (o the protection of basic human rights.

T T LTS T T T T ST R TR EW
-
; .

[ﬁ =

L T - — 0
1900 1960 1984
@ Stated by Premier Khrushchev. Jan 1960 Peace

Peace oo has proved to be elusive, despite collective actions taken to protect

Arms and armies, like wars (Chart 4), are in a . - . .
( ) it—and despite the very considerable efforts by national governments to de-

strong growth pattern. Throughout the worid,

military expenditures have increased more than velop an impregnable military defense or, among the nuclear-cndowed. a

manpower, as sophisticated technology has “balance™ in the power to destroy planet earth.

swollen costs and raised the kitlpower of the indi-

vidual soldier. Yet armies t00 have grown, even In the postwar period the United Nations has dealt with more than 70 cases

%r"'&f'sgé??o?:?f’sa:;ﬂémﬁgsfgugmﬁum? n?ég‘gg involving a threat to peace and has tried in a variety of ways to mediate and
defuse conflicts. In the interest of collective security, many member countries

large as in the years before World War I, . . .
¢ Y have provided personnel and equipment under the command of the UN for in-

) ternational peacekeeping operations. These peace forces have been used in the
Congo, Cyprus, Dominican Republic, Egypt, India, Israel, Lebanon, Pakistan,
Palestine, West Irian, and Yemen. The scope of their authority is limited. They
are not empowered or equipped to prevent aggression or impose solutions; that
is, they do not have the power of enforcement as envisaged in article 42 of the
Charter. Furthermore, they are stationed only with the consent of the partics
concerned, and can be effective only with their support.

Nevertheless. peacekeeping forces have served to protect armistice lincs,
restore order, and insulate conflicts from superpower confrontation. As the
“symbol of the international community on patrol for peace™, these forces
have demonstrated the value of an impartial, stabilizing influence in conflict
situations. Used more often, they would undoubtedly have saved many lives,
but any mission they undertake is dependent on decisions of the Security
Council of the UN, which is not always unanimously in favor of intervention.
Governments which in general are supporters of UN peacekeeping are often
opposed to its operating in situations which they consider national preserves.

Wars, as the three pages following itlustrate, are therefore much more nu-
merous than peacekeeping actions. They have also shown a decided upward
trend since World War 11, increasing sharply both in frequency and in associ-
ated deaths. No single measure can define the cost of war, nor what peacekeep-
ing can save in lives and material assets. Peacekeeping expenditures arc on
record, however, and in comparison with military expenditures, these
costs—both cash and in kind—are so minute as to be barely visible on char:
2. The relative height of the two bars says a great deal about progress on the pri-
mary goal of a Charter to which virtually all nations have subscribed.

A closer look at the arms race, and at some of the factors propelling it. may
help to explain why the military drive has flourished while development and
peacckeeping languish.

(continued., page 12)

8  World Military and Social Expenditures 1985
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Read these, damn it!
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The classic conception of OD was to facilitate change. Azzaretto
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Distinguishing the word from the thing. Based on Korzybski.
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Viewing the organization through four "frames": structural, human
resources, political, and symbolic. How to integrate them.

Brown, L. David (1983). Managing conflict at organizational interfaces.
Reading MA: Addison-Wesley.

Just what the title says. Good stuff. Easy to read. This one
and Filley are the best books I know on conflict.

Derber, Charles (1979). The pursuit of attention: Power and individualism
in everydsy life. Oxford: Oxford University Press.

How to get attentiom or avoid giving it. Excellent chapter on
males and females, and another on control of attention through
power.

Drucker, Peter F. (1974). Management: Tasks, responsibilities, practices.
New York: Harper and Row.

The BIG book of everything you might want to know about managing.
Organized by tasks of managing. Full of useful ideas and good
advice. Four excellent chapters (among 61) on the service
institution, which includes schools.

Festinger, Leon (1983). The human legacy. New York: Columbia University
Press.

How we shape our actions and beliefs through our technologies and
social arrangements. Among other things, how sgriculture led us
into slavery, hierarchy, and war.



Filley, Alan C. (1975). Interpersonal conflict resolution. Glenview IL:
Scott, Foresman.

Just what the title says. Includes intergroup. Good stuff.

Hackman, J. Richard (1985). Doing research that makes a difference. In
E.E. Lawler III and Associates. Doing research that is useful
for theory and practice. San Francisco: Jossey-Bass, pp. 126-

155.

Gives what I think is the best way to conceive "effectiveness."
Gives five assertions and explanations of what it takes to bring
about effectiveness.

Hart, Leslie A. (1983). Human brain and humen learning. New York: Longman.

Maybe especially interesting to those of us working in schools,
but humans in other organizations use brains, too. How to get out
of the way and let the brain do its wondrous work.

Korzybski, Alfred (1948). Science and sanity (3rd ed.). Lakeville CT:
International Non-Aristotelian Library.

The original book on general semantics. Maddeningly hard to read.
Unless you want to get scholarly, read Bois instead.

Mouton, Jane Srygley and Robert R. Blake (198L4). Synergogy: A new strategy
for education, training, and development. San Francisco: Jossey-
Bass.

How to teach people how to teach themselves.

Naisbitt, John and Patricia Aburdene (1985). Re-inventing the corporation.
New York: Warner.

Full of stories of new ways of organizing in public and private
organizations. Includes a chapter on changes in education. Has
lots of useful statistics on demographic changes that will spur
innovations in organizing.

Powers, William T. (1973). Behavior: The control of perception. New
York: Aldine.

We act to control input, not output. How most of us, including
psychologists, look for the wrong signs of what people want.
How individual needs must be answered in group and organization.
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Schmuck, Richard A. and Philip J. Runkel (1985). Handbook of organization

Weisbord,

development in schools (3rd ed.). Palo Alto CA: Mayfield.

What the title says.

Mervin R. (1984). Participative work design: A personal
odyssey. Organizational Dynamics, 13(k), 5-19.

A story of how a group of employees found their way into a new
design for arranging their duties that reduced conflict,
increased satisfaction and commitment, and increased
productivity.
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