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wha t  i . s  happen ing  to  oD?  r t  seems  c lea r  t o  me  tha tp rac t i ce  i s  chang ing  and  tha t  oppor tun i t i es  a re  chang ing .  Bu tchanges nowadays come so rapidry-  tnat  they become p. . t  or  thepas t  be fo re  r  d i scove r  t ha t  t hey  had  been  pa r t  o f  t he  p resen t .I ' 1 1  t a l k  a  l i t t l e  a b o u t  t h e  p r i s e n t ,  h o p i i r g  f  a m  n o t  r e a t l yta l k ing  abou t  t he  pas t .  Bu t  r  wan t  t o  ta rk  mos t l y  abou t  t hef u t u r e .

r  w i l l  t e l l  you  today  tha t  t he  oppor tun i t i es  fo r  oDpeople wi l l  be greater  dur in i  the next  de iade than they haveb e e n  d u r i n g  t h e  l a s t .  I  w i l i  t e l l  y ; ;  t h a t  p e o p l e  i no r g a n i z a t i o n s  w i l l  b e  a s k i n g  y o u  t o  h e r p  t h e m  , ! " - t h e i r  h u m a nresources  be t te r  and  to  he lp  them des ign  new fo rms  o fo rgan i - zLng  to  do  tha t .  r  r i l l  t e l l  you  tha t  you  a l ready  know alo t  abou t  how to  do  those  th ings - -a  i o t  t ha t  mos t  o the r  peopredo  no t  know.  And_one  key  i dea  w i r r  run  th rough  wha t  r  say .Name1y ,  mos t  peop le ,  mos l  o f  t he  t ime ,  wan t  t o  do  th ings  fo rthemse lves -  And  they ' l r  make  a  ro t  o i  t r oub re  fo r  you  i f  youd o n ' t  l e t  t h e m  : '

The Coming Opportunity

Some- b ig changes are going to  occur ,  dur ing the nextdecade,  in  the numbert  and x i ids 6r  people showing up at  thedoors  o f  emp loye rs .  L i s ten  to  these -  sh immer ing  . i u t i " t i . " .

As  ea r l y  as  1992 ,  a  yea r  f rom now,  more  peop te  w i l l  beleav ing  the  l abo r  f o rce  than -w i l l  be  en te r i ng  i t ' i s i a t i s t i cf r o m  N a i s b i t t  a n d  A b u r d e n e ,  1 9 8 5 ,  p .  L 7 i  a l l  f u r t h e rre fe rences  on ry_ to  page  numbers  w i i r  be  to  tha t  same book ) .The populat ion f igu ie i  predic t  an impor tant  labor  shorrage inthe  l a te  1880s  and  the  1ggos .  Those  i i gu r " "  a lone  shou ld  s ta r tyou r  imag ina t i on  bubb l i ng .

The  d i s t r i bu t i on  o f  ages  i n  t he  popura t i on  o f  t he  u .s .i s  chang ing r  t oo -  The  number  o f  l g -yea r -o rds  w i r r  haved e c l j - n e d . ? y  Z 5  p e r c e n t  f r o m  L g 7 7  t o  i g g l  ( p .  L 4 2 , ) .  T h e r e  w i l l
.  * . s i x  m i t l i o n  f e w e r  t e e n a g e r s  i n  1 9 9 0  t h a i  t h e r e - r " r "  i n  1 9 g 0 .Think of  the adaptat ion fa i ing the fast - food chains such asM c D o n a  I d  ' s  .

Fo r  t he  f i r s t  t i -me  in  u . s .  h i s to ry ,  t he  number  o fh i g h - s c h o o l  g r a d u a t e s  i s  d e c r e a s i n g .  I n  1 g l l ,  a b o u t  3 . 2m i l l i on  pe rsons  g radua ted  f rom h igh  schoo t .  The  es t ima te  fo r
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1 9 9 3  i s  a b o u t  2 . 3  m i l l i o n ,  a  d e c r e a s e  o f  a b o u t  a  t h i r d  ( p .
L 7 4 1 .  F e w e r  p e o p l e  w i l l  b e  e n r o l l i n g  i n  c o r l e g e .  A n d  t h ep ropor t i - on  o f  h igh -schoo l  g radua tes  choos ing  -o l l eqe  w i l l
:Y re Iy  dw ind le  as  h igh -schoo l  s tuden ts  f i nd  ou t  t na t  t hef i nanc i -a l  rewards  o f  go ing  to  co r rege  a re  no t  wha t  t hey  were .r n  L 9 6 9 ,  t h e  a d v a n t a g e  i n  s t a r t i n g  s a l a r y  a  c o l l e g e  g r a d u a t ecou ld  expec t  ove r  o the r  members  o f  t he  work  fo rce  was  24p e r c e n t '  r n  1 9 7 7 ,  i t  w a s  o n l y  6  p e r c e n t  ( E d u c a t i o n  u s A ,  L g 7 7 ,o c t o b e r 3 , p . 3 4 | . T h i n k o f i n e a d a p t a t i o ; f f i c a r i " g . " u . a
u n i v e r s i t i e s .

A t  t he  same t ime  tha t  t he  rabo r  f o rce  i s  sh r i nk ing ,  newj o b s  a r e  b e i n g  c r e a t e d .  D u r i n g  t h e  1 9 7 0 s ,  2 0  m i l l i o n  n e w  j o b s
c a m e  i n t o  b e i n g -  D u r i n g  1 g B 3 - 8 4  a 1 0 n e ,  7  m i r l i o n  n e w  j o b s
appeared  (p .  15 ) .  Mos t  o f  i l r e  new jobs  a re  c rea ted  bye n t r e p r e n e u r s  a n d  s m a l l  b u s i n e s s e s  i n  i n f o r m a t i o n ,  " i " a t r o n i c s ,and  se rv i ces .  The  t rend  toward  tha t  k ind  o f  occupu i i on  w i l lcon t i nue -  As  10ng  ago  as  L974 ,  occupa t ions  i n  non -uus iness
se rv i ce  i ns t i t u t i ons  accoun ted  fo r  one -ha l f  t he  Gross  Na t iona l
P roduc t ,  no t  t o  men t ion  s im i l a r  occupa t ions  i n  bus iness  ( f rom
D r u c k e r ,  1 9 7 4 ,  p p .  7 - B ) .  B y  1 9 9 0 ,  m 6 r e  t h a n  g 0  p e i - e n t  o f  t h ework  fo rce  w i l l  be  i n  j obs  i equ i r i ng  more  th ink ing  and  dec i s ion
m a k i n g  t h a n  h a s  b e e n  r e g u i r e d - b y  t h e  t r a d i t i o n a l  b l u e - c o l l a rj obs .  Even  manua l  work  w i r r  requ i re  h igh - techno logy  too l s  and
a d v a n c e d  s k i l l  ( p .  1 0 2 ) .  T h i n k  o f  t h e  n i w  k i n d s  o f - i r a n a g e m e n t
those  new k inds  o f  worke rs  w i l t  deman< l .

o the r  demograph ics  a re  chang ing ,  t oo .  rn  1994 ,  wh i te
ma les  became a  m ino r i t y ,  i f  r  may  b6  a i i owea  to  . s t re t ch  tha t
term;  they compr ised only  49.3 percent  o f  the work force in
J u n e  o f  1 9 8 4  ( p .  g 1 ) .

And  abou t  ma les  and  fema les .  on l y  27  pe rcen t  o f  women
worked  i n  L940  and  on l y  38  pe rcen t  i n  196 -0 .  l l ow ,  55  pe rcen t  o f
women are in  the labor  force.  Among women wi th  co l l lge
educa t i ons ,  70  pe rcen t  a re  i n  t he  t i uo r  f o rce .  rndee6 ,  nea r l y
a l l  women  in  the i r  20s  and  30s  who  do  no t  have  sma l l  ch i l d ren
a re  i n  t he  l abo r  f o rce ,  and  even  among  those  w i th  sma l l
ch i l d ren ,  abou t  ha l f  wo rk  (pp .  207 -2og l .  As  the  l abo r  sho r tage
deve lops ,  many  v romen  w i r l  be  mov ing  i n to  k inds  o f  j obs
p rev ious l y  rese rved  fo r  men .

rn  con t ras t i ng  the  f i gu res  fo r  women  w i th  the  f i gu res
fo r  men ,  remember  tha t  on l y  abou t  7s  pe rcen t  o f  a l l  men  a re  i n
t h e  l a b o r  f o r c e  ( p .  2 0 9 ) .  S o r n e  a r e  o f i i c i a l l y  u n e m p l o y e d ,  a n d
some a re  no t  l i s ted  as  unemp loyed ,  because  they  a r l  no t  seek ingj o b s -  s o m e ,  f o r  e x a m p l e ,  a i e  d i s a b l e d ,  s o m e  a r e  p a r t  o f  t h e
underg round  economy,  and  some a re  i n  p r i sons .

The  p ropo r t i on  o f  t he  popu la t i on  ove r  65  yea rs  o f  d9€ ,
too ,  i s  g row ing f  a ld  the  p ropo r t i on  o f  t hose  p "op i "  s t i l l
emp loyed  i s  beg inn ing  to  g row.  The  ]abo r  sno r tage  w i l l  keep
more  o f  t hem work ing .  The  l abo r  sho r tage  w i l l  a l so  d raw more
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b lacks  and  o the r  e thn i c
f  rom hi .s tory ,  however ,  I
m i n o r i t i e s  w i l l  b e  a m o n g

mino r i t i es  i n to  emp loymen t .  Judg ing
suppose  tha t  members  o f  t hose
t h e  l a s t  t o  b e  d r a w n  i n .

Th ink  o f  t he  changes  i n  a t t i t uc les  and  i n te rpe rsona l
p rac t i ces  tha t  w i l l  be  demanded  o f  t hose  c tw ind l i nq  numbers  o f
w h i t e  m a l e s  a s  t h e y  f i n d  t h e m s e l v e s  d e a l i n g  w i t h  g r e a t e r
numbers  o f  women ,  o lds te rs ,  and  e thn i c  m ino r i t i es .  And
remember  tha t  t hose  wh i te  ma les  w i l l  need  those  o the r  peop le  tokeep  the i r  o rgan iza t i ons  runn ing

rn  schoo ls ,  t he  sho r tage  o f  t eachers  i s  a r ready  he re
j ! 9 "S? i i " l  usA ,  1eB0  , .  23121  ,  pp .  r ,  e ) .  rhe  sho r tase  o ft eachers  i n  some sub jec ts  i s  a l ready  seve re .  Tha t  sho r tage ,
too ,  w i l l  be  exace rba ted  as  young  peop le  th ink ing  abou t
becoming  teachers  f i nd  ou t  t ha t  - " i t eqe  does  no t  pay  o f f  i nm o n e y  a s  w e l l  a s  i t  u s e d  t o .

No t  on l y  a re  demograph ics  chang ing ,  no t  on l y  a re  the
k inds  o f  j obs_chang ing ,  bu t  so  a l so  a re  t f i e  expec ta - t i ons  and
asp i ra t i ons  o f  t he  new labo r  f o rce .  The  baby - toom genera t i on
y i J l  . s u p p l y  5 4  p e r c e n t  o f  a t l  w o r k e r s  b y  1 9 9 - 0  ( p p .  A - l l  .  T h e
baby -boom genera t i on  i s  t he  bes t  educa ted  i n  amer i can  h i s to ry .
Mos t  o f  i t s  members  a re  accus tomed  to  a f f l uence .  More  than
prev ious  genera t i ons ,  t hey  a re  en t rep reneur ia l ,
i n d e p e n d e n t - m i n d e d ,  s e l f - i e l i a n t ,  s o c i u l l y  l i b e r a l ,  a n d
know ledgeab le  abou t  t h rea ts  to  the i r  hea l th .

Even today,  about  40 percent  o f  the work force has the
a t t i t u d e  t h a t  w o r k  s h o u l d  b e  i u n  ( p .  B 0 ) .  r n  1 9 8 3 ,  a .  s t u d y
found  tha t  t he  ten  mos t -o f ten  men t ioned  qua l i t i es -pebp le  i an ted
in  a  j ob  d id  no t  i nc lude  h igh  pay ,  good  bene f i t s ,  o r  j oU
secu r i t y ,  t ho@ those  qua l i . t i i s -a lO  appear  among  the  nex t  f i ve
in  the  l i s t  (pp .  85 -86 ) .  wha t  d id  they  wan t  mos t?  you  know
what  they wanted.  They wanted to  wor i  where they could act
l i ke  fu l l - f l edged  humans .  They  wan ted  to  do  th ings  fo r
themse lves .  Th ink  o f  t he  changes  i n  i n te rpe rsona i  p rac t i ces
and  pe rsonne l  po l i c i es  those  peop le  a re  demand ing - -ana  a re
going to  demand wi th  even surer  vo ices as the labor  shor tage
grows .

r  have  been  po in t i ng  ou t  some pe rp lex i t i es  and
d i f f i cu l t l es  tha t  emproye rs  w i t l  encoun te r  as  the  work  fo rce
sh r inks  and  changes - -pe ip lex i t i es  and  d i f f i cu l t i es  w i th  wh ich
OD peop le  can  he lp .  Le t  rne  sha rpen  the  p i c tu re .

r  have  men t ioned  th ree  po r ten tous  t rends :  (1 )  t he
s h r i n k i n g  l a b o r  f o r c e ,  ( 2 1  t h e  i n c r e a s e  i n  j o b s  c a l l i n g  f o r
s p e c i a l  k n o w l e d g e  a n d  i n t e r p e r s o n a l  s k i l l .  l n a  ( 3 )  t h e
inc reas ing  demand  fo r  se l f -managemen t  and  the  fu l  I  use  o f  one ,  s
c a p a b i l i t i e s .  T h o s e  t h r e e  t r e n d s  w i l l  b r i n g  a b o u t  s t r o n g
compet i t ion among employers for  workers who have that  knowledge
and  tha t  sk i l l  bu t  who  a re  i n  no  mood  to  be  t rea ted  l i ke  coc rs
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in  the  mach ine  o r  t o  be  l im i ted  to  a  j ob  desc r ip t i on

In  tha t  compe t i t i on ,  empJ .oye rs - -manu fac tu re rs ,  se rv j . ce
compan ies ,  gove rnmen ta l  agenc ies ,  even  schoo ls  even tua l l y - -w i1 l
i n c r e a s i n g l y  t a k e  t w o  k i n d s  o f  a c t i o n .  B o t h  k i n d s  s h o u l d  m a k e
o D  p e o p l e  p r i c k  u p  t h e i r  e a r s .  F i r s t ,  e m p l o y e r s  w i l l  l o o k  f o r
ways  to  make  work ing  i n  t he i r  o rgan iza t i ons  more  a t t rac t i ve .
Second ,  emp loye rs  w i l l  i nc rease  the  t ra in ing  they  o f fe r  w i th in
the i r  own  o rgan iza t i ons  to  g i ve  emp loyees  the  know ledge  and
sk i l l  t hey  do  no t  have  when  they  a re  h i red .

To  a t t rac t  members  o f  t he  baby  boom,  i t  w i l l  no t  be
e n o u g h  t o  o f f e r  h i g h  s a l a r i e s .  T h a t  i s  n o t  a t  t h e  t o p  o f  t h e i r
l i s t .  Fu r the rmore ,  i n  a  t i gh t  l abo r  marke t ,  emp loyee i  who  do
n o t  l i k e  w o r k i n g  c o n d i t i o n s  a t  o n e  p l a c e  w i l l  b e  a b l e  t o  f i n d
a n  e q u a l  s a l a r y  a t  a n o t h e r  p l a c e .  A n d  e m p l o y e r s  a r e  l e a r n i n g
abou t  t he  h igh  cos t  o f  t u rnove r .  To  make  the i r  o rgan iza t i ons
more  a t t rac t i ve ,  t he re fo re ,  more  and  more  emp loye rs  w i l l  be
look ing  fo r  ways  to  make  l i f e  a t  wo rk  more  sa t i s f y ing ,  more
f u l f i l l i n g .  T h e y  w i l l  w a n t  t h e i r  e m p l o y e e s  t o  g e t  u p  i n  t h e
morn ing  eager  fo r  t he  g ra t i f i ca t i ons  o f  t he  day ' s  work ,  no t
mere l y  w i l l i ng  to  pu t  i n  ano the r  day  toward  the  paycheck  a t  t he
e n d  o f  t h e  m o n t h .  T h e y  w i l l  w a n t ,  i n  b r i e f ,  t o  b e  a b l e  t o
o f fe r  t he  k ind  o f  l i f e  t ha t  oD  peop le  va lue  and  know how to
b r ing  abou t .

Tha t  k ind  o f  l i f e  i s  no  l onger  p ie  i n  t he  sky .  The re
a re  now books  and  magaz ines  tha t  l i s t  t he  good  o rgan iza t i ons  to
work for  and te l l  why.  The reasons they g ive are the reasons
you ,  as  OD peop le ,  wou ld  expec t .  I  mus t  no te ,  sad1y . ,  t ha t  I
have  no t  ye t  seen  a  schoo l  d i s t r i c t  o r  a  un i ve rs i t y  named  in
a n y  o f  t h o s e  l i s t s .

T o  g i v e  a n  e x a m p l e ,  a  s h i n i n g  e x a m p l e ,  o f  t h e  k i n d  o f
l i f e  t ha t  1s  now poss ib le  i n  ou r  workaday  wor ld ,  l e t  me  te l l
You r  o r  rem ind  you ,  o f  w .L .  Gore  and  Assoc ia tes ,  t he  makers  o f
t h e  f a b r i c  c a l l e d  G o r e - t e x  ( p ,  3 5 ) .  T h e  w o r d  " a s s o c i a t e s "  d o e s
no t  re fe r  t o  t he  boa rd  o f  d i rec to rs ,  bu t  t o  t he  emp loyees .
Tha t  i s  t he  t i t l e  o f  a l l  o f  t hem.  They  work  i n  p lan ts  abou t
the  s i ze  o f  a  p r im i t i ve  c lan .  No  fac to ry  i s  a l l owed  to  g row
la rge r  t han  200  peop le .  When  a  fac to ry  g rows  to  150  peop le ,
the company puts  arch i tects  to  work on a new one.

A  new emp loyee ,  o f ten ,  i s  g i ven  t ime  to  wander  a round
the  p lan t ,  I ea rn  wha t  i s  needed ,  and  then  des ign  h i s  o r  he r  own
job :  Bu t  a l1  work  ass ignmen ts  a re  vo lun ta ry .  Emp loyees  make
thei r  own f f imi tments to  tne work they want  to  do and bel ieve
they can.  And of  course they are then expected to  carry  out
the i r  commi tmen ts .  ob jec t i ves ,  says  Mr .  Gore ,  a re  se t  by  those
who  mus t  make  them happen .  Does  tha t  sound  fam i l i a r  t o  you?

F o r  m e ,  t h e  m o s t  i n s p i r i n g  f e a t u r e  o f  W . L .  G o r e  a n d
Assoc ia tes  i s  t ha t  t he  company  i s  repo r ted  to  have  no  fo rma l
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pos i t i ons  o f  au tho r i t y .  some peop le  become leaders  by
a t t r a c t i n g  o t h e r s  t o  j o i n  t h e m  i n  a  l i n e  o f  w o r k .  T h i n k  o f
t h a t .

The  new emp loyee  ge ts  a  sponso r  who ,  w i th  two  o the rs ,
dec ides  a f te r  t h ree  mon ths  whe the r  t he  new emp loyee  i s  wor th
h i s  o r  h e r  s a l a r y .  T h e  d e c i s i o n  i s  m a d e  j o i n t l y  b y  t h e
s ta r t i ng  sponso r ,  t he  Advoca te  sponso r ,  and  the  co i rpensa t i on
sponsor .  s i nce  tu rnove r  i s  expens i ve ,  t he  sponso rs  obv ious l y
have  a  heavy  respons ib i l i t y  t o  he lp  the  new emp loyee  become
produc t i ve .  And  th ink  o f  t he  t i es  o f  commun ica t i _on  and
a f fec t i on  tha t  a re  bu i l t  t h rough  tha t  k ind  o f  suppor t .

r  do  no t  know whe the r  Mr .  Gore  had  any  he lp  f rom oD
peop le  i n  des ign ing  h i s  company ,  bu t  he  has  ce r ta in t y  shown  us
wha t  i s  poss ib re .  r  cou ld  desc r ibe  o the r  examp les ,  L r r t  r
won ' t .  You  can  read  abou t  many  o f  t hem in  the -book  by  Na isb i t t
a n d  A b u r d e n e  ( I 9 8 5 ) .

The  second  tac t i c  r  men t ioned  fo r  a t t rac t i ng  and
keep ing  va luab le  peop le  i s  i n -house  t ra in ing .  co rpo ra t i ons  and
even governmenta l  agenci -es are doing more in-house t ra in ing
than  eve r  be fo re .  co rpo ra t i ons  now spend  abou t  60  b i l l i on -
d o l l a r s  p e r  y e a r  o n  e d u c a t i o n  a n d  t r a i n i n g ,  a n d  a b o u t  g  m i l l i o n
peop le  a re  en ro r l ed .  Fo r  a  compar i son ,  t ha t  i s  abou t  t he  same
amoun t  o f  money  spen t  by  a l l  ou r  f ou r -yea r  co l l eges  and
un ive rs i t i es  and  abou t  t he  same number  o f  s tuden is  (p .  166 ) .
And adul ts  want  cont inu ing t ra in ing and educat ion.  i f te  number
of  adul . ts  e i f r l [ red in  some k ind of  par t - t ime educat ion went
f r o m  1 3  m i l r i o n  i n  1 9 6 9  t o  2 0  m i l l i o n  i n  L 9 9 2 .  T h a t  n u m b e r  f o r
L 9 B 2  w a s  f o u r  t i m e s  t h e  n u m b e r  o f  f u l l - t i m e  s t u d e n t s '  ( p .  t 4 2 1 .

r  have  hea rd  o f  one  company  tha t  emp loys  ha l f  aga in  as
m?ny workers as i t  needs to  keep the wheels  turn ing.  Aa any
t ime,  two- th i rds of  the employees are per forming the i r
on- the- job dut ies whi le  the other  th i rd  are learn ing ne$t
th ings ,  d i scuss ing  be t te r  ways  o f  do ing  th ings ,  and  runn ing
t r i a l s  o f  t he  new ideas .  r f  you  were  an  emp loyee  the re r  | ou
would spend a th i rd  of  your  t ime improv inq your  ovrn
capab i l i t i es  and  those  o f  t he  company .  Does  tha t  sound
a t t rac t i ve  to  you?  I t  does  to  me .

rn  ca r ry ing  ou t  a l l  t he  i n -house  t ra in ing  tha t  i s  more
and  more  becoming  necessa ry ,  o rgan iza t i ons  w i l l  wan t  t o  do  a
lo t  be t te r  t han  s imp ly  mov ing  the  t rad i t i ona l  c lass room ins ide
the i r  wa l r s .  They  w i l l  wan t  t he i r  emp loyees  to  l ea rn  how to
teach themselves what  they need to know. And the members of
the  baby  boom w i l l  wan t  t o  l ea rn  how to  do  i t  f o r  t hemserves .
You can f ind that  kht i -o f  teaching set  for th  in  the recent  book
b y  M o u t o n  a n d  B l a k e  c a l l e d  S y n e r q o q v  ( 1 9 8 4 ) .  y o u  w i l l  r e c o g n i z e
the  techn iques  desc r ibed  the re  as  a  power fu l  app l i ca t i on  o i  oo
methods  to  l ea rn ing  j us t  abou t  any th ing  you  m igh t  need  to
lea rn .  Mou ton  and  B lake  a re  busy  as  bees  w i th  the i r
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"synergogy . "  you  can be  busy  as  bees ,  too .

You  may  ask  why  you  w i l l  be  needed  fo r  mak ing
o rgan iza t i ons  more  a t t rac t i ve  and  fo r  i n -house  t ra in ing .  why
won ' t  compan ies  and  agenc ies  and  schoo ls  d i scove r  on  the i r  own
the  new r ^ rays  o f  do ing  th ings r  ds  many  have  a l ready  done?

w e l 1 ,  r ' m  s u r e  m a n y  o f  t h o s e  a l r e a d y  m o v i n g  i n  t h e  n e h r
d i rec t i on  have  i ndeed  had  oo  he tp .  A t  t h i s  con fe rence  l as t
yea r ,  f o r  examp le ,  you  hea rd  f . red  Fosmi re  te l l  abou t
weyerhaeuser .  some o rgan iza t i ons  w i l l  no t  know how to  ge t
s t a r t e d  a n d  w i l l  n e e d  y o u r  h e l p .  s o m e  w i l l  s t a r t ,  b u t  t a k e
wrong  s teps -  Many  w i l l  m is take  pa te rna l j - sm o r  pe rm iss i veness
o r  q u a l i t y  c i r c l e s  f o r  p a r t i c i p a t i v e  m a n a g e m e n t .  M a n y  w i l l
m i s t a k e  n e e d  a s s e s s m e n t s  a n d  j " n  r e d e s i g n ,  t o o ,  f o r
pa r t i c i pa t i ve  managemen t .  Many  w i l l  m i - s take  espoused  theo ry
fo r  t heo ry  i n  p rac t i ce .  Many  w i f f  be  i gno ran t  l nou t  t he  i n tac t
g roup ,  t he  subsys tem.  Many  w i l l  t r y  t o  make  women  in to  men ,
H ispan ics  i n to  Ang los ,  b lacks  i n to  w t r i t es .  Many  w i l l
unde res t ima te  the  t ime  i t  t akes ,  espec ia l l y  wne-n  conve r t i ng  an
e x i s t i n g  o r g a n i z a t i o n .  A n d  s o  o n .  y o u  w i t t  b e  n e e d e d

rn  the  compe t i t i on  fo r  t he  new and  sca rce r  emp loyee ,  r
f ea r  t ha t  schoo ls  a re  go ing  to  have  an  espec ia l t y  ha rd  t ime .
The  ch ie f  reason ,  i n  my  m ind ,  i s  t ha t  t he l r  p ro t i t  marg ins  a re
too  Iow .  They  have  too  l i t t l e  l oose  money  to  f i nance
innovat ion to  cope wi th  the demographic  changes now under  way.
rmagine them al lowing a new teacher  three months in  which to
des ign  h i s  o r  he r  own  k ind  o f  t each ing  j ob  and  f i t  i t  i n to  the
rest .  rmagine them breaking out  t ime for  three other  people to
ac t  as  co l l abo ra t i ng  sponso rs  fo r  a  new emp loyee .  rmag in l  t hem
a l loca t i ng  a  th i rd  o f  t he  t ime  o f  t eachers l - t na t  means  a  th i rd
of  the i r  sa lary  money-- to  in-house t ra in ing and innovat i_ve
exper iments.  Those imagin ings do not  make me happy.

r  th ink,  however ,  there are two sources of  hope.  one
l ies wi th  school  boards.  As the new ways of  organiz ing become
more  f requen t ,  i t  w i l l  become eas ie r  t o  f i nd  cand ida tes  fo r
school  boards who understand the necessi t i .es of  i -nnovat ion in
o rgan iza t i ons .  Even  two  yea rs  ago ,  i n  1993 ,  a  member  o f  one  o f
!h .  s tudy groups of  the oregon Educat ional  coord inat ing
commiss ion  was  an  o f f i ce r  o i  an  i nnova t i ve  i ndus t r y .  A lmos t
a lone l  he  a rgued  tha t  s tandards  and  cu r r i cu la  fo r  6 regon ' s
schoo ls  shou ld  no t  i ssue  f rom the  s ta te  DeparLmen t  o f
Educat ion.  r  am-Srry  to  say that  he was votea down by the
educa to rs  on  the  s tudy  g roup  and  the  commiss ion .  Bu t  r  am
con f iden t  t ha t  he  w i l l  have  more  peop le  on  h i s  s ide  i n  t he  nea r
fu tu re .  so  rec ru i t i ng  the  r i gh t  peop le  to  run  fo r  schoo l
boards is  one way that  schools  can improve the i r  chances.

The other  way schools  can move in  the new d i rect ion
even  w i thou t  much  money  i s  t o  make  use  o f  cad res  o f
o r g a n i z a t i o n a l  s p e c i a l i s t s - - e m p l o y e e s  o f  s c h o o l  d i s t r i c t s  w h o



7

o f  t he  OD so r t .  S ince  I  am su re
m e  s a y  t h a t ,  I  w i l l  s p e n d  n o  t i m e

a r e  n o t  f a m i l i a r  w i t h  p e e r
t o  c a l l  t h e m r  | o u  w i l l  f i n d  t h e m
Handbook  by  Schmuck  and  Runke l

r  want  to  ment ion one more feature of  the coming
demograph ic  changes .  Name ly ,  t he  numbers  o f  j obs  i n  m idA le
m a n a g e m e n t  a r e  b e c o m i n g  f e w e r .  r n  t h e  u . s . ,  i h e r e  a r e  1 5percen t  f ewer  _m idd le  managers  now than  the re  were  i n  L97g  (p .
l ' 21 -  You  hea rd  F red  Fosmi re  l as t  yea r  t e l l  abou t  t he  examp le  o fweyerhaeuser .  But  the numbers of  men and women of  the ages that
!g t "  i n  t he  pas t  p rov ided  the  m idd le  managers - - the  ages  be tween
3 5  a n d  4 6 - - w i l l  i n c r e a s e  b y  4 2  p e r c e n t  b e i w e e n  i g a s - a n d  1 9 9 5(p -  14 ) .  wha t  w i lTJFao  w i th  " r r  t hose  peop te  who  in  ea r l i e ryea rs  wou ld  have  become m idd le  managers?

some o f  t hem w i l l  s ta r t  t he i r  own  bus inesses .  rndeed ,
peop le  a re  s ta r t i ng  new bus inesses  a t  doub le  the  ra te  10  yea rs
ago  and  a t  g igh r !  t imes  the  ra te  i n  t he  1950s  (p .  106 ) .  Some o f
those peoplff ir fr i fvate schools.

r f  w e  l e a r n  t o  a c t  1 i k e  w . L .  G o r e  a n d  A s s o c i a t e s ,  o t h e r
people who would have become middle managers can be put  to  work
as  en t rep reneurs  on  sa la ry ,  no t  so  much  manag ing  as  l ead ing .
Those  "excess "  peopre  be tween  the  ages  o f  35 -and  46 ,  i t  seems
to  me '  w i l l .  ve ry  l i ke l y  be  a  spu r  t o  i nnova t i on .  They  w i l l
compr i se  a  poo l  o f  t a len t  t ha t  o rgan iza t i ons  s imp ly  canno t
af ford to  waste.  And you can star t  now to f igure out  how to
make  use  o f  t he i r  t a len ts  i n  new ways

As ide  f rom W.L .  Gore ,  maybe  the  cad re  o f  o rgan iza t i ona l
spec ia l i s t s  has  some h in t s  fo r  you .  Those  peop le ,  i hen  ac t i ng
as cadre members,  do not  act  as managers or  aamin is t rators .
They  do  no t  even  have  fu l l - t ime  jobs  as  spec ia l i s t s .  Bu t  t hey
sor t  out  problems in  a way for  which bureaucracy has been
unab le  to  wr i t e  j ob  desc r ip t i ons .  They  b r i ng  r6newed
commitment  to  rep lace f rust rated t ime- ierv ing.  They show to
the i r  co l l eagues  the  way  to  the  new k ind  o f  i i r e  a t  wo rk .

E v e n t u a l l y  s c h o o l  d i s t r i c t s  w i l l  a l s o  c o m e  r o u n d  t o
reduc ing  the  numbers  o f  admin i s t ra to rs .  r  don , t  t h ink  they
w i l l  a b o l i s h  t h e  p r i n c i p a l s h i p ,  b u t  t h e y  w i t l  w o n d e r  w h e t h e r
?11  t l "  peop le  i n  t he  cen t ra l  o f f i ce  have  the  r i gh t  j ob
desc r ip t i ons .  Maybe  they  w i l l  f i nd  ways  to  l e t  t hose  peop le
inven t  j obs  tha t  can  make  the  d i s t r i c t  more  a t t rac t i ve  to
teachers  and  s tuden ts .  Maybe  they  w i l l  l ook  to  cad res  fo r
c l u e s .

r  have  to ld  you  now abou t  t he  oppor tun i t i es  tha t  w i l l
be  open ing  be fo re  you  du r ing  the  coming  decade .  r  shou ld
remind  you  tha t  r  have  g i ven  you  the  s ta t i s t i cs  fo r  t he  na t i on
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spend  pa r t  t ime  p rov id ing  he lp
you are not  surpr ised to  hear
h e r e  e x t o l l i n g  c a d r e s .  I f  y o u
cadres r  € l s  D ick  Schmuck  l i kes
desc r ibed  i n  Chap te r  11  o f  t he
( 1 9 8 s  )  .
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as  a  who le -  You  can  wr i t e  t o  the  census  Bureau  to  ge t  t he
fo recas ts  fo r  you r  s ta te  o r  me t ropo l i t an  a rea .

,  r f  y o u  d o n ' t  c a r e  t o  r e m e m b e r  m u c h  o f  w h a t  r  a m  t e l l i n g
Y o u ,  p l e a s e  r e m e m b e r  j u s t  t w o  t h i n g s .  F i r s t ,  i n e v i t a b l e
demograph ic  changes  du r ing  the  nex t  decade  a re  go ing  to  b r i ngyou  oppor tun i t i es  i n  numbers  and  k inds  tha t  you -hav6  neve r
e n j o y e d  b e f o r e .  S e c o n d ,  a s  O D  p e o p l e ,  y o u  w i l l  h a v e  e x a c t l y
t h e  k i n d s  o f  k n o w l e d g e  a n d  s k i l l  t h o s e  o p p o r t u n i t i e s  w i l l
demand -

What Humans Are Like

r n  t h e  s e c o n d  p a r t  o f  m y  t a l k ,  r  w a n t  t o  t e l l  y o u  w h y  rth ink  you  have  the  know ledge  and  sk i l l  t o  exp lo i t  t he
oppor tun i t i es  coming  you r  way .  To  do  so ,  r  w i l t  make  use  o f  a
theo ry  o f  human  func t i on ing  (powers ,  Lg73 l  I  have  come upon
recen t r y ,  t hough  be la ted l y .  The  key  i dea  i n  the  theo ry  i s  t ha t
humans  ac t  t o  con t ro l  t he i r  i npu ts ,  no t  t he i r  ou tpu ts .  They
ac t  on  the i r  env i ronmen t ,  y€s ,  t hey  a l t e r  t he i r  env i ronmen t ,
Y€s ,  t hey  make  th ings  and  t ranspor l  t h ings  and  g row th ings  and
pu :h  o the r  peop le  a roundr  !€s ,  bu t  t hey  do  those  th ings  to
b r ing  themse lves  wha t  t hey  need  and  to  make  room in  the i r  l i ves
to  do  the  th ings  fo r  t hemse lves  tha t  t hey  wan t  t o  do .  r  t h ink
OD peop le  know tha t .

L i ke  eve ry  l i v i ng  c rea tu re ,  humans  a re  cybe rne t i c
sys tems ,  o the rw ise  known  as  con t ro l  sys tems .  Tha t  i g ,  t hey
have  i n te r i o r  s tandards  tha t  t hey  ac t  t o  ma in ta in .  They
m a i n t a i n  c e r t a i n  L e v e l s  o f  t e m p e r a t u r e ,  b l o o d  p r e s s u r e ,  m u s c l e
tens ions ,  and  many  more  sub t l e  and  comp l i ca ted  k inds  o f
i n te r i o r  cond i t i ons .  The  i n te r i o r  s tandards  a re  somet imes
c a l l e d  r e f e r e n c e  s i g n a l s  o r  r e f e r e n c e  v a l u e s .  r , I r  c a l l  t h e m
in te r i o r  s tandards - -s tahdards  i ns ide  ou rse l ves  tha t  we  mus t
ma in ta in  by  ou r  ac t i ons .

Humans  con ta in  a  h ie ra rchy  o f  i n te r i o r  s tandards .  The
s tandards  h ighe r  i n  t he  h ie ra rchy  o f ten  se t  t he  s tandards  to  be
used  lower  i n  t he  h ie ra rchy .  Fo r  examp le ,  i f  you  a re  abso rbed
in  a  fasc ina t i ng  task ,  you l  s tandard  fb r  ca r r y ing  ou t  you r
p rog ra rn  o f  work  may  rese t  you r  o rd ina ry  to le rance  fo r  hunger ,
and  you  may  pos tpone  lunch .

The theory I  am us ing
( L 9 7 3 1  '  s e t s  f o r t h  t e n  l e v e l i
con t ro l  sys tem tha t  we  use  i n
am go ing  to  desc r ibe  them a l l
you  i n  t en  d i f f e ren t  ways  j us t
h u m a n s  f u n c t i o n .

h e r e ,  w r i t t e n  b y  W . T .  p o w e r s
in  the  h ie ra rchy - - ten  k inds  o f
ac t i ng  to  con t ro l  ou r  i npu ts .  I
t o  you ,  because  I  wan t  t o  rem ind

how much you do know about  how

Now.  Touch  a  f i nge rna i l  t o  t he  pa rm o f  you r  o the r  hand ,
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l i k e  t h i s .  G o  o n ,  d o  i t .
Tha t  i s  i n tens i t y .

Now pu t  t he  f i nge r t i ps  o f  one  hanc l  aga ins t  t he
f i nge r t i ps  o f  t he  o the r ,  w i th  you r  hands  w ide  apa r t  as  i f  t he re
were  a  b ig  ba l l  i n  t he  cage  o f  you r  f i nge rs .  p ress  ha rd .  wha t
a r e  y o u r  f i n g e r t i p s  t e l l i n g  y o u ?  r  d o n i t  m e a n  i n  w o r d s .  D o n , t
t a l k  t o  y o u r s e l f .  J u s t  b e  a w a r e .  J u s t  l e t  t h e  s e n s a t i o n  f r o m
your  f i nge r t i ps  f l ow  up  you r  a rms ,  up  the  back  o f  you r  neck ,
. l d  i n to  you r  marve lous  b ra in .  Now taxe  you r  a t ten t i on  to  the
b iceps  musc res  i n  you r  upper  a rms .  wha t  l r e  t hey  te l l i ng  you ,
w i thou t  words?  you r  f i nge r t i . ps  and  you r  musc les  a re  send ing
you  sensa t i ons - - the  second  1eve l  0 f  con t ro l  sys tem.

N o w  l o o k  a t  m y  f a c e .  D o  y o u  r e c o g n i z e  m e ?  r , m  p h i l
Runke l .  Now r  t u rn  my  head .  h rhom do  you  see?  r  t u rn  my  head
the  o the r  way .  whom do  you  see?  Though  the  pa t te rns  o i  l i qh t
on  you r  re t i na  were  ve ry  d i f f e ren t ,  you r  t h i rd - l eve l  con t ro l
sys tems  enab led  you  to  see  the  same ' , t h ing "  eve ry  t ime :  good
o l d  P h i l  R u n k e l .  T h a t  i s  c o n f i g u r a t i o n .

The  fou r th  l eve1  con ta ins  the  con t ro l  sys tems  tha t
p e r m i t ,  f o r  e x a m p l e ,  f l i c k e r  f u s i o n .  H e r e  i s  a n o t h e r  e x a m p l e .
s t re t ch  ou t  you r  a rm in  f ron t  o f  you .  c lose  you r  eyes .  Now
l i f t  you r  a rm above  you r  headr  ds  i f  you  wan ted  pe r i r i ss ion  to
ask a quest ion.  what  happened? Did you have your  arm in  one
pgs i t i on ,  t hen  ano the r ,  t hen  ano the r ,  and  so  on ,  un t i l  you  go t
i t  j e r ked  i n to  pos i t i on  ove r  you r  head?  No !  you r  expe r ience
was  one  o f  movemen t ,  o f  f 1ow,  o f  a  smoo th  s t ream o f  l c t i on .
Tha t  i s  t rans i t i on .  Maybe  you  a l so  no t i ced  chang ing  gensa t i ons
in  the  mf f iFyou r  a rm.  Tha t ' s  t rans i t i on ,  t o6 . '

I s  t he re  someone  leav ing  the  room a t  t h i s  momen t?
wel l ,  i f  there gterer  ) |ou might  th ink maybe the person was going
t o  t h e  t o i l e t .  T h a t ' s  t h e  f i f t h  l e v e l :  r e l a t i o n s h i p .  F o r
another example, consider your understandTig-oE-lEEons and
doors .  ( r  don ' t  mean  the  f rame o f  t he  doo r ;  r  mean  tha t  b ig
f l a t  t h ing  tha t  sw ings  on  h inges . )  you  expec t  a  pe rson  to  be
on  one  s ide  o f  t he  doo r  o r  t he  o the r ,  don , t  you?  you  don ' t
expect  a  person to  be on both s ides of  the door  at  the same
t ime .  You  don ' t  expec t  a  pe rson  to  be  w i th in  the  doo r - -un less
the person t r ies to  crash through tne d6Ef f i f thout  opening i t .
Tha t  i dea  you  have  o f  t he  l im i ta t i on  to  one -s ide -o r - the -o the r
i s  r e l a t i o n s h i p .

Now look  a round  you .  you  see  peop le  i n  s i t t i ng
pos i t i ons .  And  wha t  do  you  know,  eve ry  t ime  you  see  a  pe rson
i n  t h a t  p o s i t i o n ,  y o u  s e e  a  c h a i r  u n d e i n e a t h .  T h a t ' s
re la t i onsh ip .  Look  a t  me  and  a t  you rse l ves .  you  see  me
s tand ing  be fo re  you .  you  see  you rse l ves  s i t t i ng  fac ing  me .
You th ink there is  some connect ion between the one and the
o the r .  A  woman  f rom Mars  m igh t  t h ink  tha t  you  had  mere l y  f ound
a  conven ien t  p lace  to  res t  and  tha t  r  had  mere l y  f ound  a

P r e s s  h a r d .  H a r d !  H A R D E R !  T h e r e .
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c o n v e n i e n t  p l a c e  t o  t a l k  t o  m y s e l f .  B u t  y o u  t h i n k  t h e r e  i s
s o m e  c o n n e c t i o n .  T h a t ' s  r e l a t i o n s h i p .

I  once  saw D ick  Schmuck  ge t  eve ryone  i n  a  l a rge  room to
l i e  o n  t h e  f 1 o o r ,  e a c h  p e r s o n ' s  h e a d  o n  t h e  n e x t  p e r s o n ' s
b e l I y .  D i c k  s t a r t e d  l a u g h i n g .  B e f o r e  y o u  c o u l d  s a y  " H a !  H a ! "
a l l  t h e  h e a d s  i n  t h e  r o o m  w e r e  b o u n c i n g  o n  l a u g h i n g  b e l l i e s .  I
t h ink  eve ry  pe rson  the re  was  aware  o f  con t ro l  sys tems  f rom
s e n s a t i o n s  t o  r e l a t i o n s h i p s .  Y o u  m i g h t  c a l l  i t  a  s e n s a t i o n a l
c o n f i g u r a t i o n  o f  t r a n s i t i o n  t o  r e l a t i o n s h i p s .

I ' 1 1  p a u s e  n o w '  i n  m y  r e c i t a t i o n  o f  l e v e l s ,  t o  r e m i n d
you  o f  some o f  t he  ways  you  a re  i n  t ouch  w i th  the  f i r s t  f i ve
l e v e l s  a t  w h i c h  h u m a n s  c o n t r o l  t h e i r  i n p u t s .  Y o u  w i l l  b e  a b l e
to  th ink  o f  examp les  beyond  the  few  I  w i l l  g i ve  he re .

Leve l  one  i s  t oo  obv i -ous  fo r  f u r the r  desc r ip t i on .  A t
l e v e l  t w o ,  s e n s a t i o n s ,  O D  p e o p l e  s o m e t i m e s  a s k  t h e i r  c l i e n t s  t o
s ta re  a t  t he  pee l  o f  an  o range ,  hop ing  they  can  l ea rn  the  power
o f  words  by  pu t t i ng  the rn  as ide  and  expe r ienc ing  pu re  sensa t i on ,
i f  o n l y  f o r  a  f e w  s e c o n d s .  A t  l e v e l  t h r e e ,  c o n f i g u r a t i o n ,  O D
p e o p l e  s o m e t i m e s  u s e  o p t i c a l  i l l u s i o n s  a n d  o t h e r  k i n d s  o f
v i s u a l  e x e r c i s e s  t o  r e m i n d  c l i e n t s  t h a t  e x p e c t a t i o n s - - t h a t  i s ,
s tandards  se t  a t  h ighe r  l eve1s - -can  de te rm ine  even  wha t  you  can
see  w i th  you r  eyes .

A t  l e v e l  f o u r ,  t r a n s i t i o n ,  y o u  a s k  y o u r  c l i e n t s  t o  l o o k
fo r  bod j - l y  movemen ts ,  and  a t  l eve1  f i ve ,  r€ la t i onsh ips ,  t o

-  assoc ia te  those  movemen ts  w i th  pe rsons ,  s i t ua t i ons ,  and
mean ings .  We ca l I  t ha t  becoming  sens i t i ve  to  non -ve rba l
commun ica t i on .  A t  t he  same t ime ,  E t  l eve l  f i ve r  w€  warn
aga ins t  l e t t i ng  pe rce i ved  assoc ia t i ons  l ead  us ,  when  v re
i n t e r p r e t  t h e m  a t  h i g h e r  l e v e l s ,  i n t o  f a l s e  c o n c l u s i o n s .  T h e
person  who  leaves  the  room i s  no t  necessa r i l y  bo red  and  no t
necessa r i l y  go ing  to  the  to i l e t .

Now le t  me return to  my rec i ta t ion.  Look around you
aga in .  You  see  ma les  and  fema les .  The  fac t  t ha t  you
d is t i ngu i sh  them comes  f rom leve l  t h ree :  con f i gu ra t i on .  I f  you
were  to  reach  ou t  and  fee l  t hem,  the  d i s t i nc t i on  cou l ,d  come
f rom the  second  leve l :  sensa t i on .  Or  i t  cou ld  come f rom leve l
f o u r  o r  f i v e ;  I ' 1 1  l e a v e  i t  y o u  Y o u ,  a s  a n  e x e r c i s e ,  t o  t h i n k
how tha t  cou ld  be .  Bu t  you r  c lass i f y i ng  the  peopJ ,e  i n to  two
g r o u p s  ( m a l e  a n d  f e m a l e )  o n  t h e  b a s i s  o f  t h e  s i m i l a r i t i e s  o f
shape  and  ac t i on  you  see ,  you r  s im i l a r i t i es  o f  behav io r  t oward
members of  one group,  and your  d i f ferences in  behavior  between

.  members  o f  t he  two  g roups - -a l l  t ha t  comes  f rom leve l  s i x :
ca tego r ies .  Jus t  nov r '  t o  t ake  ano the r  examp le ,  You  a re  pu t t i ng
me in to  the  ca tego ry  o f  l ec tu re r  and  you rse l ves  i n  t he  ca tego ry
o f  aud ience .  La te r  on ,  when  I  s top  th i s  t a l k ing  and  j o in  you
fo r  co f fee ,  I  hope  you  w i l l  pu t  you rse l ves  and  me  in  the  same
ca tego ry - - tha t  o f  f r i ends .
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Now the  seven th  l eve l .  When  you  wa lked  i n  he re r  l ou r
c leve r  b ra ins  took  ca re  o f  you r  wa lk ing  w i thou t  you r  hav ing  to
th ink  abou t  i t .  Imag ine  wha t  wou ld  have  happened  i f  you  had
t r i ed  to  take  two  s teps  w i th  you r  r i gh t  f oo t  w i thou t  t ak ing  one
be tween  them w i th  you r  l e f t  f oo t .  Or  i f  you  had  pushed
yourse l f  f o rward  w i th  you r  l e f t  f oo t  w i thou t  s tepp ing  fo rward
w i t h  y o u r  r i g h t  f o o t .  B u t  y o u  p e r f o r m e d  a l l  t h e  p a r t s  o f
w a l k i n g  i n  e x a c t l y  t h e  r i g h t  o r d e r .  T h a t  i s  s e q u e n c e .

Bu t  you  had  to  choose  one  p lace  o r  ano the r  t o  wa lk  to .
Shou ld  you  wa lk  toward  a  f r i end  o r  t oward  the  re f reshmen t
t a b l e ?  I f  y o u  c h o s e  o n e  g o a l ,  y o u  p u t  a  c e r t a i n  s e r i e s  o f
sequences  i n to  ope ra t i on .  I f  you  chose  the  o the r ,  you  pu t  a
d j - f f e ren t  se r i es  i n to  ope ra t i on .  Choos ing  the  seguences  tha t
w i - I l  g e t  y o u  t o  y o u r  g o a l  i s  t h e  b u s i n e s s  o f  t h e  e i g h t h  l e v e l :
c o n t r o l  o f  p r o g r a m s .

A t  t h i s  l e v e l ,  t h e  e i g h t h r  w €  g e t  a t  l a s t  t o  t h i n k i n g
and  language .  Language  i s  f u11  o f  sequences  tha t  we  use
w i thou t  awareness .  A  word  i s  a  sequence  o f  l e t t e rs .  A
s e n t e n c e  i s  a  s e q u e n c e  o f  w o r d s .  P l a n n i n g  i s  f u l l  o f
sequences .  Pa r t  o f  a  p lan  m igh t  be  to  go  and  ta l k  t o  the
boss .  We make  a  wr i t t en  no te  o f  i t  t ha t  way :  "Ta1k  to  the
b o s s . "  W e  d o  n o t  w r i t e ,  " S t a n d  u p ;  p u t  o u t  l e f t  f o o t ;  n o w  t h e
r i g h t ;  s t e e r  f o r  t h e  d o o r r "  a n d  s o  o n .  W e  k n o w  w e  c a n  c a l l
u p o n  w e l l  r e h e a r s e d  s e g u e n c e s  t o  g e t  u s  t o  t h e  b o s s ' s  o f f i c e .
We know we can subst i tu te other  sequences to  get  us to  the shop
f l oo r  i f  h re  f i nd  tha t  i s  where  the  boss  happens  to  be .

Ta1k ing ,  t h ink ing ,  and  p lann ing  a re  wonder fu l
ab i l i t i es ,  and  we  cou ld  no t  be  human  w i thou t  t hem.  Bu t  l i ke
a l l  t oo l s ,  we  can  hu r t  ou rse l ves  w i th  them.  When  we  le t  wo rds
f rom leve l  e igh t  con t ro l  ou r  pe rcep t i ons  a t  l ower  l eve l s ,  we
can  ge t  i n to  aw fu l  t r oub le ,  as  Powers  (1973)  po in t s  ou t  and  as
Korzybsk i  ( f 948 )  d id  be fo re  h im .  (To  ge t  acqua in ted  w i th
K o r z y b s k i ' s  i d e a s ,  t h e  b o o k  b y  B o i s ,  L 9 7 3 '  i s  m u c h  e a s i e r  t o
r e a d  t h a n  K o r z y b s k i ' s  o f  1 9 4 8 . )  O D  p e o p l e  k n o w  a b o u t  t h i s .  W e
know that  words and habi ts  of  thought  can contro l  the
pe rcep t i ons  peop le  have .

N o w ,  a g a i n ,  I ' 1 1  g i v e  a  f e w  e x a m p l e s  o f  t h e  w a y s  y o u
a r e  k n o w l e d g e a b l e  a b o u t  c o n t r o l l i n g  i n p u t ,  t h i s  t i m e  a t  l e v e l s
s i x ,  s e v e n ,  a n d  e i g h t .

A t  l e v e l  s i x ,  c a t e g o r i e s r  w €  o f f e r  c l i e n t s  s o m e  n e w
ways  o f  so r t i ng  ou t  t he i r  expe r iences  i n  o rgan iza t i ons :

,  exp ress ing  ve rsus  desc r ib ing  emot ions i  t ask  ve rsus  p rocess i
s i t u a t i o n ,  p l a n ,  a n d  t a r g e t ;  a n d  s o  o n .  W e  a l s o  w a r n  p e o p l e
abou t  ca tego r j -es .  I f  you  see  some con f i gu ra t i ons ,  t rans i t i ons ,
o r  re la t i onsh ips  by  wh ich  you  can  d i v ide  peop le  i n to  ma les  and
f e m a l e s ,  b l a c k s  a n d  w h i t e s ,  H i s p a n i c s  a n d  A n g l o s ,  t e a c h e r s  a n d
s tuden ts ,  managers  and  worke rs ,  o lds te rs  and  youngs te rs r  o r
Amer i cans  and  Russ ians ,  we  say  you  shou ld  no t  conc lude  tha t
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the  same g roups  by  o the r
r e l a t i o n s h i p s  t h a t  y o u  h a v e  n o t

t h o s e  p e o p l e  a r e  d i v i s i b l e  i n t o
c o n f i g u r a t i o n s ,  t r a n s i t i o n s ,  a r
ye t  obse rved .

A t  l e v e l  s e v e n ,  s e q u e n c e s ,  w e  d e p l o r e  s o m e  o f  t h e
s e q u e n c e s  o u r  c l i e n t s  h a v e  b u i l t  f o r  t h e m s e l v e s .  o f t e n  p e o p l e
t r a i n  t h e m s e l v e s  i n t o  c e r t a i n  s e q u e n c e s  i n  r e s p o n s e  t o  n o r m s ,
e i t h e r  n o r m s  t h a t  a c t u a l l y  e x i s t  ( y o u ' 1 1  k n o w  w h a t  r  m e a n  h e r e
by  a  no rm "ex i s t i ng "  

)  o r  imag ined  no r *=  s temming  f rom
p l u r a l i s t i c  i g n o r a n c e .  w e  p o i n t  o u t  c o m m o n l y  u i e c j  h a b i t s  o f
ask ing  ,  ansv re r i ng ,  con f  i rm ihg ,  con f  ron t i -ng ,  6 .  no t  do ing  those
th ings ,  t ha t  ge t  peop le  i n to  t roub le  when  they  a re  t r y ing  to
so l ve  p rob lems  in  g roups .  we  o f fe r  ways  o f  t - ra in ing  peop le  to
u s e  b e t t e r  s e q u e n c e s ,  h o p i n g  t h e  n e w  h a b i t s  w i - I l  . e f t a c e  t h e
o l d .

A t  l e v e l  e i g h t ,  p r o g r a m s ,  w e  h a v e  l o t s  o f  a d v i c e  a b o u t
choos ing  among  seguences  and  rou t i nes .  I , ve  th ink  we  know wha t
k inds  o f  ac t i on  peop le  can  choose  when  they  have  the  new o ra l
commun ica t i on  sk i l l s  and  when  they  do  no t ;  when  peop le  t rus t
one another  and when they do not ;  when people have ;  common
goa l  and  when  they  do  no t ;  when  they  have  one  k ind  o f  p rob lem
to  so l ve  o r  ano the r  k ind ;  when  they  f i nd  themse lves  i n  one  k ind
o f  con f l i c t  o r  ano the r  k ind i  when  they  work  on  an  assemb ly
l i n e r  d s  c l e r k s  i n  a n  o f f i c e r  d s  s a l e i p e r s o n s r  € r s  t e a c h e r s r  o r
as  managers .  we  have  adv i ce  to  g i ve  abou t  cho i ces  o f  ac t i on ,
and  fo r  some o f  t hem we  have  s imu la t i ons  to  show peop le  wha t
they  can  expec t  when  they  make  one  cho ice  o r  ano the r .

9 {ha t  I  hope  I  am show ing  you ,  by  b r i e f  examp les ,  i s  t he
p o w e r f u l  a r r a y  o f  t e c h n i q u e  a n d  k n o w l e d g e  y o u  h a v e . - ' I  h o p e  I
am showi-ng you how the methods of  oD can touch people at  every
leve l  o f  t he i r  be ing ,  t o  use  an  o1d  ph rase  tha t  f i t s  w i th  new
mean ing  i n to  the  new theo ry .  r  hope  r  am show ing  you ,  t oo ,  how
you  can  use  Powers ' s  l i s t  o f  l eve l s  t o  check  you i  p tans  fo r
consu l ta t i ons - - to  see  whe the r  t hey  have  i n  them a l i  t he  l eve l s
o f  awareness  tha t  you  wan t .  r  do  no t  know o f  any  t rad i t i on  o f
c o n s u l t a t i o n  o t h e r  t h a n  o D  t h a t  e n c o m p a s s e s  a l l  L h e s e  l e v e l s .

Now we  come to  the  n in th  l eve l ,  t ha t  o f  p r i nc i -p les  o r
va lues.  Here we span longer  t ime per iods.  we aTso-GT- i i tn
ev idence  f rom the  env i ronmen t  t ha t  i s  usua l l y  much  1ess
immed ia te  and  p rec i se  than  tha t  used  a t  l owe i  l eve Is .  Cons ide r
you rse l ves  aga in .  Here  you  a re .  why  d id  you  come he re?  was
i t  a  choi -ce you made as par t  o f  a  program Lnat  you have adopted
t o  r e a c h  a  p a r t i c u l a r  g o a l ?  r  d o u b t ,  f o r  m o s t  o f  y o u ,  t h a t
y o u r  d e c i s i o n  w a s  t h a t  p r e c i s e .

Some of  you may have
k i n d s  o f  b e n e f i t s ,  b u t  m o s t
Con fe rence  i f  you  ge t  one  o f
bene f i t  o r  two  tha t  you  d idn
I  m y s e l f  d o  n o t  c o m e  t o  t h i s

come hop ing  fo r  a  few  pa r t i cu la r
o f  y o u  w i l l  b e  s a t i s f i e d  w i t h  t h e

them o r  even  i f  you  l eave  w i th  a' t  have  i n  m j .nd  when  you  a r r i ved .
Con fe rence  w i th  a  goa l  i n  m ind
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be fo rehand .  I  come s imp ly  because  I  t h ink  the  con fe rence  i s  a
?ggd  th ing .  I  come because  o f  my  va lues :  t ha t  i t  i s  a  good
tn l . -ng  to  keep  i n  touch  w i th  my  oD co l l eagues ,  t ha t  i t  i s  a  good
lh i l g  t o  keep  i n  touch  w i th  my  f r i ends ,  t ha t  i t  i s  a  good  t f i i ng
t o  f i n d  o u t  i n  w h a t  w a y s ,  t h i ;  y e a r ,  f r y  c o r r e a g u e s  a r e  a g r e e i n g
o r  d i sag ree ing  w i th  my  po in t  o f  v i ew  abou t  oD  and  the  wor ld  we
l i v e  i n -  F o r  m e ,  t h e  c o n f e r e n c e  i s  a  G o o d  T h i n g ,  w i t h  c a p i t a l
l e t t e r s ,  i n  a l l  t h o s e  w a y s  a n d  m o r e ,  a n d  h e r e  r  a m .  r  t h i n k
m o s t  o f  y o u  a r e  l i k e  m e .

o f  c o u r s e ,  i f  r  f i n d  t h e  C o n f e r e n c e s  c e a s i n g  t o  r r e  a
g o o d  t h i n g ,  r ' 1 1  s t o p  c o m i n g .  B u t  r  r v o n , t  s t o p  c o * i n g  a f t e r
t h e  f i r s t  d i s a p p o i n t m e n t .  O n e  o f  t h e  c h a r a c t e r i s t i c s  o f  i n p u t
c o n t r o l  a t  t h e  n i n t h  l e v e l  i s  t h a t  i t  t a k e s  t h e  l o n g  v i e w .  r t
c a l c u l a t e s  a v e r a g e s  a n d  t r e n d s  a n d  p r o b a b i l i t i e s .  i t  h o l d s
dogged ly  to  a  p r i nc ip le  un t i l  moun t ing  ev idence  d r i ves  one  to
r e v i s e  i t .  T h a t  s o m e t i m e s  g i v e s  u s ,  i t  i s  t r u e ,  o b s t i n a c l r
dogmat i sm,  and  b igo t r y .  Bu t  i t  a l so  g i ves  us  pe rseve rance ,
t r u s t w o r t h i n e s s ,  l o y a l t y ,  a n d  h o n o r .

we  a rgue  among  ou rse l ves  abou t  p r l nc ip les .  shou ld  we
a c c e p t  t h e  g o a l s  a n d  p r i n c i p l e s  o f  t h e  c l i e n t  w i t h o u t
gues t i on?  wha t  p r i ce  shou ld  we  cha rge  and  wha t  p r i ce  do  we  pay
f o r  p r a g m a t i s m ?  w h a t  k i n d  o f  l i f e  a r e  w e  b u i l d i n g  f o r
ou rse l ves  and  ou r  c l i en ts  when  we  smoo th  ou t  t h i s  r veek ,s  o r
t h i s  m o n t h ' s  d i f f i c u t t y ?  w h e n  s h o u r d  w e ,  w h e n  c a n  w e ,  i n s i s t
t ha t  c l i en ts  l ea rn  the  w ide r  v iews  and  the  new sk i l l s  t o  become
the i r  own  d iagnos t i c i ans  and  genera te  the i r  own  new no rms  fo r
mu tua l  he lp  i n  t he i r  own  o rgan iza t i ons - - i n  sho r t ,  t he  know ledge
and  sk i l 1  t o  do  o rgan iza t i ona l  renewa l  f o r  t hemse lves?

we  spa t te r  ou r  j ou rna l s  w i th  wor r i es  o f  t h i s  so r t .  The
recen t  a r t i c l e  by  Azza re t to  (1995)  i s  pa r t  o f  t he  spa t te r .  He
says  we  shou ld  no t  under take  to  renova te  o the r  peop le ' s
o rgan iza t i ons  fo r  t hem.  He  says  we  shou ld  he lp  them d i scove r
hoh t  t o  do  i t  f o r  t hemse lves .  r f  you  l ook  i n  ou r  Handbook r  dny
edi t ion,  you wi l l  f ind that  Dick schmuck and r  s id f f ih-
A z  z a r e t t o .

I t  i s  h a r d e r  t o  c o p e  w i t h  d i f f i c u l t i e s  a n d  c o n f l i c t s  a t
t h e  n i n t h  l e v e l  t h a n  w i t h  t h o s e  a t  l o w e r  l e v e l s .  I t  i s  t r u e
t h a t  a n y  o D  p r o j e c t  L h a t  a f f e c t s  n o r m s  a l s o  a f f e c t s  t h e
p r i n c i p l e s  o f  a t  l e a s t  s o m e  o f  t h e  p a r t i c i p a n t s .  B u t  r  t h i n k
mos t  o f  us  a re  l ess  su re - foo ted  a t  t he  n in th  1eve l  t han  we  a re
a t  l ower  l eve l s .  r  hope  we  w i ] l  see  advances  soon  i n  the
theo ry  and  p rac t i ce  o f  dea l i ng  w i th  p r i nc ip les .

Now the  ten th  l eve l ,  t ha t  o f  conce iv ing  pa t te rns  i n  ou r
env i ronmen t  as  fo rm ing  en t i t i es - -as  fo rm ing  comp lex  bu t  un i ta ry
sys tems .  when  you  go  beyond  p r i nc ip les  to  a  v iew  o f  wha t  makes
the  wor ld  go  round ,  you  ge t  t o  sys tem concep ts .  They  i nc lude
concep ts  o f  wha t  my  schoo l  i s  l f i e ,  o rTy  compaDy ,  o r  my
na t ion ,  bu t  t hey  go  on  to  v iews  peop le  have  abou t  wha t  L ies
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every th ing  toge the r :  maybe  f ree  en te rp r i . se ,  o r  power r  o r  l ove ,
o r  t he  superegor  o r  be long ingness ,  o r  God .  l l e  know tha t  i t  i s
impor tan t ,  i n  OD work ,  t o  f i nd  ou t  t he  concep t ions  peop le  have
abou t  t he i r  p laces  i n  an  o rgan iza t i on  and  wh i t  make i  t hem a
p a r t  o f  i t  i n  a  s y s t e m i c  w a y .

c o n s i d e r  t h i s  c o n f e r e n c e  a g a i n .  M a n y  o f  u s  p e r c e i v e  i t
as  a  th i l q  hav ing  a  boundary r  dD  in te rna l  o rgan iza t i on ,  an< i  a
m o r e  o r  l e s s  s p e c i f i a b l e  r e l a t i o n s h i p  t o  t h e  o u t s i d e  w o r l c l .  I s
i t  good  o r  bad  to  th ink  tha t  way?

I t  may  no t  ma t te r  much  whe the r  you  th ink  th i s
C o n f e r e n c e  i s  a  t h i n g ,  a  d e l i m i t a b l e  s y l t e m .  r t  d o e s  m a t t e r ,
however ,  where  you  d raw the  boundar ies  a round  you r  c l i en t ,  how
y o u  m a p  t h e  c l i e n t ' s  i n t e r n a l  o r g a n i z a t i o n ,  a n d  h o w  y o u  c h o o s e
the  connec t i ons  w i th  the  ou ts ide  wor ld  to  wh ich  yo , ,  i . . ,  t he
c l i e n t ' s  a t t e n t i o n .  M u c h  o f  t h e  s t r i f e  i n  t h e  w 6 r 1 d  h a s  c o m e
f r o m  c o n f l i c t i n g  v i e w s  o f  j u s t  t h o s e  m a t t e r s .

The  empero r  dec ides  tha t  h i s  boundar ies  a re  too  sma l1 .
H i t l e r  dec i -des  tha t  t he  Jews  a re  weaken j -ng  the  i n te rna l
o rgan iza t i on  o f  t he  na t i on .  The  genera l  manager  dec ides  to
r e p a i r  t h e  c o m p a n y ' s  r e l a t i o n s h i p  w i t h  t h e  l o c a l  c o m m u n i t y
(wh ich  he  th inks  o f  as  a  l abo r  supp ly )  by  shoo t i ng  some
s t r i k i ng  worke rs .  Ano the r  genera l  manager  dec ide i  no t  t o  t e l l
t he  commun i t y  t ha t  t he  dump i s  f i l l i - ng  up  w i th  po i sonous
was tes .  A  fa the r  dec ides  tha t  t he  honor  o f  h i s  f am i l y  i s
t h r e a t e n e d  b y  h i s  d a u g h t e r ' s  f r i e n d s .

T h o s e  a r e  s i m p l i f i c a t i o n s ,  I  k n o w ,  b u t  t h e y  i l l u s t r a t e
an  impor tan t  componen t  o f  ou r  d i f f i cu l t i es .  r f  a  f ew  peop le  i n
the  u .s .  and  the  ussR pe rs i s t  i n  t he  wrong  concep t ions  o f  ou r
two  na t i ons  as  sys tems  and  subsys tems  in  the  wor ld  commun i t y ,
h u m a n  l i f e  o n  e a r t h  m a y  v a n i s h .

Mos t  OD peop le ,  I  t h ink ,  conce ive  p re t t y  we l l  t he
sys temic  cha rac te r  o f  g roups  and  o rg ran i za t i ons ,  and  r  t h ink
they  a re  smar te r  abou t  i t ,  mos t  o f  t hem,  than  they  were  ten
years ago and cer ta in ly  smarter  than they hrere twenty years
ago.  r  th ink,  however ,  that  we need to be smarter  than we are
abou t  i n te r faces  among  g roups  and  o rgan iza t i ons ,  and  smar te r ,
t oo ,  abou t  t he  connec t i ons  be tween  o rgan iza t i ons  and  soc ie t y .
L .  Dav id  B rown  in  h i - s  book  o f  1983  has  made  a  ve ry  good  s ta i t .

wha t  you  th ink  a  g roup  o r  o rgan i - za t i on  can  do  o r  ough t
to do depends on where you th ink i ts  boundar ies are and how you
th ink  i t  i s  o rgan ized .  r s  a  company  a  subsys tem o f  a  commun i t y
o r  a  na t i on r  o r  i t  i s  mere l y  l oca ted  the re  geograph ica l l y?  a re
pa ren ts  i n  some way  componen ts  o f  schoo ls?  A re  fede ra l
agenc ies  componen ts  o f  t he  l oca1  commun i t y ,  o r  a re  they
i n t r u s i o n s  f r o m  W a s h i n q t o n  D . C . ?  A s  O r u c k e r  ( L 9 7 4 )  w o u l d  h a v e
u s  a s k ,  w h a t  i s  t h e  o r g a n i z a t i o n ' s  b u s i n e s s ,  a n d  w h o  a r e  i t s
cus tomers  ?

I 4
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The answers you choose can
su rp r i s i ng  ways .  A  few  mon ths  a9o ,
Co lga te -Pa lmo l i ve  company  as  a  pa r t
go t  t hem to  send  me  a  dozen  bo t t l es
o f  c h a r g e .

make  a  d i f f e rence  i n  some
by t reat i -ng the
o f  t he  Eugene  commun i t y ,  I
o f  a f te r - shave  l o t i on  f ree

1 5

Individual and Group

Those  ten  l eve l s  compr i se  the  h ie ra rchy  o f  i n te r i o r
s tandards  to  wh ich  we  t r y  t o  ma tch  ou r  i npu ts .  Tha t  ma tch ing
can  occu r  on l y  w i th in  i nd i v idua ls .  A l though  we  can  see  some
s im i la r i t i es  among  ou r  i n te r i o r  s tandards  i ro rn  pe rson  to
pe rson ,  i n  t he  end  ou r  i nd i v idua l  s tandards  a re  ou rs  un ique ly .
B u t  i f  w e  m u s t  a l ]  a c t  i n d i v i d u a l l y  t o  m a t c h  o u r  i n d i v i d u a l
s tandards ,  how can  we  eve r  ac t  t oge the r  t oward  common goa ls?

T h e  o n l y  w a y  t o  d o  t h a t ,  p o w e r s  ( 1 9 2 3 ,  p .  2 6 2 1  s a y s ,
i s  t o  i nv i t e  peop le  to  he lp  us  reach  ou r  goa ls  i n  w .ys  tha t  do
no t  p reven t  t hem f rom reach ing  the i r  own  goa1s .  Tha t ,  1o  and
b e h o l d ,  i s  c o o p e r a t i o n .  T h a t  i s  c o l l a b o r a t i v e  p r o b l e m
so lv ing .  Tha t  i s  wha t  pa r t i c i pa t i ve  managemen t  shou ld  tu rn  ou t
to  be  l i ke .  r t  seems  to  come p re t t y  c lose  to  tha t  a t  w .L .  Gore
and  Assoc ia tes .  Tha t  k ind  o f  behav io r  i n  a  g roup  requ i res
c lea r ,  s t rong  no rms ,  and  i t  r equ i res  t rus t .  once  aga in r  l ou
hear  me  desc r ib ing  OD.

r  hope you can see how oppor tuni t ies and ide.as and your
sk i l l s  a re  coming  toge the r .  The  members  o f  t he  baby -boom
genera t i on  a re  demand ing  to  do  th ings  fo r  t hemse lve l ,  t o  ac t  t o
con t ro l  t he i r  i npu ts  to  ma tch  the i r  own  in te rna l  s tandards .
But  they must  f ind out  how to do that  through cooperat ion.
Th"y must  f ind f reedom by learn ing how to help one another  f ind
f reedom.  They  mus t  l ea rn  the  sk i l l s  and  the  d i sc ip l i ne  tha t
you have to  of fer .

One  o f  t he  ways ,  by  the  way ,  t ha t  you  can  bu i l d  you r
own  fu tu re  i s  t o  o f fe r  you r  se rv i - ces  to  schoo ls ,  espec ia r t y  t o
s tuden ts  i n  h igh  schoo ls .  rn  on l y  a  few  yea rs  they  w i l l  b ;
you r  c l i en ts  i n  o the r  o rgan iza t i ons .  r f  you  can  show them tha t
the re  i s  a  way  o f  work ing  based  no t  on  compe t i t i on  and  th rea t ,
bu t  on  comradesh ip  and  t rus t ,  t hey  w i l l  we lcome you  when  they
see  you  aga j_n .

r  have  desc r ibed  to  you ,  t oo  b r i e f l y ,  t he  ten  l eve l s
contro]  system that  you use to  make your  way around in  the
wor ld .  Bu t  t he re  i s  one  more  i dea  r  mus t  aaa .  ove ra l l  o r
th roughou t  t he  ten  l eve l s ,  says  powers ,  t he re  i s  ano the r
func t i on  tha t  t i es  them a l l  t oge the r  and  enab les  adap ta t i ons
one  leve l  t o  b r i ng  abou t  changes  a t  seve ra l  o r  a l l  o the r
leve l s .  A l though  the  h ighe r  l eve rs  do  shape  ou r  pe rcep t i ons
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l o w e r  l e v e 1 s  o v e r  1 o n g  p e r i o d s  o f  t i m e ,  t h e y  d o  n o t  d o  s o
u n a l t e r a b l y  o r  p e r m a n e n t l y .  r f  t h e y  d i d ,  w e  c o u l d  n e v e r  l e a r n
a n y t h i n g  f r o m  e x p e r i e n c e .  S o  t h e r e  i s  a  f u n c t i o n  t h a t  e n a b l e s
u s  t o  r e o r g a n i z e  o u r  i n t e r n a r  s t a n c i a r d s  u p  a n d  d o w n  t h e
l e v e l s .  Y o u  m i g h t  c a l l  i t  s e l f - p r e s e r v a t i o n .  r f  y o u  p r e f e r
t h e  c u r r e n t  l i n g o r  f o u  m i g h t  c a l l  i t  s u r v i v a l .  p o w e r s  c a 1 l s  i t
r e o r g a n i z a t i o n .  I t  i s  a  s p e c i a l  k i n d  o f  l e a r n i n g .

r n  o r d i n a r y  d i s c o u r s e r  w €  u s e  t h e  w o r d  l e a r n i n g  f o r
seve ra l  d i f f e ren t  ope ra t i ons .  one  i s  s imp ly  men6? lE l i  we  say
t h a t  w e  " l e a r n "  s o m e o n e ' s  n a m e .  A n o t h e r  i s - f i n d i n g  o u r  w a y  c o
3  g o a l  b y  u s i n g  a  p r o g r a m  w i t h  c h o i c e - p o i n t s  i n  i t :  w h e n  w e
have  made  the  co r rec t  l e f t  and  r i gh t  t u rns  and  have  used  the
c o r r e c t  u p  a n d  d o w n  e l e v a t o r s ,  w e  s a y  r d e  h a v e , ' l e a r n e d ' ,  t h e  w a y
t o  t h e  b o s s ' s  o f f i c e .  y o u  c o u r c i  a s  e a s i l y  s a y  t h a t  w e  h a v e
found  i t  and  memor i zed  i t .  Bu t  t he  p rog ram and  i t s
c h o i c e - p o i n t s  r e m a i n  t h e  s a m e .

R e o r g a n i z a t i o n ,  i n  c o n t r a s t ,  r e v i s e s  w h a t  i s  w o r t h
memor i z ing ,  wha t  goa ls  a re  wor th  pu rsu ing ,  wha t  p rog rams  a re
w o r t h  b u i l d i n g - - w h a t  i n t e r n a l  s t a n d a r c l s ,  i n  s h o r l ,  i r .  w o r t h
m a t c h i n g  b y  c o n t r o l l i n g  i n p u t .  T h i s  k i n d  o f  l e a r n i n g ,
r e o r g a n i z a t i o n ,  i s  t h e  k i n d  t h a t  s h o w s  u s  n e w  m e a n i n g s :  n e w
re la t i onsh ips  be tween  ou rse l ves  and  o the rs ,  new p rog iams  fo r
o rgan iz ing  ou r  rou t i nes ,  new boundar ies  and  new v i s ias  fo r  t he
sys tems  w i th in  wh ich  we  work ,  even  new mean ings  among  the  bumps
on  an  o range  pee l .  r t  i s  t he  k ind  o f  l ea rn ing  th rough  wh ich  we
t r a n s c e n d  t h e  m e c h a n i c a l ,  t h e  r o u t i n e ,  t h e  s t i m u l u s - i e s p o n s e
e f f e c t s  o f  e x p e r i e n c e .  r t  d o e s n ' t  n e c e s s a r i l y  r e q u i r e
consc ious  though t .  r t  can  occu r  qu i -e t l y ,  wh i l e  we  a re  no t
l ook ing r  so  to  speak  t  o t  i t  can  occu r  l i ke  the  b las t '  o f
t rumpe ts  o r  t he  s ing ing  o f  ange ls - -as  i ns igh t  and  aha !

Th is  k ind  o f  l ea rn ing ,  reo rgan iza t i on ,  i s  wha t  oD  in
i t s  f u l l e s t  f l o w e r  c a n  b r i n g  a b o u t .  r t  i s  t h e  j u n c t u r e ,  t h e
t rans i t i on ,  a t  wh ich  pa r t i c i pan ts  fee l  regenera le< l ,  en la rged ,
i nsp i red ,  i n  command  o f  new powers .

Th is  k ind  o f  l ea rn ing  i s  no t  someth ing  to  be  taugh t .
r t  i s  n o t  a  l e s s o n  t o  b e  l e a r n e d  a t  n i n e  o ' c l o c k  o n  r h u r i d a y
morn ing .  r t  comes  to  you - - to  you ,  pe rsona l l y - -a t  t ha t  t e r r i b le
and wonder fu l  and magica l  momefrFwhen you r ina that  your
ca tego r ies ,  you r  p rog ramsr  ) zou r  p r i nc ip les  have  been  p lay ing
y o u  f a l s e  a n d  w i l l  n o  l o n g e r  s e r v e .  y o u  t h e n  p u l l  y o u r s 6 J . f  u p
by  you r  boo ts t raps  and  f i nd  i n  you rse l f  a  nee rness - -a  newness
t h a t  y o u  d i d n ' t  p l a n  a n d  t h a t  n o  o n e  c o u l d  p l a n  f o r  y o u ,  a
nel^ /ness that  your  marvelous bra in made for  you whi le  you
weren ' t  even  expec t i ng  i t  t o  happen .  r t  i s  t he  c rown ing  g lo ry
o f  t he  oD consu l tan t ,  r  t h ink ,  t o  be  ab le  to  a r range  a  syne rgy
gTong  peop le  so  tha t  t h i s  k ind  o f  l ea rn ing ,  t h i s  renewa l ,  can -
b l o s s o r n  a m o n g  t h e  p a r t i c i p a n t s .

L 6
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h a n d s - - t h e  g i f t  o f  h e l p i . n g  p e o p l e  t o  m a k e  a  n e w  w o r l d  f o r
t h e m s e l v e s .  N o t  a  w o r l d  t h a t  y o u  o r  a n y o n e  e l s e  d e s i g n e d  f o r
t h e m ,  n o t  a  w o r l d  t o  s q u e e z e  t h e m  i n t o ,  b u t  a  w o r l d  o f  t h e i r
own  mak ing  fo r  t he i r  own  l i v i nq  anc l  t he i r  own  renew ing .

Summary

wha t  have  I  t o ld  you?  r  have  to ld  you  tha t  you  a re
en te r i ng  a  decade  o f  unp receden ted  oppor tun i t y  f o r  you r
t a l e n t s .  E m p l o y e r s  w i l  l  n o  l o n g e r  r i i r o  i t  " " - s y ,  d u i i n g  t h e
coming  decade ,  t o  th ink  o f  emp loyees  as  a  l abo i  supp ly  to  be
s c r e e n e d  f r o m  a n  i n e x h a u s t i b l e  p o o l .  T h e y  w i l l  t r a v l  t o  c o r n e  t o
t h i n k  o f  e m p l o y e e s  a s  p e o p l e ,  a s  f u l l - f l e d g e d  h u m a n s  w i t h
in te rna l  s tandards  o f  t he i r  own .  And  tha t  i s  how you  have  been
t h i n k i n g  o f  t h e m  a  1 1  a  J . o n g .

r  have  to ld  you  tha t  peop le  wan t  t o  do  th ings  fo r
themse lves .  They  wan t  t o  ac t  more  know ledgeab ly  and  more
s u r e r y  t o  c o n t r o l  t h e i r  i n p u t s .  A n d  y o u  k n e w  t h a t  a l 1  a 1 o n g .
And  the  bes t  way  they  can  do  tha t  i s  Lo  he lp  one  ano the r  do
i t .  They  can  do  tha t  a t  wo rk  i f  t hey  can  rLdes ign  the i r  v /ays
o f  w o r k i n g ,  a n d  e v e n  t h e i r  o r g a n i z a t i o n s ,  t o  m a k e  c o o p e r a t i 6 n ,
m u t u a l  h e l p f u l n e s s ,  t h e  n o r m .  y o u  k n e w  t h a t  a l I  a l o n g ,  t o o .

oppor tun i t y  i s  open ing  be fo re  you .  Reach  ou t  t o  i t !
T h e  k n o w l e d g e  l i e s  i n  y o u r  g r a s p .  A p p l y  i t !  T h e  s k i l l
i n s p i r i t s  y o u r  h a n d s .  u s e  i t !  T h e  f u t u r e  i s  y o u r s .  s e i z e
i t !
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The  o r i g ina l  book  on
hard  to  read .  Un less
B o i s  i n s t e a d .

g e n e r a l  s e m a n t i c s .  M a d d e n i n g l y
y o u  w a n t  t o  g e t  s c h o l a r l y ,  r e a d

Mou ton ,  Jane  S ryg ley  and  Rober t  R .
new s t ra tegy  fo r  educa t i _on ,
b a n  r r a n c t s c o :  J o s s e y _ B a s s .
teach  themse lves .

B I a k e  ( 1 9 8 4 ) .  S y n e r q o q v :  A
tra ining, and-frG-fffienE.
l u o w  t o  t e a c n  p e o p l e  h o w  t o

N a i s b i t t ,  J o h n  a n d  p a t r i c i a  A b u r d e n e  ( 1 9 8 5 ) .  R e - i n v e n l l l n g  t h e
corporation. New york : warner . Fu l l  oT ff i Ie-s-6f- iEw
w a y s  o f  o r g a n i z i n g  i n  p u b l i c  a n d  p r i v a t e
o r g a n i z a t i o n s .  r n c l u d e s .  a  c h a p t e r  o n  c h a n g e s  i n
e d u c a t i o n -  H a s  1 0 t s  o f  u s e f u t  i t a t l s t i c s  o . ,
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