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-patallela dm between NASA Managemant expenence and problems 4-1-

.of Wmm m urban arena

CAx

ABSTRACT

IﬂTERVENTION INTO.A TURBULENT .
,URSAN SITUATION:: A CASE STUDY'

) G Mason CadWell Je.
) "-'“Dr. Mil:on Silver, Supervising Professor

The Nationel Aeronautics and 8pace Adminisbration sponsored a o

rreseazch effott ddrected oowa'rd an improved undexsuanding of large-"_-f

‘sc,ale systems technology and monegement. Hajor objectives were.‘ .

(1) the daxmmottamon of the appulicabllity of tbe HASA organiza— L

~ tlon anA management exper:.ence to tbe ,solution di Lsrge—scale publlc )
' .prohlems, (2) the eipanszcn of :he Imiversity 8 rasearch competence,‘

‘and (3) %he genetalizatim o£ tha hsowhdge gpt.ued in -this demons:ra-"'

o

tim pz‘o}occ oo obber similar large-scale problm

This wvex' reports :he appl.i;cation of RASMManagement Philos___ - i

ophy and. ceo&niques withdn New Casch County. DeLaware. to meet

actuel problems oi comunity violence, and msuhed 1n restructurmg :

the county approach t:o problems of thz.s nature, and developing a . L
: campzehennve system of planning based on - the NASsA Planning Process,

_"wbic‘n invo}..ved federel state and 1ocal resources with community

representati.vea in solving the problems before r.hem.-

The concept of a "turbulent environment" ie presented with:




The action-research methodology used in the study is

considered to.be most appropriate for turbulent environments.



INTRODUCTION

 NASA/DREXEL PROGRAM - |

The National Aeronaut:.cs and Space Adminxstration, in ‘
conjunction with Drexel University. has engaged in a research effort’
directed tward .an imptoved underetanding of lerge-scale systems -
technology and maeegemnt. This tesearch program has had as :Lts
mejor objectives. (1) the. demonstration of the applicsb:.lity of the

NASA organization and matmgament exper.ience to the so.lntion of

1a:ge~e<~.a1e mac echiuistraﬂton 9@1@@; (2) the’ expansion of the

Univcrsi.ty‘s teaearch eompetence ig« r.hia area, al welz as* stnengchen—

ing the fac'uelty and ourriculun of thewnl'vereith. and (3) the ,, '

_I-igmrelizettqn e£ the knowledge g;etned :Ln thioddmomtretion project

to other einl.le: lerge-ncele pcoblems of rconcem to the nation.l:_--,.-" o

Supported as NASA Grent NGL 39-004-02'0 thi.s effort has
resulted in a multidisciplinary epproach within the University, and’
the development of a NASA/Drexel Consulting Team which consulted for
eighteen monthe in New Castle County, Deleware > f:o test. research |

reeuJ.ts _m"an actml large-scale soc:l.al system. f

111:&5 dcnument 18 a repott of one clinical research pro;ect

-

f{wd.t;hin tha msunmxel Progzam.

_;.xzssmcﬂ nxom::c oum.ms D e e

The pme Gf t:h:LB KASA/Drexel Prqgram is that management of

Y

: NASA and of an urben cemplex ame ana.logous laa;ge-scale effdrts, and _

A K8 . . E . - . RS



that manaésment technology developed for the former can be utilized
or adapted for the latter. _

This_paper reports the application of NASA Management nhilosophy
and technology to solveburgent nrban problems. The paper first

‘presents a baa&greund discussion of the Research Design and Method-
ology (Sectionkl); then a literature'sea:ch andsan overview of

NASA Management technology and philosophy (Sectien ID); and, finaily
documents the applicééion ef'selecced concents andetechniques within‘
an urban setcing to maet actual problems (Sectxons III and. IV)

The sPeclfic projec:s assigned this reseatdh assoc1ate 1nc1uded'_
dellvery of soclal aerviqes in an area local officials considered
their “Watts" (with an equivalent p0581bility of disruption and

‘ : -rioc:.ng), the stemmmg of a black-—white shoot;ng 1ncident, and .the ‘
| transfermationfo£$adverse relationships between;ceunty government

and citizeneAinCO'pbsitiye,problem-solying réiattbnships,

RESEARCH PROJECT RESUETS

Conclusions dxawn from this study are considered from several
points of view: |

® Action Research Process
, Philosophy of Management in a Turbulent Environment _
_EASAMHanagement Technology

Achievements in New Castle County

ACTION RESEARCH PROCESS
A clinical methodology, "Action Research," was adopted to guide

the operetionalEimplementation of selected techuology to splve

5




specific problems in the DeLaWarr and Belvedexe areas of New Castle ,f
County. Vithin the conduct of the program it was found that the .; |
managemeqﬂ philosophy which guided NASA in develepment~of specific' J
manegemehtttoOle to meethASA's.problems had relevance to this o
'researchor 8, afforts. Thus, the scope. of the program was expanded
'to evaluate the utility of NASA's philosophy and approach to manage-i'f
mént’ as. well as the application of speciflc management tools to o
meet speoific a551gned problems. j' , '

The Action Reeearch Methodology provided that action-“A
interventibna be planned and taken in response go needs of the
cLient system, and that these needs would be 1dent1f1ed during the :;"‘

clinical phaee of the NA&&/D:exel Program.~ Thus. issues, of problem_'_

B .seloction, identificatipn of espects of the envirOnment which were

of concern. p&n-pointing ‘the relevant phenomena,,etc., were not

: determiaed iu edvqane Ihey vexe dnterminad ia coajunction with the =

-client in :esponse to hia particula: problems These ieeues are the:;_;p.r

'}specific 1scuns of.decision mekingrwithin a Tuzbnlent Environment,pr;id

PHILOSOPHY OF MANAGEMENT IN A TURBULEHT ENVIRONMENT

o A~"turbu1ent environment" is one in which the dynamics arise ‘
froa (1) ihteraction among organizations within the envrronment,
'end (2) diecontinuities thh past; experience, thet is, additional i?;V:'
factors. and the multiple cheracter of causal interconnections -
require ahat effort be 1nvested in the determinetion of relevant f-:; :
»factore and their impaet ‘Qn probleme at hand prior to the applicatlon

of sonig’ tonl‘or technique which may have becn;ef&eqtlvesin the past.

o
PV




NASA Ménagement Philosophy, as articulated-in writings and
interviews with senior management peréonnel, was more relevant to the
specific action research performed by this researcher than were the
tools used by NASA in its own funciidning. This was due to the
-turbulenﬁ environment in which the NASA Administrator and senior
managefs functioned, and the buffering function performed at these
levels to ;educe environmental complexity for NASA c0mponentisu5—
systems (and thus the manégement systems used within NASA). ?he.
action research repo:tgd hérein'was also in a>;prbulent enVi:onment;
thus, the philosPéhXAlevel was more useful than the tool level.for

the planning of action interventioms.

NASA MANAGE&ENf TECHNOLOG&

The &ASA.flanning Process provided a modelifor,participative
pianning of-the DeLaWarr Social Servicéé Center: Due to the
tﬁrbulent‘énvironment, the relevant aspécts of the probiém had to
be‘definéd‘bgfo;é beginning to approach solutions. The planning
panel eqtabl;shed'in DelaWarr brought together théée.closeét to the
pioblem—-representétives éf the needs (the coﬁmunity) aﬁd:reséurCes
(government -and privaﬁe social service agencies)~-in a long-term
cooperétive problem-solving effort. The planﬁing panel also

provided a base for attack on other problems, such as black idenﬁity
.ﬁndlcompéténce, group to groupbrelationships (both black-white'and
citizen—burégucrat), and provided a non-violent means fqr having
thq{governmehtal system respond to community needs.

Addftipﬁally. iniéesponse to a shooting grisis, a one—day‘work-

shep in Belwvedere succesﬁfullyztelescoped.theAldng;term DeLaWarr

i



process.

ACHIEVEMENTS IN 'NEW ‘CASTLE ‘COUNTY - ‘
. Specific accomplishments from the point of view of the New _i -
Castle County client included. \ .
l 1. 'Channeling ‘of. community violence into less destructive
.dforms of behavior i
C 2. 1Developing the plan.iobtaining necessary approvals and
' funding, and commencing construction of a Health & Social
' Service Facility in DeLaWarr | |
3.”-Institutionalizing problem-solving activities between
t?government and citizens through mechanisms of citizens
7,advisory boards . | | | |
.,4,;yEstablishment of an inlardspartmental planning group in
.;;the county government ‘to decl with problens which require -
_internal coordination of doparmen:a aad liaison with.

.'floutside organizctiona.



FOOINOTES

~ 1. Memorandum of Understanding, Drexel University and the National .
Aeronautics and Space Administration, dated August 11, 1969,
hereto appended as Appendix A.






CHAPTER I
NASA/DREXEL PROGRAM
RESEARCH DESIGN AND METHODOLOGY

BACKGROUND

The basic parameters for the NASA/Drexel Prog?am in Techﬁolbgy
and Manaéement of Large Scale Programs inclﬁded'ﬁéction—oriented"
studies1 with provision for the University ﬁo ", . . assist ;n the
transfer'of technology and management méthods from_one large-scale>'”.

n2 This emphasis on applied research was.

. program ﬁo}another o
especially appropriate fbr three reasons: first, NASA had
' previously identified the need for experimental éﬁd demonstration
programs for the épplication of the results of sbace research and
developmeﬁt‘to urban problems.‘3 Secondly, DreXél ﬁniveréity had a .4
rich tfadiﬁion through cooperative education and consulting programs -
emphasizing the applications of research. Thirdly, NASA had
previousiy identified student Cooperative Programs as being effeétivé‘
links between tﬁeory and practice.

Thus an action-oriented research design was selected with the
goal of having the research associate function as a paiticiﬁant
observer‘in some (to be selected) urban system. Known as "Ac;ion

Research," the methodology was proposed to NASA,5 and received

eﬁthusiéstically.6



ACTION RESEARCH
"Action Research" was coined by the applied psychologist, Kurtv
'Lewin, and defined as:
.. . a field which developed to satisfy the needs of the
socio-political individual who recognizes that, in science,
he'can find the most reliable guide to effective action,
and the needs of the scientist who wants his labors to be
of maximum social utility as well as of theoretical’
significance.7 :
Figure 1 summarizes the Action Research Methodology‘ss applied ‘
within the current NASA/Drexel Program. Note that. the Action

'Research Methodology stressed that research would be performed to.

meet the needs of. a specific urban client system. Additionally,

'per Lewin s definition above, the researcher would aim his labors
~as well to be of theoretical significance.

Action Research differs'from other applied gocial research in,:
‘the eitegsive involvement of.the researcher'witﬁin-the aétioqvj
process: Some social scientists, reviewing;thefhistorical'spplica;‘
tidc of_actioﬁ research,vhave called this ":'};.{applied'resesrc5‘
with a'client with a problem to be solved" and have cslled~£or-.
'increased ettestion to the ethics of the situstioh, the.socisl
scientistis (vis a vis the client's) interest'is the researCh scdl
the possibility of location of initiative too exclu31vely with the t’
' cliem:.9 A |

Ihus, the Action Research Methodology is unlike traditional

research'methodologies in several ways. That Action Research is

performed in direct response to g#perceived client problem is the

first., A second is the concept of Participant-Observer. ‘The



FIGURE 1 ‘ B

ACTION RESEARCH METHODOLOGY*

The Action Research methodology will proceed in the follow1ng
.manner:

1. Initial Entry

Efforts will be made to gain initial entry to a particular
urban system by June or September 1970. Sanction, and negotia-
tion of terms of -the relationships, should be agreed upon before
final entry.

2. Orientation and Exploration

Once initial entry is agreed upon, a period of 2 to 3 months
. gshould be utilized to study that particular client system in oxder -
to more fully understand how it functions and disfunctions. Fur-
thermore, this initial explanation and orientation period should =
serve as a period of gaining wider acceptance and identification
with that system. Finally, problem identification and deflnition
would be accomplished in this exploration period

3. Action Planning and Intervention

" Once problems’are identifled and agreement is negotiated with
the client system, then each problem area will be studied as to .
strategies, designs or methods to effect change oxr influence to a
preferred state. Alternative methods will be considered for each
problem. ' Every effort will be made to consider the behavioral and
organizational consequence of every 1ntervention 50 as not to
upset the homeostasis of that system. -

4. Action Evaluation

Concurrent with the action research evaluatlon of the par-'
ticular projeéts will be made by the- Associate Investigators, and
the organizational preceptors. When' appropriate, some of the
preceptors may serve as adjunct professors.. All of these will
serve. as process observers of the action research and’ prov1de ‘con=-
sultative assistance. :

5. Termination and Descrlptlon

A Flnally, upon successful accomplishment of the action research,
a descriptive dissertation will be presented w1thghypothes1s, '
action steps, and consequences o¥ results, with generalizations
drawn from the research. Successful action research should pro-
duce three basic.outcomes: (1) the achievement of the planned
change, (2) new knowledge, and (3) a manager of increasing pro-
fessional competence.. :

- *Summarized from an early NASA/Drexel Program Worklng Paper.8 See -
Appendix B for a detailed discussion.



Vq'mentor effec

10

'specification of the researcher s participation is in contrast to

‘:the ususl thrust to identify and minimize the ao-called experi?fi}hf
e, “10 11 ‘ - '

A third major difference is in use of the Case Studz. Classic'li.‘

"studies attempt to demonstrate statistically that study results
iare, within specified probabilistic limits,\not due to chance._:a. -
single caee study represents zero statistical degrees of freedom,_i'

liand-allows valid statistical criticism.. There are two responsescaf;
The first response is to follow the lead of the Tavistock Clinic:

' and generalize not upon a s1ngle case, but on a- series of cases. o

'Called anA"Ad Hoc Programme,“ Tavistock: has been able to extractliiz_f

3 generalized data’ using action research techniques.;'2
The second response is to utilize the case study "as.a
] vehicle to enrich the development of new theory "13 S

The application of NASA Technology to urban problems falls i

within the. development of new theory._ The- subtleties involved in _,:'“

'researching newutheoryfin the public arena were highlighted.durﬁp"“
ing a discussion of the current NASA/Drexel program at the 1969
'Conference on Public ‘Administration: |

c . it s interesting to con81der why these 1arge—':
scale problems are both interesting and difficult. I
" suspect that 'one of the reasons why academicians prefer
a certain amount of detachment is that they can con- ,
‘ceptyalize and thereby handle an idealized problem much .
better than a real one. It can be kept simple, the num-
ber of variables reducéd, and frequently some of the:
- human factors eliminated altogether. In real large-
scale problems, however, the sheer qualitative features
are different from those of small ones. :

~+ « » The human factors enter in a different way. The
behavior of very large groups and the constituent sub-
groups are interlocked in ways which are numerous, com-
plex, and subtle. The magnification factor:of any



1l

subtlety may make it very imzortant in determaning the
success of a_given.project.

This paper is designed as a vehicle to enrich the complex
subtleties of new theory, and, hopefully, will provide a neces-
sary link in an effort continued beyond the present limitations of -

time‘and bndget.

IMPLICATIONS OF ACTION RESEARCH

The decision to use an action research methodology meant that -

an action program could'not'be specified in advance. In contrast o

to. the situation most often found-—that of searching out a 81tu; :l‘
ation (either laboratory or real world) in which one could test a
scientific hypcthesis--it meant that the research associate had to
be preparedito gespend to a problem of the client; and* further-i'
bmore, to approach the client's problem in a way which produced

results of ecseatiflc significance.:

Invenggry of BASA Management Technolqu and Philosophx

| The goal of the program was to: test selected applications of:
NASA Managenant Iechnology within .an urban context. Action
research precluded the a priori decision to apply certain tech-
niques.. NASA Hanagement Technology and the philosophy underlying"
the technology were investigated by this research associate to
provide afsound basis for possible twansfer. Chapter II sum-
marizes"the relevant literature and identifies'the'management
technology ‘which prior research efforts have articulated as '
appropriate for tramsfer from NASA to. other endeavors. ThevNASA

Planning Process, an additional technology identified in the



12

content of the present study, is described in Chapter III.. Chépte;
Iv diécuéseo NASA management philosophy. The philosophy of manage-
ment NASA:developed to support operations in a cémplex and turbulehﬁ
world provéd to have specific épplication in the urban setting, as

documentéd in Section III, Action Research, which describes actual .b

events in the applied testing of NASA concepts. -
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CHAPTER II

. NASA MANAGEMENT TECHNOLOGY

PURPOSE
This chapter sumarizes the relevant literature and identifies’ -
manageaent technologg which pr&or reaearch efforts have specified as ' °

applicable to other endeavors.

SUMMARY OF THE RELEVANT LITERATUR'E

The' political Ampact of the orbital flish: of Sputnik 4n 1957 o

was §o "shdce the U.S. nacioa to its very caxe and devalop t:he )
urgeacy . to marabal.l and o:ganize .quickly a:he vasr. 1ntellectuql
technological., phy‘sicals am! w;:ial wsmo requited of man t:o
ventwre into mexploned epace.x‘ { | B
'l'he tespanse is ‘noW wellﬁ-knma Diepausa :esoutce» were
mobilized and osgenined. ma%eti»s:t &ad sod.ak technologtes Wbre .
invent:ad end expanded and managed effectua.u.y to achieve the well- :
documented achievements of the Mercury, Gemin:L. and Apollo programs' : ‘
Acting on the conviction that the. pracCiee and umovations of
NASA ". . . could be transferred by immitatign, extrapolatlon. or ""r
analogy‘ to"u.:gent problems facing othet-sectii,oqeﬂ of‘_ the z:*.o\c:iet:y"'_2
NASA defined and sponsored research 1§co specifie cendidate:s 'fog"

managewart technology:tramsfer..
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This effort was directea toward identification and [
dissemination of advances in knowledge and practice from the space
program to other private and public endeavors. Commencing in 1961,
NASA sponsored a series of major.studies of". . . aerospace-
contribﬁted innovations in managemenﬁ technology which may be use-
ful to other sections of econcmic (and governmental) activity."3

This section is drawn from the published literature, and is
included here (a) as a review of management teghnology which haé
been previously identified for transfer; (b) to define and reference.
for the inteiested reéder a comprehensive set of technologies, all
of Which.did‘not find application in the action-research pﬁase of

the current study; and (c) to provide examples of applications of

the management philosaphy discussed below.

PUBLISHED RI;:SEARCH }

Pﬁblished research categoriées NASA contribuﬁiona in the
theory and pfactige of management by thelr experience in evolving
and innbv;ting advanceq methodg of (1) conceiving, (2) élanning,
(3) administering, and (4) evaluating large—sgale enterprises.4
Each of these categories is described, defined; and summérized
below. Special attention is given to current and past applica-
tions which will aid in the identificatioﬁ 6f techniques applicable
to client_problema to be defined in the action research phase of

the sgtudy.
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CONCEPTUAL CONTRIBUTIONS
The conceptual contributions reported in NASA hanagament
technology transfaer literature include'méthoda'of anticipating the -

future and methods of conceiving the large-scale endeavot.

i; .Tﬁe:Future

Thete‘ore two basic underlying conditions'governing.anticipa-
tion of the future: either the future will be continuous with the
post'(thét is, therausal variable system con oe projéctedfor,
egtended.in some on); or the future'will'be.discontinuoﬁs with the-
pagt;(thot is,.the.relevant oausal variables will’themselveo

so;ft);: NASA extended knowledge in both afeas.ﬂ

A. A Continooos Future
. AIn thé first area--the extension of the past--NASAt&eveloood a
vhighly aophisticated technique tor including pxooabilistic'esti-
mates of equipment reliability and maintainability._ By consideringv
these factors in the early stages of program development, it is
possible to estimate and manage time, cost and resource constraints
before the critical date development and produotiod stages.

Reiiobility Analysio is based on exteneion.of_known‘data and
includeo in Table 1 together with references tové;ecific current -
transfer applioations. .While current applications are in areas of
hardware‘development, and appear on the surfacélto haveilimitéd‘
utility for the practitioner of planned urban ohohge,'the concept
of use of probabilistic estimates should not be lost. Often, when

a complex system is composed of many individual probabilistic
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factors, the pyramid or assembly effect of the individual factore

taken together provides an overall result which in counter-

intuitive.

B. \Discontinuous Future

NASA's critical need, however, was the capability to predict

the future when the relevant variables shifted and accurate

‘ probabilistic estimatesiwere not available. Only through future

projectione could'informed management decisions he'made concerning
the allocation of limited resources (time, talent, budget, etc. )
toward the most effective approaches to NASA's goals.* There were
three contributibns to forecast of a discontinuous future:' Tech-
nological Forecasting, Environmental Forecasting, and the Delphi

Technique.. Each is summarized w1th references in Table 1.

2. The Large-Scale Endeavor

The '"systems approach” enabled a comprehenaive analysis of a .

_1arge-scale endeavor which included concepts of interrelationshipst

and interfaces of systems, subsystems, and metaeystems'(that is,

the realization that there are levels of syateme;'and that every

‘

'syatem'can-be treated as a subsystem in some other higher level

‘gystem)., Table 1 includes references to current transfer hitera-

ture. Most discussions of 'systems analysis" center upon tech-

niques developed in practice. The discussion in Chapter IV below

. *One characteristic of NASA is that NASA functioned with
clearly specified goals. This may not be true of management within
an urban complex. See Chapter IV (NASA Management Philosophy) and
subsequent discussion below. .

. N . L
u.‘n, P .\'\'..‘.:":',"-',, ,"\'.,..u.



20

of the "systems philosophy" is in response to the technique bias of
§ C ' - ' t _
current literature in anticipation that the concept is relevant for

managément'dithin an urban large-scale system.

~ PLANNING CONTRIBUTIONS
- To deéign is to plan; that is, design is the process of
making decisions before the situation arises in which
‘the decision has to be carried out. It is a process of
deliberate anticipation directed toward bringing an
expected situation under control.24 .
NASA planning contributions centered- upon extension of the
conceptual contributions into Ackoff's concept of "deliberate anti- »

cipation."’ There are two main thrusts in current literature:

1. Thé use of a planning tool to aﬁticipatekﬁhe'overall'impact

" of the totality of the relevant factors om the organization.
"S&stéms Design" and "Planned P:ograﬁ and Budgeting Syétem" are
epgcific examples of tools designed to cbordinéte the gystem as a
whole. | |
2. The use of a planning tool to manipulate a_large ﬂumﬁer_of

variables in.an effort to establish the impact of varying‘a gingle
variablé or specified variable set. ''Computer Aided Design,"
"Simul#tion,".and "Heuristics" are examples.

' Table 2 contains a summary of current 11gerature with refé;encg

" to spécific‘applicatipna.

ADDITIONAL CONTRIBUTION=—THE NASA PLANNING MODEL
An addition to the planning contributions, identified during
the course of the current study, was NASA's Process for Planning.

NASA develdped a "participative planning model" to imvolve line
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management in planning when the initial "expert staff" prepared
plans proved inadequate. The NASA Planning Model is covered in

detail in the next chapter.

ADMINISTRATIVE METHODS
The Administrative Methods NASA designed or developed to deal
with the :‘complex requirements of the space program includes the

greatest number and varilety of aerospace contributions to manage-
i . .

nment. These-techniques are defined and described in Table 3, and

include technological‘adminiatrative devices (such as CPM, fERT
etc.), new organizatlonal concepts (Matrix Organization, Functional
Management Modular Planning and Production, etc )i and legal :
innovations (Quasi—Public Government Corporations)._ Certain NASA
techniquee,.such as Coniiguratlon Management, o?erlap single cate--

gories.

' EVALUATION METHODS = .. ~

Established in 1963 by presidential directive, the Inter-
departmental Committee on Economic Impact of Defense and Disarma-
ment established with the federal government a concern with the

interrelationships and impact of federal programs upon the country.

NASA deslgned an approach, Environmental Impact Analysis, to

assess the impact of the space program on society;”
Subseqnently-the approach was'extended by the Department of
Health, Education and Welfare to other areas of j:nterest.33

Table 4 summarizes the extant transfer literature with ‘reference

to current applications. ﬁl'-'.;,Vn

'™
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CHAPTER III

THE NASA PLANNING PROCESS: AN ADDITIONAL TRANSFER TECHNOLOGY .

This chapter diseusses the NASA Planning Model. NASA's proceae

ffor planning was identified in the preliminary efforts of the cur-~

rent program, and constitutes .an addition to the _NASA transfer

technology 1iterature.

NASA PLANNING PROCESS

The complexities.of NASA, together with.ita far-renging nis—
sion and lack‘of off-the—ehelf technology, éenerated the need for
un effective system of planning. NASA's initial»planning system :
was “carried over from'a previous government experience-in NACA andi
DOD, ul and continued the previOus concept of division of responsi-
bility between planners and managers. A "Planning Group" of
experts prepared plansAfor managers to critique and then follow,
This proped ineffective in practice. NASA was_to COmment.on these
earlier planning efforts: ’ |

« + . there (was) little institutional planning . . .

interrelationships, programs, plans and institutional

consequences must be more effectively defined and

understood. 2

As well as the need to plan from the institutional point of

view, NASA algo identified the need for involving bright young

engineere and managers in the planning process.. A'case‘in point
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was the controvefsy surrounding selection of lunar orbit (instead
of.eerth.orbit)»for launch of the Apollo Lunar Excursion Module
(LEM) . * - |

Tne initial planning; recommending earth-orbit, was performed
by,a group. of senior staff members. Dissention arose fromfseveral
junior engineers (characterized as “Young Turks") ‘who had- developed '
an alternative plan using lunar orbit.

Convinced that ‘the lunar—orbit technique wes superior, they
attempted‘to submititheir alternative for reView—-and ran into a
bureaucratic stone wall. The plan was stopped at local 1evels-ffom'
being forwarded for consideration. One "Young Turk," putting.his
!jobiin jeoperdy, bypassed the hierarcny and submitted'the plans

directly oy personal letter to the NASA Administrator, who .then

initiated further review of the alternatives. The lunar orbit was
selected and NASA management identified the need for providing a
structure within the organization to ensure adequate consideration
of all alternativee for future problems. AAdditionally, the short- -
- ness of the""tecnnical nalf—life" of the space scientists was high-
lighted--when a scientist becomes a manager his technical knowledge
can‘beconevobsoleacent rapidlyf-even before he realizes it--and a
process had to be designed to ensure input from those "on the

firing line."

*The author 1s indebted to Mr. William. Flemming, NASA Office
. of Program Planning, for making these points during an interview
with the authox ‘and ‘other NASA/Drexel ‘Team Members on October 3,

: 1969
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‘STRUCTURE OF NASA PLANNING PROCESS

NASA's'planning éffort_waa redesigned to involve line

) personnei rather than to leave planning totally in the hands of

a ataff_groub. It was anticipated that this participative approaCh

.would be mbre effective, since the persons who would have to carry

out the planAwould be committed to it at the outseﬁ. It was also
expeqte&_that'better trade-offs among conflicting glternatives.
would be made if the managers and enginéers directly involved took
part in the planning proéess,3 |

The :édesign of(;he planning proééss took ghe following'r

structure:

l.f‘Creation‘of'Planning'sfeeringjcrqu
The Planning Office--which héd been cﬁarged with program
pl#hnipg--had'fhis funétion'reﬁo§ed_and'replaced Qith the
~"éteering group" responsibiliﬁy of aiding 6per§tional
ménagers (formed into "Planning Paﬁéls") to do the actual
 p:§gram'planning. The Planning Steering Group was to aid,:
support; provide administiative sé*vices, and guide ﬁhe

various planning panels in program planning.

2, Formation of Planning Panels
. qu each program area (theré were ultimately twelve) a
Planning Panel was established. Chaired by a senior NASA
‘official from NASA Wa;hington, it consisted of membexs
aééigned from both "field installations" and headquartefs.
Each Planning Panel was charged specificall& and

individually with short, medium and long-range planning
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4n its program area. Personnel agsignments were made on the

basis of technical expertise, anticipated implementation orx
mission involvement, and/ox facility.requirements; Addi-

tional members were assigned for coordination among pro-

. grams -and across organizational divisions.

" "Appointment -'Of‘ ‘Advisors and Evaludtors

Ideas and involvement of persons from outside the NASA

establishment were utilized to: (a) provide inputs that

‘the in-house people may'héve overlooked, and (b) critique.

the procesé'of planning itself. Scientists from outside

were asked to join certain of the plahning groups.

'BELLCOM (Divisdon of AT & T) was employed to prepare a

formal evaluation.

Integration and Review Board

Integration of program plans’ coming from the various
planning panels and review from an overall point of view
wés performed by a keview Board of Headéuarters P:ograﬁ.
Office Directors and Facility Directors. The tétal pack-

age was then forwarded to.the NASA Administrator.

‘President's -Space Task Force

Chaired by the Vice President, this group was the formal

tie to Executive and Congressional areas of government.

- All mission plans and Budgets were approved and con-

‘trolled by this body.
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It is interesting to note that while the Space Task Force(waé

the formal link, informal contacts were numerous. The Administrator

considered the informal "Politice" to be as important as the direct
administration of NASA--and grrahged hie schedule to allow com-

pafable:time'for each.a-

S UMMARY

This chapter has discussed the inadequacy of NASA's initial

; ' plénning Qpproach, that of an "Expert Planning Group," and
’déscribed tﬁe particiﬁative planning process deﬁéloped in response
to those inadequacies.

A summary of the reasons for involving NASA line management

' . -~ and "Young Turks" in p:a'rticipative planni_né :anlﬁdés: »
| | 1. The tecﬁnidal gxpertise and detailed data exisf only (or
éré mqst Qccessiblej at‘operating levels of management (i.e., top_
. management do not possess the skills or information contained1at 
lower levels within thelr organization which is often implied in

the usual hierarchical bureaucratic Qrganizatipn).

2. The time required was too shoxt for indepen&ent divisionél
assessments, correlation and integration, at manageménﬁ levels,

and re-cycling for modification and trade-offs.

3. The pian was written on a policy (as é&ﬁtfasﬁed with a
detaile&.procedural) level. Plans of this nat@re are either made
. or brokén-by those who implemen£ them.. Involvémenc with plan
p development.creates commitment toward making it work, and builds
‘ 1inesv of coxi‘imunication ;vhich are necessary for sudcessful

implementation, . .
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FOOTNOTES

1. ,Roskall, C. ‘Administrative History of NASA. Washington, D.-C.:
NASA, 1958-1963, p. 69. : A

2, Binghém, C.F. Office of Organizétion and Management, "Policy
Profile Office of Organization and Management," Draft: 06~24-69, .

3. Bauer, R. A.; Meyer, R. F., et al. '"NASA Planning and
Decision Making, Final Report." Harvard Graduate School of Business
Administration, p. 1-15. The following "Structure" is extracted
from the Bauer study. . . :

4, Wébb,<James.( P:ivate'communicatipn.
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CHAPTER IV

NASA MANAGEMENT PHILOSOPHY

Researéh was conducted into.NASA's.philosophy,of manaéeﬁent
and the concepts which governed the deaign,of spécific managemgn;
tools and guided operational decisions. This was_done for séveral
reasons: (1) the anticipatioh’that any specific tool developed
for NASA may reqﬁire adaptation ﬁhen applied in ah urban setting,
(2)-the recognition of ", . . the necesaity»for‘managers.to base

their actions not on a rigid set of principles . . . but instead

“to recognize that these actions must be adapted to the particular

situation;_Qrgénizational levels, and human personalities iﬁvolved,"
(3) to better understand the milieu in which the tools were
utilized,'(A)‘to bettér;ﬁndersténd the tools themselves, their

rationale and purpose, (5) to provide a philoéophical and_p:agmatic

~ base for transfer; that is, while a particular'tool may not be

appropriate for direct transfer to the urban environment, it may

be useful in modified format or may exemplify certain ideas or

_concepts which may be useful in another format.

James Webb wrote that action preceded theofy in the management
of largé-schle endeavors:
Many of today's large endeavors, and many of those

proposed, have management requirements that go beyond
the proved capabilities of present forms and methods.
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‘Scholarship and research in the disciplines on which
future management groups must draw have not been able
to keep pace with the need in such large endeavors.?

WebB himself provided the thoughtful basis for this analysis

in his McKinsey Lecture Series,3 and this writer amplified,

elaborated and discussed the implications for urban systems.in

subsequent conversations with him.

MAJOR AREAS
Fourzmajor areas have been tentatively idehtifiea. Each area
interaéts_with the others.. The current breakdoﬁn is somewhat
arbi;rary‘and serves to focus attention on salient points:'.'
I;, Systems Approach
Ii.: Environmental Considerations
III. Organizational Disequilibrium

IV{ Second- and Third-Order Effects

"I. - THE SYSTEMS APPROACH

The basic concept underlying the "systems approach" is that
the activity of any part of an organization has some effect on the

activity of every other part.* It is therefore necessary to idehtify{

and evaluate their combined impact on performance of the organization

as a whole., This concept isfhenerally.accepted in principle . . .

but seldom followed in practice."5

*Systems Analysis is now an accepted element of management
study and industrial practice. Operational definitions, however,
differ. One recent author relates twelve and cites several

.hundred more.
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Webb followed the system concept in NASA management practices.

He considered:

_ Piecemeal attacks simply will not work. Neither will
limited concepts of systems engineering or systems
management . . . . Our integrated systems approach has
proved vastly more effective than the independent .
components approach of the past for the solution of
problems in dynamic situations such as are encountered
in space and in weapons development.6
There are three elements of the "systems approach" as pracﬁiced

by NASA, which extend the generally accepted '"state of the art":
A. " Differentiation and Integration of-Task Activities
B. Use of a Behavioral Systems Approach '

| C. -Extenaion of the system's concepts ingo';he realm of

- problem-solving

A. Systems Differentiation and Integration -

Thé>attencion NASA paid to the integration éf the diverse 
activities within the organization is an impdrtant element of the.
systems approach. Harvard University characterized this in a
model of:NASA'functioning, which Harvard conatfucted under contract
to NASA.7 The modei was based on thé findings that an organization

consisting of separate, task-oriented subunits must be wary of sub~-

optimizatiqn. That 1s, as well as the need'for-differentiation of
tasks within the organization, there is a compiementary need to pay.

attention to the integration of subunits, processes, etc., to

achieve optimal organization goals.

These complementing functions of differentiafion and integra-

+

: . :
tion take placg;simultaneously. The need for integration of highly

-~
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differentiated subunits leads to conflicts, andathese conflicts mnst-
be resolved if integration is to be achieved. Snccessful~integra-iﬁ
tion in NASA was achieved through the emergence‘of'a strong.and‘
-respected integrator function which did not decide or resolve con-
flict themselves, but caused the subunits to confront their '
difference's..'8 In practice the integration function’ranged‘from the
complex computer—based configuration management system utilized for
control of'the interaction among the many spacecraft‘componentsvv
(such as the electronic characteristics incompatability among
experiments) to committees of key personnel (such as the integra— '

tion and review board portion of the planning process) and.assign-

‘ments to key individuals (the key example, of course, being the

Vice President's assignment to oversee'the whole program'from the
head to incorporate space activities within the overall national

priorities.)

B. Behavioral Systems Approach

Although the systems analysis literature does not &o specify,
the systems analysis schemes reported in practice tend to be input-.
output analyses. That is, they tend to accept and describe the
situation as it is end manipulate parameters to maximize output,
minimize costs, or obtain some desired function of the two.
Changinglthe elements of the situation to manipnlate the "as it is"
factor is'not often reported. Ken Bonlding, the noted economist,

proﬁides'a { tongue-in-cheek definition:

r
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A system is a big black box
0f which we can't unlock the locks
And all we can find out.about
Is what goes in and what comes out.
Perceilving input-output pairs,
Related by parameters,
Permits us, sometimes, to relate
- An input, output, and a state.
If this relation's good and stable
- Then to predict we may be able,
But if this fails us--heaven forbid!
We'll be compelled to force the 1idl9
It was found by NASA that one must "force theilid" and deal
with béhavié:al, individual, and social parameteres of organized
aCCivity.lo
From a theoretical viewpoint, the need for this extension from
the so-called "mecﬁanical output-oriented approach" to a behavioral
input—-oriented approach recently has been the subject of extensive"
- research by Dr. Russel Ackoff and an interdiéciplinary'team at
. the University of Pennéylvania. Ackoff concluded that the "output-
oriented" approach of ayétems sciences in building models to meet
mechanistic problems has not been successful in solving behavioral -
problemé. Behavioral problems have fundamentally different charac-
teristibs"f;om mechanistic problems and, because of this, systems
models fdrikéhavioral problems must be developed using an input-
oriented research focus rather than the traditional output—-oriented.
one.
Their findings were summarized in four key points:
1. Behavioral problems are fundamentally different from

mechanistic ones, even .though the mechanistic problems
may have important behavioral elements.’



2. Solving behavioral problems requires an understanding
of the behavior; solving mechanistic problems requires
only a knowledge of the behavioral factors.

3. An out-put oriented research focus has been unsuc-
cessful when applied to behavioral problems because
it results in a model which describes the bhoices

-people make, and description provides only knowledge
of the behavior. '

4, To understand the behavioral elements:in the system,
researchers must seek an explanation for peoples’
. actions . . .1l
Thus, there is a fundamental difference between the assumptioné
required to analyze behavioral problems and those required to
analyze the behavioral aspects of mechanistic problems. The dif-
ference is caused by the way the problems are fOrmulated; in par--

ticular the degree of control which the decision maker>believes he

possesses (or potentially possesses) over the behavioral aspects

-

of the problem.. In behavioral problems, the research objective is

- to identify how to change the behavioral patterns of the people in

\

the system in order to achieve specified objectiﬁes. In mechanistic -
problems, Ehe behavior p#tterns of the individuals in the system are
considered to be uncontrollable, and thus the research objéctive is
to adapt to the behavior in order to achieve objectives.12

This concept has also been described by'prért Chin in his
characterization of “Syatems" versus "Developmental" Models and

their utility for practitioners of planned change.13

4

C. . Extension of Systems Concepts into Problem Solvigg“

~ According to current literature, a full_désérfﬁtiénvof.any

system ". . . requffé%"the spelling out of (1) ;hé specific expected



accomplisﬂments, and (2)4the_Specific.mechanismsxand procedures
whiéh‘are_go be used in the proéess."14

However, one characteristic of the iarge—scale endeavor is
that the "sfecific mechgnisms and procedurgs" are uncertain or
unknown. Thgy must be invented. The Apollo mgon program, for -
example, reguifed diverse technologies to be discovered, invented;
extended or applied in new ways to make the program a success.

One way of looking at this situation is Thompson's;ls In his
simplified‘gchemata, decision'issuea aiways involQé fwé major
dimensions: (1) beiiefs about cause—efféct relatiéns and (2)

preferences regarding possible outcomes. Each dimension contains
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' a range of values. To illustrate the issue, Thompson examines the .

end points: certainty or uncertainty regarding causation and cer-

tainty or uncertainty regarding outcome p:eferénées:_

Preferences Regarding Possible Qutcomes

Certaiﬁty C Uncertainty -
Beliefs about’ Certain Computational - Compromise
cause/effect’ o )
relations Uncertain _Judgmental: - Inspirational
Computational

Where there is agreement on outcomes‘and mechanisms are known,
‘Thompson characterizes the decision process as "computational."
_The'computational" box includes the techniques we have been dis-

cussing as ''systems analysis."



Compromise

It is interesting to note here that the urban complex is

characterized, unlike NASA, by a multiplicity of goals. This

.process of compromise-—bargaining and negotiation--becdmes primary.

In fact, systems analysis i1s often used to support speciflc goals
on points of view, and not to achieve resolution of the conflict.
For a discussion of the bsrgaining approach in the political

arena, the reader is referred to Lindblow's notion of "disjointed

inctementalism"l6 and Karl Popper's "ﬁiecemeal sociallengineering."l7

Archibald compares and contrasts these:and other approaches in an
_insightfﬁl paper presented to the Canadian Treasury Board in 1969,

in which he calls for an Hegalian Syni:hesis.18

Judgmental

‘The extension of systems analysis into the judgmental areas is .

of interest'here. It is this researcher's conviction that NASA has

pioneered the extension of "systems analysis" into regions of

uncertainty regarding causation. NASA cslled the judgmental

approach one of "Problem Solving.";9

Problem Solving

Established organizational forms and procedures are
inadequate to meet today's requirements. They must be
supplemented on a regular and continuing basis by . . .
adaptive, problem-solving, temporary systems of
diverse specialists, linked together by coordinating
executlves in organic flux.20

Problen solving in NASA was enhanced by atten;ibn to several

factors:

45
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° Development of cooperative relationships among grouﬁs;‘
and individuals. |

° Dgéigning communications which flowed laterally‘as well
‘as vertically.

° DEVelgpment of ccmpetenée in interfacingvqrganizgtions .

(especially non-NASA and non-government)'.'l _

*'Cooperative ‘Relationships

NASA noted that the competition among téchniqges applicable to
the solution of a parﬁicular problem cohld not be permitted to
escalate into competition between the'persons.o; groups édvoéating
.the various techhiques.zl There was aiWays‘at;ention to the heed |
‘to ", . . maintain the essehtial basis for cooperation-between
responsibie-groups within the ffamework of representétive,goverh-
ment."zz._Ihis was extended to contractors and other qrgénizaﬁigns -
interf#cing.with NASA, to the extent of aiding 6£her organizations
to increase:their competence as describgd below, Additionally,j
Atemporafy_téek forces were established as required to bring

experts together for a particular pfoblem of to eétéblish needed
coordination. -(One primary example is the NASA'planning proéeés

discussed earlier).

" Lateral Communications Flow

Theifree flow of information, laterally as well as hier-
archically, was routinely practiced by NASA in problem-solving
efforts. The classic "chain of command" was modified or ignored

in their perceived need to open-up all communications channels in



their quest for task accowplishment. Enginears.'Scientists,

and Managers were inatructed to communica:e directly with their
counterparts and other persons in other qrganizations as necessary
tsA“get rhe job done . "?3

NASA's empirical attention to the role of communications and

information flow in problem-solving efforts has.tneoretical support

in an analysis by R. E. Walton concerning lateral organization rela-

tionships’and information flow asvthey impact pronlem—solving and
bargaining in organizations.z4 |
Of primary importance is the way in which lateral organiza-

tions make co—ordinative decisibns. Walton distinguishes between
a bargaining, and a problem—solving type of decision process.. In
bargaining, the orientation of the parties is "how much will I gain
or.lose?" In problem—solving, the orientation is joint exploration
for sulurisns which involve maximum gain to both parties considered

H

together.6

The' information shared in bargaining differs dramatically
from the. problemrsolving situation. |

In the problem-solving process maximum use is made of
voluntary, open, accurate discussion of an area which affects both
groups. | |

The opposite is true in a bargaining process: each partici-
pant aétempts to gain maximum information from the other but to
make minimum disclosure himself; ne often tries‘rb manipulate
and persuade the other; and he enanines the implications of

actions for possible unfavorable consequences for himself, but

- 47
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does not concern himself with the consequénces for thé'oﬁher.

Acgording to Walton, the problem-solving process is explorgtory;
problem-centered, and a forp of collaboration;‘bérgaining is
defenai&e, issges-centered, and-é form of conflict which inhibits
problem—sblving.25

Walton experiméntally studied the processes of bargaining and
problem-solviﬁg from the point of view of decision étructure, data
flow, and attitudes of particiﬁants. His experimental data
indicated: - | |

1. A decision structure for bargaining will provide fewer
intéractibﬂs_than a structure for problém—soiviné. (This conclu-
sion is justified if.one_focuses on the amount of accurate
information exchanged--not necessarily if 6ne focuses on the total
amount;)_ Information is carefully ratioﬁed ahdldeliberately |
distdrtedf

2."Whére the decision process ié of the bgréaining type,
there will tgnd to be less exﬁerimentation in decision practices,
procedures and organization. Inter-group interaétion is ‘rigid,
formal and éircumscribed.

- 3. Conflictful decision process,'bargaining,'leads to

negative attitudes between organizations; cooﬁerative problem
26

soiving leads to positive attitudes.

There data are summarized in Figure 2.



Figure 2

Characteristics of Bargaining vs.

Problem-Solving Decision Processes

4y

Decision Making Between Lateral Organizations

Characteristics

Decision Process

Bargaining Problem-Solving
Goal Orientation Individual Joint outcome
e outcome and and gain
gain '
Information Minimum Maximum
Data Content . " disclosure, disclosure of '

Accuracy

Attitudes

Observed inter-group
processes

maximum sought -

Overstatement, . -
distortion

info used to
support individual
goals

Negative between

Rigid, formal

data, maximum
sought

Accuracy
sought

. Positive

between

Adaptive and

‘experimental
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- tions which interfaced with NASA.
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Develoﬁment of Competencé in Interface O:ggnizations

" In ihe keynote speech at the Drexel University seminar on
application of NASA Management Technology to urban problems,
Webb touched on one factor which had no;ibeen previously'reported;

Under his administration, NASA directly and specifically sought

| to increasé the skills, capabilities and resources of organiza-

27

Té critics who pginted éut‘that this would aid ﬁhe es;ablish—
ment of a'§OWer—base which NASA might not be able to control; Webb -
repliéd tﬁag‘(l) NASA's fﬁnctioningiwoﬁld ultimately be ehhanced,
(25 a.proﬁlém—SOIVing attitude w#s nécessary.fof~creative'soiuti6ns
under the severe time constraints of the Space P;ogrém; (3) blamef
placing attitudes which result from concealiﬁg data;,ptpblems;‘
etc., woﬁld slow the ulcimate:goalé of a4 man on the.ﬁéﬁn, and.(k)
involving outside qrganiz;tion would serve both to check and

balgncé—-and as additional resourcés.,

II. ENVIRONMENTAL CONSIDERATIONS

We know that the environment within which every such

system must operate is itself an essential part of the

system, especially as it is seen by its management

leaders. But how to measure or assess this environmental

element is little known.28

The "integrated systems approach' NASA proposed was extended
to include the environment in which NASA functioned. The need for
this was clear--as a student of public administration, Webb had

observed long-run factors decision being ". . . the outside rather

than operational or technological considerations'.“29
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As under Secretary of State under Dean Acheson, Mr. Webb was
responsible for reorganizing the State Department, along the lines
recommended by the Hoover Commission, and he had experienced‘the

"+ « . incongruity between the organization structure and the

»me;hods‘ghd.brobedures of the Departmeht, on the one hand, and the -

reqdireménfs'faised by the yapidly changing environment in which

our:foreignfpolicy was being conducted, on the other."3°

THEORETICAL BASIS
There is a theoretical basis available for undexstanding
these environmental’aspedts which NASA dealt with but did not

adequately know how to measure or assess. Based on the “socio-

technical systems'approach" associated with :he'Tévistock5C1inic

Institute of Human Relations (London, Ehgland), the theory base
initially‘esﬁébliéhed the_relévance of the'relagionshiﬁé between
orgahizatiéﬁs and their environments in the trail-breaking work of‘
Emery and Trist,3l and has been extended throggh ghelwork §£
Lawrence and Lorsch32 in the United Stéﬁes and McWﬁinney33 in ﬁhe
United;Kingdqm; to include consideration of qrgahizational forms

and applicability of various decision-making proéessesg

CAUSAL TEXTURE OF THE ORGANIZATIONAL ENVIRONMENT
The causal texture of the environment is relevant in two
ways; as felated to the total environment in which the qrganiza;ion

is embedded, and as related to those portions of the environment

which the sub-units and individual members experiénce as occupants

of organizational space. The latter is important as the
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organizaticn can "degrade" the "textural complexity for its members
by certain techniques of buffering.

The total organization, however, must recognize the complexity
of the environment in which it operates and devclop.its strategy
accordingly; |

'Emet& and TristAemploy a continuum in the causal texturé which
differs in>the degree of uncertainty and in the degree of intet-'
dependencevexhibitedvbetween the parts or regiocs,of the-eniiron-v
went. Fcur_ideal types are definec. |

The first three of these types have already, and indeed
repeatedly been described in a large variety of terms

and with the emphasis on an equally bewildering variety
‘of special aspects . . . . The fourth type, however, is
new, at least to us, and is the one that for some time. =
we have been endeavouring to identify ... . . Together,
the four types may be said to form a series in which

the degree of causal texturing is increased in a new

and significant way, as each step is taken.34 .

B

1. Placid, Rgndomized Epvironments

In the simplest type,_goais and noxiants are relatiteiy
unchanging in themselves'ahd randomly distributed. A critical
’troperty of.the organization is that there is no difference between

tactics and strategy, -and 6rganizations can exist adaptively as

single small units.

"2, PlacidL,C1uctered Environments

The next type is also static, but goals and:noxiants are not
'randomly distributed; they "hand together" in certain ways. The
need arisec~for strategy as distinct from tactics. ‘Organizations

grow in size, become multiple and tend towards centralized control
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and coordination. It is possible to identify ébu;ces (causes)
of events; make (Proﬁablistically) useful statements about future
occurrences and select “best" actions. 'Most of our physical

science knowledge assumes and/or bears on such environments. The

. process of study is typified by the near independence of the -

dbServer from the observed.

3. Disturbed Reactive Environments

The third type is d&namic rather-thén's;atic. It consisﬁs of
é ciuste:ed enﬁironment in which there is more than one syétem.of
;he:saﬁe Rind. Organizations séek to improve théirlownnchances by
hindefiﬁé each other; Between straﬁegy and tactics'thera emerges
an intermediate type of qrganizational reéponse-—what military
theorists fefer to as operations. Control becbmes‘more decehtral—
ized to alloﬁ these to be conducted. Stability may require a ggr;
tain coming—toiﬁerms between éompetitora, as in cartel formation.

In these Type 3 environments, an 1hterac£ipn§1 relationship
exists bécween the pbserﬁef and the environment suéh that one cannot
make statements about the world independent of the knowiédge of the

posiﬁion‘and intents of other individuals and organizations.

. Social sclence knowledge becomes increasingly impoftant'in under-

standing Type 3 enviromments.

4. "Turbulent Fields

The fourth type is dynamic in a second respect, the dynamic
properties arising not simply from the interaction. of identifiable

component systems but emerging also from the environment. The
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turbulehcé results from the cbmple#ity and multiple character of the
céusal in#e;connections. Individual organizations, however large,
:cannot adapt successfully simply thfough thgir-direct interactions.
bAction must be taken to vespond to the environmental factors.
Nérmativé value structures emerge as a basic response to unce;téiﬁty
“and provide a control mechanism when commonly held by all members in

a field.

MODALITIES OF DECISION MAKING
In each enviromment there is a‘mode of decision ﬁéking_which
lely uses available information, but‘dbeé not requife_further
‘assumptions. McWhinney calls this mode “approbri;te"3§ and

establishes an hierarchy based on Knight's earlier taxonomy of

'certaingy;'risk and uncertainty within decision-making.36

McWhinny adds a fourth class which he:zcalls "domain problems."

| Domain problems are assoclated with the question of what
aspects of thé environment are to be of concern, of what phenomena
shoﬁld bé noticed and of what variables should be introduced into
the critefion function for assessing the qrganization's performance.
The deepest problem of leadership is that of selecting the domains
of concern, just as -the significant question of scientific reséarch .
is the choice of the domain of phenomena to be inves;iggted and
the domain of criterion of evaluation.37

The revised taxonomy of deciéion making modglities ;ouples

with causaltgeXture in gignificant ways.
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Certainty is the only modality appropriate to Type 1 random

38  pendomness precludes any pigbabilistic

ﬁlaéié environments.
eleﬁentd; outcomes (both gqals and noxiants) are khown. Often_
isolation from‘highe: order decision modes is created by buffering
techﬁiqueé--acceptéd assumptions, filtered iﬁformation; physical or
_ témﬁoral seclusion--all can perform an "uncerﬁainty or risk absorp-
tion" fuﬁctidn.sg | |

Computational techniques are available for aiding decision
making under certainty.4o

Risk {s defined as the knowledge of probabilistic occurrence
within the environment, and the assessment of decision strategies '
in light of that knowledge, As such it provides a meaningful
aﬁptoach to Type 2 environments.“t

Statistical ;echniquéa are available to ald decision mgking
under Riékféz |

Uncertaintz includes the situations in which probabilistic
stateﬁenﬁé.éinnot be méde Becauée of either lack of knoWledge or
because of the mutual interaction among competihg organizations.

Decision techniques available (taxonomy by ﬁhe author) include
Uni-actional‘paradigms (such as the Minim,ax'T.echnique)44 which
establish decision criteria no matter whaﬁ the competition may
declde, and trans—actional paradigms (§uch as Game i‘heory)45 which

brings the strategies of possible joint action into consideratiom.

(See Appendix G for a relevant experiment.)



Domain Problems’

Within the domain problem, each of the probiem'elements is
incompletely formulated at the start. The perception of reality.
and the criterion function emerge eut'of the process of selection.
The process locates new dimensions or elements or reality and
'aseignS'values to them.A Oftenithe knowledge of this incomplete
formulation of the problem is itself obscured, Aane only becomes
known as action based on available knowledge fails to achieve
" results. The criais often generated then forces a return to the
evaluation of the basic issues and a search for elements which may
have been overlooked or which fit together differently from that
‘ assumed., |

| The'elemen;s of a domain problem are not sofeaeily isolated
andvstudied'as_those of welledefined problems. _in the termihology
of-Vickers,‘solving a domain preblem‘is an "act of appreciation:"
"An appgeciative system (i1s) a net of wﬁich tee weft and warp are
reality concepts and value concepts . . . . Reality coneepts
clagsify exberiences in ways which may be variouely valued.'-Vaiue
concepts claesify types of relations which maylappear in various
coﬁfiguratiens of experience."46

The act of appreciation beings in noticing which aspects of
the environment are of concern.

Onee;awareness has been accorded to some phenomenoe of the
environmept, the -involved object or event has been valued; it has
competed for attention and has been accepted. The development of

the mental awareness into a domain of concern is one of joint

56
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the reality testing of the values concepts in the context of other .

prior valuations.
An "act of appreciation" essentially restructures the world
. from the.decision-maker's boint of view.

It is this writer'siobservation tbst solution to the 9bomain
Problem“ is-analogous to Thomas Kuhn's analysis of.scientific
revolution, snd that any manager attempting to apply techniques
'developed for one situation in a new one must be prepared to adapt
them within the context of "Domain Issues." Kuhn also points out
'~the anxiety and disillusionment often experienced by scientists
' faced with the need to restructure their work, perceptions and
thinking. It is this anxietvahich the current;reseercher felt
in his work in the blackicommunity, and, uhich—resulted~in the

turning to bhilosophicsliconstructs for guidance in the Action

Research‘phase of the program. See Appendix C for:a short discus-

sion.

SUMMARY
The relstionships among environmental characteristics, organi-
zatiod propertdes and decision-making modalities is summarized in

Figure 3.

* SUPPORTING DATA

Although NASA had not drawn the parallel betWeen the theoreti-

cal material presented above and their own functioning, it is clear :

that the NASA Administrator consideredi himself in a turbulent
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environment.*

This view is auppérted by the mechanisms NASA implemented to

deal with the environment:

A. Top Level Management Effort

As a continuing policy, the Administrator spent fifty percent '
of his time_on affairs outside of the NASA organization--dealing

with Cohgress, presidential liaison, public spéeches, and so forth.

B. - Effort to Gain and Méintain Continued Support

The time span befoze pay-éff required that NASA gain contiﬁued
‘support ", . . if we did not organize effectively and use methods.
and procédures that could insufe support, there was simpiy no way
for us to ﬁransform ourselves into a séace-fariﬁg nation."a7

But the.large complex endeévor'does not lend.itéelf to the
same visible proof as do routine endeavors. '"The method, then,
when results are not available, is to Judge by the process beingf'
employed."é8 in order to do this, NASA had 'a policy of: |

+ « « welcoming cqngressional.participation in areas where

committees as mentioned have proper concern.49

maintaining relationships of mutual respect and trust . . .

"frank person to person exchanges.“so

*The author is indebted to NASA Colleague, Thomas Michael; for
pointing out this parallel, and suggesting that the NASA Administra-

_tor functioned in a turbulent environment. Webb therefore

functioned to allow the environment within NASA to be of lower
textural complexity for its various departmenta, divisions and
iﬂdividuals.A '
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C. .Communications Network

Designed along the:basis of prior experience with reorganization

of the Department of State, ". . . (;hﬁiqrganizatibn was) structured |,

' to ensure open lines of communications hierarchically and laterally,

_to keep thé_flow and accumulation of da;é under cbntrol, and to

provide the top echelon with a continuing feedbaék of information
on performance against policies, decisions and inétruétions."57
III. ORGANIZATIONAL DISEQUILIBRIUM

The problem facing NASA was to "have a man on the moon and

bring him home in this decade (the '60's)." As has been noted

earlier, while the goal was clear the means were not. Furthermore, .

the environment in which NASA operated was ". . . unpredictable

and sometimes turbulent.“53- In contrast to the typical organiza-
tion designed to meet present conditions, NASA's organization had

to be deéigned'to meet future unknown'conditioﬁs.. This Webb called -

", '+ . maintaining desired;diééquilibrium;” NASA was’ squarely on

_the twin horns of a diiemma: degigning for diseqﬁilibrium allowed

rapid'adaptation but also jeopardi;ed,the managementAﬂéed for
control. In order to achieve'diséquilibrium, Gné haa ;6 accept
instability. |

NASA designed theixr qrganization to permi# rapid responée and
reaction to:

Tﬂe turbulent unpredictable environment;55

Signalé of incipient failure.56 |

Indications of emerging opportunity.57
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The necesaary level of instabili:y was accepted. The feetures
of uncertainty in the environment within which NASA had to operate -
were ;ecognized and taken into account.- I believe NASA's record,
covening a brief ten years, shows that for success in its large-
scale endeavor. an essential supplement to competence in oveiall
management has been the abiiity to acnieve ann’effectively use
maneuverability'and flexibility--that is, the capacity to adjust
to and to move forward in an unpredictable and'cometimes turbulent
environment. Without this capacity, overall‘managementAconpetence

is critically deficient.sa-

NASA called this "dynamic'equ_ilibrium“59 and designed a

coordinated system of management controls,_60 systems of executive
salction and evaluation6l andcontractor selection and procurement
procedures 2 to enable the organization to function in the face of

uncertainty.,

IvV. SECOﬁD.AND THIRD ORDER EFFECTS

The National Academy.of Arts and Sciences.condncted a
comprehénsive study sponsored by NASA;.into the relationship
between lerge—scalelendeavors and society. One of the more
thought-provoking findings was:

In the conduct of human affairs, our actions inevitably
have second-order consequences. These consequences are,
in many instances, more important than our original action
"« « « +» Technical changes have proved to be particularly
explosive sources or second-order social, economic, and
political changes that were never envisioned This

arises largely because at the beginning technical develop-
ments tended to be viewed in a rather restricted con-
text. They are seen as an answer to an agreed problem
and tend to be judged in’ terms of their adequacy in
solving the problem.63
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NASA considered the high—ordér affects as a matter of
deliberate policys64 (See, for exampie, the téchniqueg for

‘ Environmen:al Impact Analysis cited in Chapter I.)
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OVERVIEW OF SECTION III

| This section reports the testing of the assumption that-certaing
NASA Managément technélogy can be applied or‘adapted'for use within
an urban complex. |

After in;ensive'préparation and analysis of NASA Manageﬁént,

the decision was made tq'go ahead with the plansbto test the applic-~

’>abiiity of the NASA techniques thxough "Action Researcﬁ"'wi;hin a

particular urban system. 'Ihe sociologicalntechnique of partidipant-
observer would be_utilized, with the added dimension that members

of the research team would take managehent,reSponsibility within

the system.

Subsequently, the research site was selected. Specific‘prob- S

lemvéregs were then idéntified, evaluated and attacked with applié- s

able NASA management'techniques.
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CHAPTER V
ACTION RESEARCH SITE

Selection of-ah action-research site was critical., The "host"

. government would be expected to profit from the professional

regources and NASA ;Eechnology.to be made avaiiablé. But it ran
the risk of having outsidérs’“meddle" with their situation,.and .
pefhaps,_create additional problems by their presénceJ'

The Drexel Research Team articulated a set of ériteria (hereto
appended in.Appendix C) which established the,minimum conditions
for a successful relationship aﬂd'negotiatéd_fof entry to an_urbaﬁ

system.

SITE SELECTION

Four possible sites were evaluated:

1. ‘Trentom,N. J.

The ﬂéwly electedzﬁéyor, Arthur Holland, ﬁtiiized the
-pervices of the Drxexel Research Team and members of the nggers
Faculty aé a "Transitién Task Fo;ce.“ All city department heads
were being replaced, gnd other major shifts in personnel were
being implemented as the new government took over. Mayér Holland

needed trusted professional assistance to.maintain continuity of

_ government. The effort was successful. The Drexel Team asked to

maintain the reiationship and use Trenton as the action-research
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site. Negotiations dragged on foi several months, and were finally

terminted when the Drexel Team chose New Castle County.

2.( washing;_on, D. Co

Preliminary negotiations‘were heid with representatives from

. thg mayor's office, Washington, D. C. The Drexel Team elected not

to continue them due to the extensive travel which would have been

dnvolved.

3. 'Wilmington, Delaware -

‘Throﬁgh.thé services of the Greater Wilmington Development
Corporation (GWDC), the Méyor of'Wilﬁington.was'approached, After

initial talks, the Mayor decided not to use the Reséarch Team.

' 04."New‘Castle'Counﬁy,‘Delaware

Again through GWDC,‘the‘Couﬁty Executive was approached.
After two months of negotiation, aﬁ_agregmént was made forvthe NASA
Research Team to work as special assistants to gheﬂcouﬂty Executive
on projects to be seleqtgd by him. NASAitechhidués were to Be

applied as a#proprigté,f

- NEW CASTLE COUNTY

New Castle County consists of the northern-most section of
Delaware, one of three counties comprising the state. It has,
however, nearly seventyipercent of the gtate popuiation; and an
estimated ninety percent of the income.1 |

WithinaNew’Castie County‘are eleven incorporatéd'areas--the

City of Wilmington, the City of Newark, and nine smaller towns.
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Each incorporated area has its own first~level of government. For
the unincorporated areas, the County Government 1s the closest
government to the people. Table 5 summarizes population data, (and -

includes'data.for_the DeLaWarr and Belvedere séqtions to be discussed

more fully in the éu;hor'é Action Research described below). .

Table 5

POPULATION CHARACTERISTICS

_ : "g§pulation‘
State population . | | - | }500’000 (Est.) -
‘ New Castle County : A . 386,0003
Incorporated.areas p 123,000
Unincorporated areas . _ ' 263,000
DeLaWarr. - ‘ 18,000

Belvedere B : 5,000

The present qrganizétion of the county govefnméntlwas estab;
~lished by state law in 1967. A change was made from the so-éalledA
"Levy=-Court" sysfem dating from colonial days to the establishment
of an executive éystem with division of regponsibility between thg -
executive and éouﬁty council. . |

The Cqﬁnty Executive.was elected-ai—large, as was the County
Council presidgd;. _Six coﬁncilmen'were'elegted from_yariéus
diatriﬁta.‘ |

Thell967 reorganization gstablished'functiﬁnal responsibility:

"Courity Council- . -

County-Council was responsible fpr-approval-of'financial
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operations, operating budgets, capital qugets,'debt creation,

bond issﬁes, and the setting of the tax rate. In_addition, council
established basic service functions (police, ambulanée, trash, etc.),
.approved.uﬁibn contracts, employee pay plans; and maintained

responsibility foxr approving and amending the zoning ordinances.

County Executive .

. TheACountf Executive was given the broad responsibllities fox
'adﬁinistefing the County Government on a day-to-day basis. He
was empowered to make appointments and remove appéinted officials
at hisfpleaéuré, pfepafe and administer budgets and services, and
enforce laws. - .
The -County Executivé'appointed a Chief Administrative Offiéer-
to assist him‘in~tbelménagement of the governmenﬁ. At the time
there vegé departments .of: -
o g ?ﬁbiic Wozks
Parks and Recreation
Dévelo;ment and Licensing .
Planning
Finance
‘rTfanapor:ation
° Personnel
Edch was héaded by an official appointed by the County Executive.
Departmént staff were appointed under civil-service merit system,
although it was estimated that half the employeeslhad received

appointments through an earlier patronage system.



As the government was only two years old, the County Executive

considered his tenure as a "shakedown éffort" to establish a viable

‘modern government in the fastest growing portion of the state. The

five NASA-Drexel Research Associates were considefed supplemental
staff (See Appendix D) to the County Executive, and would work on
‘ mutually"gcceptable tasks, which would be identified in the "Entry

Phase' of Ahtioh'Research.
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FOOTNOTES

l. These and following data are from a personal interview with
Mrs. Francis Andrews, Public Information Officer, New Castle County,
October, 1970,
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CHAPTER VI

PROBLEM SELECTION

 ENTRY |

The Drexel team began its work in New Castle County on the -
first of;bétpbér,~l97b. Problem "identification and?entr?f'had been
sdﬁéduledifor a tﬁo;’té.three-mbnth‘periodrA Howévér,Awithin days pf
the initiél haﬁdshake, a crisis arose. C;tizens were éhbuting ahd ,:-
: } picketing.vaational news medi; were televisiné“what'the ¢§unty
lekecgtive,'ﬁr; W;lliaeronne3 termed "his hdﬁtést_and»mo%t_sensi—
tive prob;eﬁs."1  Countf.énd state officlals hete’éfraid of a
repeat‘bfla “Watté" type incident several yeérs earlier which-:7 o

resulted in martial law being declared and National Guard Troops

‘»p#troll;ﬁg.ghe streets fbr several months. ' ,« ".f

PROBLEM ASSIGNMENT
Tﬁg’barticular problem facing county officials was the use and
diapoqitiah bf an abandoned shopping center iocétéa in the DeLaWarr
area, a';pQ:income neighﬁorhood located southAof”Wilﬁington, tdw;rd
New Caéfié; Délaware. Residents had become inflamed when the
vacant, ;andalized shopping center, at the only entrance to their
communiei,Jwés écheduled to be made into an auébﬁbﬁile Body shop.

The citizéna demanded that the county purchase and develop the.



propertyAas.a site for a satellite center of tﬂe new Délawarg'
State program forAdelivgry of social services.

| This research associate was asked to represent the County
Executive in evaluating the problem and in participating in its
solution,

The taék was accepted for three basic reasomns:

Satiéfying the immediate need from the County's point éf view
would eétablish credentials and competencé of the NASA/Drexel Team,
and aid iﬁ the (humorously termed) Qdog-sniff;ng" phase of a

'consultihg relationship.

This research associate was specifically aékgd to assume
respongibility for the broblem, and the NASA/Drexel Team agreed.

ﬁ IF.was a new aréna‘for this:research asgociate to experieycé.
_Prior éfforﬁ had béen within or in behalf of tbe businesé communiﬁy;
It was an'opportunity-;o expefience a community viewpoint.

'Aé wiil be discussed beloﬁ; the-direct early involvément of
vthis regearch associate created several probiéms: (1) the
client's interest was paramount, the scientific'design Became
secondax&,* (2) the NASA/Drexgl Team became spiit. This research
assoclate's tésks were performed most often in thé evening hours,

and with governments and agencies outside the county government.

*This was highlighted during a community meeting when it was
decided not to administer a previously designed scientific instru-
ment which measured prejudice and conflict behavior. At the time,
it appeared that the procurement of data concerning these
behaviors would produce the behavior itself, and sxdetrack a
problem-solving effort.
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The remainder of the team worked primarily within the county
government during normal‘working hours. While information was
'sharedrperiodically,'an'intensive working relationship was not
maintainEdbdue to task differentiation and scheduling problems;i
(3) The first two stages of action research (Initial Entry,
Orientstion and Exploration) were cut ‘short and overlapped the

Action;pbases.

i THE DE' LAWARR PROBLENS

N The immediate problem was to prevent: civil disorder. Tbe
secondary, but pressing, problem was to identify and correct both
the immediate and underlying issues. The tertiary-problem was to
' enableithe county organization to better respond"to these'kinds o£
' problems in the - future-*problems for which there was no existing

structure or precedent.-

ZImmediate Problem--Civil Disorder
o As representative of the Countp Executive, this research
‘associate net with leaders from the Ad Hoc Citizens Group, and
conveyedetﬁe message: .
lef'lhe County Executive vas personally concerned.
Z;fiThe research associate was to be his link.with the
dcommunity. o
3;E,The legislative process must be £ollowed'for a social
4mlprogram of the magnitude of that demandedt
4..uThe County Council would schedule an informal hearing at

_'which time a proposal should be submitted (about six
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waeks.hence).
For the next month, the Ad Hoc Group was encouraged and
supported in thelr activities of:
1. Reviewing the "presenting problems' (the Bédy Shop) and
developing a set of alternative possible solutions for property use. .
2. Defining fhe.need for social services in the DeLaWarr
.:egibn--juéfifying the request for a social service center.
‘ 3..“T6u¢hing bases' with contemplated resourcés (State
' Departﬁent of Social Services; Planned Parenthooa,-Bureau of Child
Welfare, etc.). | | |
V'4.»'?reparation of the presentation to County Council.
At the same time, an ihdépeﬂdent evaluation wasAconduéted to
itémize égmprehensively, for decision-méking in_the executive
br#nch éf-government, the parameﬁe;é,.inteiest groups, goals,

bbjectiveé and criteria surrounding the project.’

PRELIMINARY INVESTIGATION
o Préliminary investigation and data collection resulted in

several dimensions of the problem:

1. Siétistics (income_employment, venerial disease, etc.)
for the contiguous black and white neighborhoods in the area wére
equivalénﬁ, as were other demographic, health and social indica-
tors.

2. The_DeLanrr aréa, from the point of view of the individual
citizeh,'wés‘disqrganized. There was no local government. The area

had little political "clout."
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3. Several agencies-—schooi administration, juvenile
authoritiés,‘police, welfare and other social serQices--had indiA'
vidual pfog:ams designed to aid the commﬁnity bu; there was ﬁo
commﬁniéégioﬁ and coordinatioﬁ of the various acﬁivities.

4, -Chrxent programs were planned from past history and
statistics, There were no antennae listening'for.new or different
.prdbleﬁs. * | .

'5; >ﬁééourc35 were available from.several lngls of govern-
" ment, and various publicﬁand private sources. Thése were also
uncobrdih#;gd. | | B

6. ;Ihére were'seveial processes or mech#higﬁs,at work ;

Simultanéduély (whiéh sometimes tended to get in.ggéh other's way):
. - a. ..Igegislative--.Co‘\mty-Councii directly; State Legislature. '
| | : ~A1ndirectly.‘ | |

b. ‘Administrative--06unty Executive, State.agencies, private

::agenciea. ‘ u

'6;.'SQ$131--The beginning of agitation amqng.thg residents.A

d. Le;g_al-fLand’use and other civil statutes.

e. . Expert--The va?ious expert opinions and studies of the

area.

7. _fhe:g was lack of agreement about which proBlems were
causal, wheie were symptoms, and who should takg acﬁion about what.

8. There Qas, especially among the black community, a feeling.
of persoﬁal incompetence and conviction that gdvérnmént would not.

_,:eepond t6 their.needs. |
®

v

9. There were critical socio-economic problgms--lowest income

2o
<
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‘in the County, highest rates of poverﬁy and unemployment, high
fertility rates, incompleted family unitsf'low education profiles

(See Appendix E for a full description).

COUNTY 'COUNCIL ACTION

The Ad Hoc Committee presented theixr proposal to the County
Council of November 17, 1970. Without consulting this writer or
" the executive branch of county government, County Council shortly .
aftérwafd voted to expend capital funds for a Social Service Center 
in DeLaWarr.2 The County Exécutive declined téiintervene, as
preliminary réaearch had supported the need for social services,
and the state had'informally.restructufed budget allocations to
suppbrt a facility.

:Thﬁs, the problem shifted from '"decision amoﬁg alternatives"
to one of "making it happen." Problem selection became problem

assignment.

. *Either father or mother notAliving in the home.



FOOTNOTES

1. Private communication.

2,  See Minutes, County Council Meetings, New Castle County,

Delaware, for December 1970 and Januaryxl97;.
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CHAPTER VII

"THE PROBLEM

The goal was clear: create a Soclal Service Center in DelLaWarr.
Mechanisms for achieving this goal were unclear. ;As a_partvof the
NASA/Dreiel‘Action-Rese#rch-Prdgram, this research associate was
given the responsibility by the County Executive for achieving thé
goal of §.Sdcial Service Center. Additionally, and of equal |
importaﬂée, civil vidlenéeAwas to be stemmed; and capability was to
be built within the county government for handling these kinds of
problems which tended to "fall through thé cracks":of the highly
departmeﬁ;alized bureaucratic oréaﬁization.

Although there was later found applicatioﬁ for certain ele-

ments of.apecific toois, it was NASA's ﬁanagement.of uncertainty
(i.e., Problem-Solving to meet clear goals with cloudy means in a
' turbuient'environment) which.pointed the way towards solution of‘

the prqblgmsvat hand.

APPLICATION bF NASA MANAGEMENT PHILOSOPHY

The‘rgmainder of this Chapter contains an analysis of the
DeLaWarr problem from the point of view of NASA Management Phil-
osophy. Organization of the Chapter follows the conceptual
presentatidﬁ of NASA's philosophy from Chapter IV. New theoretical

material is in@luded as it is relevant for undersianding the

[
4
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particular beLaWarr situation. and the selection of appropriete
" action strategies. The Chapter ends with detailed “Implications

for Actionr"

If Systems Approach

It wes:apparent.that individual functions were proceeding
" individually. State and County police had minimal effective
' cooperation;A Juvénile'authorities, welfere services, the scnool .
s&éten,,eocial service egencies, all hed programe;.all were:'
‘ nncoordinated, and none nere_in.communicacion with'county'officials ?
except on'an'ad hoc or cesnal oasis. |

AB was indicated in the previous chapter, prelimlnary investi- .

gation uncovered the need for a systemized -approach.

'5_'Ar _Differentiation_and Integration

The'verious resources from public and priVate sonrcea, ac'eeve.' -
: eral 1evela of government, were not coordinated. A?strong,

_ “inCegrator function" vas needed.

B.}'ﬁehavioral'Approach

Working.with the Ad Hoc Conmrttee brought-totiight two key
elements. of behavior which were heretofore not considered fully, '.
if at all, in decision-making by the county: lf The extensive'.'
feelings;oflrage and feelings of personal impooence of people
throughoufvche community, and 2. the community'inigeneral looked -
npon count&:goVernment (and all government) as opponents to be
ridiculed qnd mastered. Both theory (discussed‘beiow) and the

author'slexPerience pointed towards decreased communications and
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increased conflict between community and government, which could
be expected. Explicit consideration of these elements led to the
clinical interventions which are described in theAfoliowi_ng

chapters.*

1. Thé Pexrson
- Harvard University has recently completed a psychosocial
analysis of "ﬁlack Power" and its implications for Community
'Devglopment.' Charles Hampton-Turner made an eloquent statement:

Control of the way a problem is set confers great
" persuasive power. The person with this control comes
into any discussion or negotiation playing on his home
~ ground. He has mastered the rules and structures. '
Often, his adversary can be placed in an untenable
position or the agenda can be set so as to permit
only one outcome . . . ' :

Stokély Carmichael makes the identical1poih; in his book,
Black Poﬁer, quoting a children's classic:

"When I use a word," Humpty Dumpty said in a rather
scornful tone, "it means just what I choose it to mean--
neither more nor less."

"The question is," said Alicg, "whether you can make

- words mean so many different things."

]

"The question is," said Humgty Dumpty, "which is to
be the master--that's all." ‘

It was ‘the feelings of individuals from the black communi;y
that the county government maneuvered situations so that the
only outcome could be that "the blacks lose again," and that they.

were unable to change this situation.

#This ds an example of an "Act of Appreciation" within a
turbulent -environment decision-making process.
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Both Hampton-Turner and Carmichael--the former from-theory
and the latter from experience--reached similar conclusions: The
solution lies'not in preconceived.ends but rather in processes
which resultﬁin pexsons creating their own reconciliation of their

problems.' Thus, as problems are solved, . competence in creating

V solutions is enhanced and feelings of impotence .and powerlessness

-are reduced._

2, Group to Group Relationships

We define‘a."group"-as a social unit which consists of a
number oftindividuals: A. who, at a given time, have role and
status relationships with one another; stabilizedﬁin some degree,
and B. whompossess a set of values or norms,regulating-the-attitude-
and behauior of individual members, at least:in the matters of - |
consequence to them.s'

Sherif experimented extensively with groups, especially with

conflict behavior and showed conclusively ' contact as equals to-

. be effective:in reducing existing conflicts between_groupswand

'changing}attitudes of their members.6

Information i1s subordinate to the existing state of
relationships between groups, and actually succeeds

in changing this state only when it contains definite
evidence of a shift in relative power . . . otherwise

. + . favorable information about the advisory is ignored
1s reinterpreted to fit one's own designs, or is other-
wise ineffective as the sole means of reducing 1ntergroup
conflict.7

Sherif summarized additional conclusions concerning group to |

group beha&ior:_
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4.

S.

6.

7.
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Intergroup conflict and its by-products of hostility
and negative stereotypes are not prlmarily a result
of neurotic tendencies on the part of individuals,
but occur under conditions specified here even when
the individuals involved are normal, healthy, and
soclally well adjusted.

Cooperative and democratic procedures within groups
are not directly transferable to intergroup situations.

Important intergroup relations affect the patterning
of roles and the norms within each group.

Contact between hostile groups as equals in contiguous

-and pleasant situations does not in itself necessarily
" reduce conflict between them.

Contact between groups involving interdependent action
toward superordinate goals is conducive to cooperation
between groups, but a single episode of cooperation is

- not sufficient to reduce established intergroup °

hostility and negative stereotypes.

A series of cooperative activities toward superordinate
goals has a cumulative effect in reducing intergroup

~ hostility. This cumulative effect involves the

successful development of procedures for cooperating
in specific activities and their transfer to new
situations, so that established modes of intergroup

cooperation are recognized.

Tools and techniques found useful in problem-solving
within groups and in intergroup conflict may also .
serve in intergroup cooperation. But their use in

- intergroup cooperation requires recognition that

the procedures involve not merely so many individuals .
within a group, but different groups of individuals
contributing to the attainment of a common goal.

Cooperative endeavor between groups toward super-
orginate goals alters the significance of other

‘measures designed to reduce existing hostillty

between them:

“Intergroup contacts in the course of striving toward
.superordinate goals were used for developing plans, for

making decisions, and for pleasant exchanges.

_ Information about the other group became interesting

and sought after, rather than something to be ignored

. or¥ interpreted. to fit existing conceptlons of the
'out-group.
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lExchange of persons for the performance of tasks
‘was not seen as: "betrayal" of one's own group.

Leaders found that the trend toward intergroup

. cooperation widened the spheres in which they could
~ take positive steps toward working out proceduree
for joint endeavor and future contact. .

YC.' Problem Solvi;g
Problem solving is that judgmental proceas NASA used when
_goals were agreed ‘'upon but the means for achieving them were’ not.”
. As noted exten31vely in the previous chapter, there are several
»critical factors: -
l.i'dooperative group relationships.’
2. fLateral communications £low.
-3, iCompetence in interfacing organizations.l
The.implications foz action were etated earlier and will be .

- summarized below.:

1. 'ENViRoﬁMENTAL CONSIDERATIONS

: TnereaQEre’inconeistencies in perception,otpthe environment_f:'
between the'county government 'and the community."The county
governmentlnad been in process of becoming organieed with a central,‘
executiue:function, most appropriate for a Placid; Clustered
Environmentt"The process was difficult: several department heads.
' complained to NASA/Drexel Research Associates about the inability
to get policy directives and leadership from “the top. The |

department;heads noted the lack of a strong executive, blamed it
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on either the personalities involved or the "system"* but ‘assumed
that there ought to be strong central authority.

The environment in fact seemed to this observer to be at
least Disturbed, Reactive——with some strong turbulent elements.
Certainly, issues such as the psycho-social dynamics of Black
Pomer and the Group to Group relationshipe discussed above~include
“,critical issues of domain: what aspects of the environment are of
concern,.mhich‘pehnomena should.ibe noticed, and ﬁhat are the
criteria:for the organization's performance?

- It mas not'in this researcher's charter to investigate the
interesting possibility that the inability of the’ organization to
3 coalesce around a strong central authority was not due to person—
" alities (the system, etc.) but to the organization's need to
function_infa higher-order environment. Suffice to point out that
the Eerceived'need for centralization was inconsistent with ‘the .
. enVironment relative to the DeLawarr issue, **
The environmental textural considerations (Types 3 and 4)
N pointed tomard the need to provide action interventions which
enhanced decentralized flexibility and fostered cooperative

relationships.

*Never defined when the question was asked, "What do you mean
by 'system'?" during extensive interviews conducted with New Castle
County officials during the initial phases of action research.

**However, there were five research associates, and at least
several Action Research projects were undertaken within the
organization at lower orders of complexity, due to buffering
characteristics of the organization.
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The continued examination of the environment to identify and

resolveiﬁhe domain problems was of critical 1mpoitance.

III. ORGANIZATION DISEQUILIBRIUM
Theie.Were two organizational groupings for the researcher

to work-ﬁith:' the Ad‘Hoe Committee and the County Goverhmen;.

A. ,AdAHoc Committee

The_AA Hoc Committee was essen;ially an'already'unstable
citizena'éroup which meved rapidly into arxeas of "emerging _
opportunity." ﬁowever, much of the efforts seeped~1ike "reneem.
) motion."* There was too much instability. Seﬁe:?e;ho&;of o

guidance:was needed‘tovkeep the group,on course;ii

B,  County Government.

-The_eeunty government, on the o;her‘hand,,eihibited great
inertiafin_erganizing to meet problems which crossed departmaental

liges orﬁreduiredrmddification of current'p:ocedufes.** '

. *Observation by the author.

*¥Twp NASA/Drexel Research Program colleagues conducted an _
Organizational Development (0.D.) project in which _they worked
directly with the County Government to improve its effectiveness.
In the last month of the action research period, this Research
Associate was asked to establish an interdepartmental task force
and work with it in organizing the resources of the county to
meet the DeLaWarr problems. Perhaps the effectiveness of an
0.D. program is dependent upon a critical need from the client's
point of view (not the consultant's). That is, the 0.D. approach
is best'apbroached in support of a task or goal of the clieat,
and not as an end in itself. This is an area for further
scholarly reseerch. o o
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IV. SECOND- AND THIRD-ORDER EFFECTS

Pa&ing-attention to the interaction of task accomplishment,
psychology of the individual and sociology of the group are
examples of higher-order interactions. An additional example
with negative impact was the removal from the tax rolls of the site

selected for the center.,

IMPLICATIONS FOR ACTION
The implications for action are summarized in the following

table and ‘are translated into an action program in the next chapter.
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FOOTNOTES

1. Sites, Lt. E., County Police, personal communication,

2., Hampton~Turner, Charles. '"Black Power, A Blueprint for
Psycho-Social Development,' in Rosenbloom and Marris, (Eds.)
Community Development: Working Papers.

3. Ibid(, p. 66. Emphasis in original.

4, Carmichael, Stokely, and Hamilton, Charles V. Black Powér,
The Politics of Liberation in America. New York: Vintage, 1967,
p' 36' ' . ’

5. Sherif, Muzeifer. In Common Predicament. Boston: Houghton
Mifflin, 1966, p. 12. '

6. Ibid., p. 88.
7. Ibid., p. 86.
8. 1Ibid., pp. 90-93.

9. Siegel, S., and Michaels, T. Ph.D. Theses, unpublished.
Available from Drexel University Library, Philadelphia, PA.
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CHAPTER VIII

ACTION PROGRAM

 DE LA WARR PLANNING PROCESS

The NASA Planning Model is an articulation of a process which
involyea line and staff management together with resources and.
operétional representatives in a perticipative problem solving
effort to'develop feasible programs. As was statediearlier,vthe
NASA Participative Planning Process was developed in reaction to
the. failure of NASA's previous planning technology. an "Expert
Staff Planning Group."

NASA's situation was analogous to urban plenning failures..

Urban olanning_by‘“experts" alone doesn't work. In a review
of ‘a new New York City Comprehensive Plan, Ada Louise Huseeble,
New York Times critic of urban planning, wrote:

. « . the textbook scientistic-Utopian planning of long-

range policies based on statistical extrapolations and o

translated into massive rebuilding schemes has proved

such a conspicuous failure in the last 25 years that -

doctrinaire planning, and its adherents, are in con-

slderable disrepute and disarray. The impressive

theories and presentations that seem so intellectually

~compelling go up in smoke when faced with the human and

political equation . . .

Therefore, the (new) plan deals with the processes;

with the forces of growth and decay and the inconstant

human factors that underlie the city's serious disorders--

things that cannot be pinned down on charts or graphs.
It is designed for the greatest flexibility.l



New York City was not alone. New Castle County had also had
its problems with urban planning by experts. The "Operation Break-
through" effort previously had failed, and there were numerous
instances of other failures in various programs of housing and
social improvemert.

The first step toward the achievement of a DeLaWarr Social
Service-Cehter was the establishment of a system to plan it. .Thel
failuxe of urban planning, as told so eloqﬁently by Huxtable,
added to the researcher's conviction that the planning éffort h#d'
. to be désigned for a complex, dynamic.environmént. Measures which
would stimulate coordination and cooperation and enhance the
idéntification of forces, issues, needs and solutions as acts of
adaptation and apprgciation were needed.

NASA's participative planning process provided a basic
structure for planning the DeLaWarr Center. Tﬁe NASA structure
deliberately involved those with the most direct ;nd complete
knowledgé of the 1saﬁes,>and the problems, together with thdse

responsible for cariying out the plan, thus generating the best

technological approach with commitment to making it work.

ESTABLISHMENT OF A NASA-TYPE PLANNING PANEL

It was, therefore, decided to appoint a Planﬁing Panel to
prepare the short and longer range plans for implementation of
thelDeLaWarr Social Services Center. The extant Ad Hoc-Committee
was the basis for the Planning Panel, augumented By community and

~ governmental resources.
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This sccomplished the following:
1. Gave stability and direction to the Ad Hoc Citizens -Com- Ti?*
mittee, which reduced disfunctional excessive diseQuilibrium. f.fdty“ﬁ
--'2;y Transferred ‘the divisive conflict and civil disobedience ;L dil

j.into constructive problem—solving effort.

C 3. Provided a mechanism for government to be responsive to."
commnnity needs, thus providing an experience which was - dissonant ;1

f'with previously held attitudes of community members toward govern-:g%; g

' ffment, and produced ‘a force towards disequilibrium.f

4. Provided an opportunity for government to 1earn of com—‘;f"
fmunity needs and priorities first-hand _thus- providing the oppor-'?":>
tunity for ‘a restructuring of value systems and an MAct of =
:Appreciation." : |
5. VEstablished a responsive outlet for-individual'"rage"
.which‘could turn it towards the seeking of constructive solutions; .h
'Gy Provided an opportunity for community members to develop.
. feelings of competence by actually developing competence.iﬁgh.
- - 7. Developed community commitment .to the plan once made.
:85- Developed a: super-ordinate goal which promoted satisfactory
'.'group to group relationships.

9. Enhsnced Problem SolV1ng by providing lateral exploratlon
of issues and information and maximizing interpersonal 1nteractions
in the perticipative process.

10. Provided a forum with maximum disclosure and discussion of

'1all relevant issues-—economic, political and- social



In order to achieve a viable Planning Panel, there had to be
consideration of the other elements of the NASA Planning Process

Structure.

Planning Steering Groups (PSG)

The_function of NASA's PSG was to aid, support, providé
adminisﬁra:ivé services and guide the Planning Panels. This
researched assumed the PSG duﬁies; In this case, there had to be
specificAattention to: -

1. Top level support and genuine commitment:ifrom legal
authority. The County Executive affirmed that the Planning Panel
was not a device to "buy time."

The.Planning Panel functioned with the parciciéation of

‘ goverhmental ;esoutces and was charged with the goal of ultimately

creating a viable center.
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2, Clear Statement of Mission. This was negéssary to provide

a superordir;ate goal.

3. Frequent Task Meetings--to provide full flow of informa-
tion.and'harmonize’interperspnal contacts. |

4., Involvement of other individuals and groups as additional

skills and resources are needed.

Iangxatioh and Review Board

This function was performed by this researcher and the County

Executive on an ad hoc basis.
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NASA CONFIGURATION MANAGEMENT

The need for a strong "integration funct;on" was apparent.
Not only were county departments pursueing esaenﬁially independentv
courses of action, but coordination among various. levels of .
governmept,.and public and private resources, was almost nén-e
existanf. |

The formal-Caniguration Management System was appliéable,

but cumbersome in this situation. This research associate per-

formed the "integrator function personally.



1. New York Times,

FOOTNOTES

November 19, 1969.
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CHAPTER IX

IMPLEMENTATION IN DE LA WARR

I MPLEMENTATION {
Tha Planning Panel was established and the'gifizens7 Ad Hoc =
Committeg was 1egitimized by having each member formally appoinged”.
Byithe Céuﬁty Executive. Additional nominatioﬂs were soiicited
from community leaders to enable the Committee to be ;eprésehiaﬁiVe;
of all.gépgraphic, racial} economic, e;c.; subg¥9ﬁps. Exhibit 1
is the letter appointmég;, Theré were twentyf96ven originailﬂi
ﬁembers; : o o
The éitizens"Ad Hdé‘Commi;tee was empoﬁéréd t§ work in four
- main aré#s: | .
1. Need Iden;ificétion aﬁd Procurement
o Determine required services
Arrange for'theﬁ
E Coordinate among them
2. Facility
: Prepare facility requirements
Recommend architect -
3. Opéfation
Prepare operational requirements
.. Coordinate among the identified services

Prepare to meet changes as required
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EXHIBIT I ]
May 21, 1971

Your interest in the Community Services Center which is ‘being
planned for ‘the former Oakmont Shopping Center site is greatly ‘
appreciated by your County officials and by your fellow citizens. I
am hereby appointing you to the Community Center Advisory Committee,
and I am-asking that you give us the benefit of your advice and help °
in- advising and carrying out a worthwhile program of community :
service from that Center serving the entire DeLaWarr School Districtl
area. ’

It will be the .Committee's function to help us to design the
.precise physical facilities to be erected on the site; to help
decide which social service programs shall be furnished at the
site; to decide whether the site should include a social and com-
munity center for the immediate neighborhood; to recommend what out= . .
lying facilities might be provided in other neighborhoods;-and to
recommend what services might use the community center as their ‘base
of operatlons : .

We are anxious to have every interested community in the
district represented on this Committee and expect to enlarge it
somewhat. I am réserving the right to ask for the resignation of
anyone who is not able to attend the meetings and contribute to the:
problem. -

I would appreciate your letting me know promptly if you cannot’
serve. I have asked Mrs.. Deborah Wailes to act as Temporary Chair-~ .
man, and she has called a meeting for Wednesday, Junelz 1971, at
7:30 p.m. in the. County" Council caucus room at the Publio Building,
1ith and King Streets, Wilmington, at which time the group will
select its own Chairman and other approprlate officers. My repre- )
.sentative on the Committee will be Mr. Mason Cadwell consultant to .
New Castle County. government. : '

Thank you for your willingness to serve and best wishes for a-

‘,~euccessful program.

‘Cordiallyf&ours;

William J.-Connér
County Executive

WJC/smc

W
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4, Propos#l

" Prepare proposal for federal grant mbnies_

The committee functioned initially to define -the problems
relevant to their goal of a social services center; and idéntify

additional resources which would be relevant.

A. Problem Identification 1 i

As well as the initially presented problem of the “"Body |
Shop;".theré,were--and are~~underlying problems of juvenil; delipj'
duency, héaith and social welfare, drug abuse,»medical and dengal
problems. ‘Thesé first identified problems‘servedtaS the basis for

iniciél'Orgahizationﬂaround which additional problems were identi-

fied for solution.

B. Resource Identification

.In addition to the known and fequested regources of the
DélaWarélsﬁate Social Service Department, these additional'_
resources were contacted and involved: . |

| 1. O;hé:-gOVernmental functions (Juvenile_Corféction,
Department of the Ageing).

.2. 'Cifizens' Groups-(Civic_Associations and Federationms,
Ad Hoc Committées; Volunteer Fire Departments).

3. AProfessional Service Groups (Pianned Pérénﬁhood, Co@-
munity Actiqn).'

4.'-Ne§ Castle County (Police Human Relations,_Librar&,'
" Parks an& Reéreation). |

5. "Local School System.



An effort to develop the linkages necessary to‘the'total
effort was started.’ | i

Bringing together the various resources to attack the problem
required_oooporation among groups which heretoforé had been pur-
suing mofe or less independentvcourses of action.f Several activi-
ties were'tAEen to build these.links. This was a contiduing
effort, ono required a dolicate balance_between'aohieving the
-desi:ed participation without creating unreasonab}e expectotions
or otherWise‘jeopardizing the effort. |
' A.'_Coonﬁy Executive--State Department of Social Services ‘

"l yas held by the county with the

A "Confrontation Meeting
director and key staff f:om the State. The agénda consisteo of:

1. 1How_each'sees his>own problems and priorities. |

2. Hoﬁ each views the_other's problems and priorities.

3. How we can work together. |

- 4. 'Who else should be included. .

Thio:meoting was successful. It ended with_a; off-the-record
summary in which,eoch organization candidly stated ﬁhefo it stood
and agreement was reached on a plan for further ac#ion.

Bé Fedoratioo of Civic Associations "A S

In order for the Social Service Center to be‘viable, it must
draw its olients‘from the surrounding communioy a? weli as in the
immediate neighborhood. The immediate neighborhooo was-black.
Surrounding this were white communities, roughly oooivalent'on'a

socio~economic basis. The county supported an. effort springing

from the people to weld the various different.neighborhoods

. R
’ i
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togéther. The effort was in the critical stages of initial -

organization; and is known as DEAL--DeLaWarr Environmental Aware-

ness League,
C. Other Resources' o i
As relevent resources were identified they were contacted,

informed of the DelaWarr effort, and invited to participate

:REDUCTION OF RACIAL TENSION _
| An additional problem in the. DelLaWarr area was the racial
tension between Blacks and whites. |
Throngh their functioning, the committee would work on the'>

"Tasks"'necessary.to make' the social center,a reelity;* Butb
their functioning would be also the first step in the "Process
of'blacke and white working together. In eolving the tasks before
them, links would be forged between black and white. The positive
experience would help reduce the racial tension which existed "
: between them, and asgist in the development of personal competence,
for the perticipantsr | |

'. That.this was successful was evident when a'whitercommunity
leader took me aside after a meeting--one at which a lot wes:
eccompliahed--and said, "God damn it, Mace,'these niggers, I
mean blacks, are really people. I could even be friends."

| That meeting, in fact, was the point where I observed the

thrust of the weekly meetings'shift from a bargaining attitude to

*Note that these "Tasks" were in support of a superordinate
~goal, and not "merely a pleasant situation." See p. 84.
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one of problem solving. _grior to then, each group. ih.the meeting
strove for.?ccomplishmeﬁt\vis—a—vie the othex. quormation,igoals,
desires, vaiﬁes, strategles were concealed from each other until
they were useful in accomplishing something specific. When prob—-

lem solving?became the primary modus operandi, ;hése data, goals,

and so forth, were shared more openly in an apparént effor; to.
. accomplish a superordinate.goal, which would benefit all. |
| RESEARCH ASSOCIAIE FUNCTIONING |

For the next year, this Research Associate Assisted the Ad
Hoc Committée in their functioning in séveral wayé?

1. Asl“P:ocess Consultant''--"stopping the ac;ion" to examine
what was go;ng oh in the committee meetings; to.p¥ovide atténf
tion towafd disfunctional or limiting behavior and encou:age stabil-
ity and actg of appreciation. For example, there were (espgcialiy
in the beéiqning) many instances of incongruent céﬁmunications
(usuélly the words did not agree with the way they were said).
When confronted, the communicants realized data was being filtered
to meet preéonceived notioﬁs-—and when quality of communicatibnv
changed,’atéitudes changed als@. (As a side note, ome had to be'.
very cafefﬁivto pick the right timing for this kiéd ofban inter-
vention. If intervention were premature, it tended ﬁo feinforce
the conflicﬁ; There 1s no explicit advice for thé reader ‘to follow
in deciding ghe timing of the intervention. For Qe, the deéisign
seems intgifive and based on experience. Perhaps‘ﬁhere wereisubtle'

cues from.the exchange that the quality of communications was -
T ‘ Y.
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starting to'ehift, and then the consultant clarified_what‘wng - 1};:”
happening and reinforced it.) | ”
A case in p01nt was consideration of inclusion of the Police
Family Crisis Intervention Unit in the Social Servides Center.
Initial discussion got nowhere. For several weeks;_the contro-.
versy raged;: Then the patterns emerged. Each:reacon "pro"
generated'a‘etrong-rationele against; Ground shifted from week to
week;-andjiery seldom repeated itself, Finally;‘thie researcher
intervenéd{fo have che Ad Hoc Committee,eXamine.;he process which
' had oeen'ceking place. That is, an examination not of the content_.;'vv
of,whatihapnened but how it took placel In tne ensuing discussion
" the nateEfnstemerged'of‘subgroups and individuals, who consistently .
took one noeition;or another. In exploring the’pectefns, aduifeﬁf B
ztionel cecc.euerged: those againet'were afraid»thet "the'govern- f'v
-‘ment and white community wanted police controls in the Black o
a;ee~<' Those for had been bullying and not listening.
H:‘The.re;ult-was that communications became poesible,iehd the
'original plansro

b
called fo?;only plaincloches FCI personnel in enticipation of the

issue.wae eettled. (An interesting point is that

. %*Family Crisis Intervention (FCI) is counseling technique used
by the New Castle County Police Department to try to get to root
causes of family problems--marital strife, runaways, etc.-— so that’
they will cease to require periodic police action,  The FCI Unit
developed as a part of the police defining their role in the
community as a service organization in contrast. to’ the punative
thrust found in many police departments.2
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police—ete%ion issue--but subsequentiy those who Were previously :
against thelconcept made a minimal uniformed enfeicement capaoilitfe
part ofutheir approval requirements.)

2. As a link from the Committee to resources—-As resources
which shouIH be consulted or involved were determined the research -
associate functioned to get them together with the Committee.

Early in the year, this took some "arm twisting. Resources_wanted
tovbe su:e-that the Committee was legitimate and:viable, before
' commiting-tnemselves to participation. This was‘especiallf pre-
valent among professional people who had had limited contact with'
Aunderprivileged people and had stereotypes based.on local. riots
' several years earlier. Additionally, some were pereonally
frightened:to‘come into an area whose potential for disorder had .
been widely publiciéed. Later, as the Committee;; activities’
became knoﬁn; potential resources asked to becomefinvolved.

3. Aeﬂcounty repregentative-- v

-Contect:with the county was maintained to kéep council and
executiye informed, to ensure unrealistic or unreachable goals
were not set, and to allow this program to be coneistent with
other adninistrative and political activities. Tnis was achieved
through periodic meetings with the County Executive, and by having
him partici;ate infrequently in Committee deliberations.

hese activities continued for over a year of Committee
meetings and integrative effort. Activities and 1nterventions

were‘rejected which would have made the research associate role

one of "staff" to the Committee., The Committee had to do the

w
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- work if competence vere to be developed. It could not be done
:ffor them. This was evident from the first. In the first meeting.-i
with the Committee the research associate nade a statement that -
he could-notssolve their problems. He could help them solve them._,
.He had accees to resources, personal skills in. organization and *
‘change which can help, but "he. can t solve the problems that face
you. A reply came from one of the blacks who had been agitating 1
for further civil disorder.‘ e 've been'studied to death by SR
eggheads who came, talked to us, got up our hopes, and then left
i'and wrote some (stupid)* paper for other (stupid)* eggheads and -
nothing happened ..,T This was the first step in my becoming |
faccepted--after the reply, we started lookingl i o R
- By assisting the Committee but not doing the staff work the
vﬂ'fresearch associate accomplished the following..e-rfLLJ 1;.€3;h

’l Followed the NASA Planning Panel Concept for planning in L

L fa participative process.
2. Observed the behavioral and- sociological implications»"
of the committee in action--a first cut at Ada Louise Huxtable P

". . .-processes « « o forces of growth and decay, human factors

c . that .cannot be pinned down on charts or graphs.'

and prepared
for subsequent action based on the behavioral open systems model
described above.

3. Paved the way for the "system- to respond to them, rather . =

than forging a mold in which they would be constrained (ox

*"'Stupid" s not the word that was used.
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co—opted); This meﬁ in an operational and evolutionary (contrast
with disruptive and fevolutiona:y) fashion the issue of ". . .
white techﬁoiogy'. . . instrument of oppression."
4. Faced the personal issues of identity, competence, self~

confirmatioq. “

5. forced lateralAfelationships'and a concurreﬁt problem-
solving approach. |

-6 Mét the problems of planning in a turbulenﬁ environment
in that maximum attention was paid to the requirement for allowing
significant forces;'issues, etc. to emgfge and'gg&_become blindedl

by preconceived notions.

OUTCOMES
The,Ad-Hoé Committee functioned successfully:
A. vAh operatidﬁalistatement of needs was determined and used
"as the basis for initial facility planning and'rééource p¥ocure-
ment. ' |
'B.,'Résources‘with application to sﬁecific needs were cbn-
tacted and involved in the planning proéess;
C. Initial facility planning was conducted in conjunction
with resource personnel. An architect was selected. |
_ D. ‘A proposél for additional Federal monies was prepared; in

conjunction with involved federal agencies, and submitted.

E. An-initial operating and organizational scheme was prepared.

While the Ad Hoc Committee was functioning successfully, other

related problems became apparent:
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'Av Blaekfwhite relationships in the community were not
particularly improving. Members of the Ad Hoc Comﬁittee functioneo
in a cooperative manner; but this had little impact on the area in
general. ;

B, 'County services were not coordinated. Each-department
»would partleipate fully in planning for the servicelcenter but
there wasvuo effort toward integrated planning in other problem
.arees; N | | | | |

c. Stete, county, school and private services were'elsop
still baéi&élly uncoordinated. |

YD, While county representatives who worked with the Comulttee
have developed excellent working relationships, county and state _'i
officials,were still looked upon in general by.the.community to,be r
essentially?unearing and unresponsive to theirvneeds. |

While wrestling with -an approach to solve these problems, ,

another crieis developed. shooting in-Belvedere.‘
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FOOTNOTES

1. Invented by Richard Beckhart. See, for example, Beckhart's
volume in the Addison-Wesley Series in Organization Development:
Organization Development: Tactics and Strategy, Addison Wesley,
1969.

2, Sides, Eugene, Lt., Police, New Castle County, private
communication. '
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CHAPTER X.

BELVEDERE

Belvedere is another primarily black, disedvan:aged,
unincorﬁorated‘community in the county, with the county government

the*cloeés; government to the people.

PROBLEM
A thirteen year-old boy was shot and in the hospital in
critical condition. The community claimed racial conflict—-
teenagers from the affluent Brandywine Hundred area were harassing N
their cnildren. An-emergency meeting was called By_concerned |
citizens--an attempt to mobilize government resources to be
concerned with‘and to respond to theirlneeds to stem antieipated
ifurther violence. This fesearch associate wesieskea tolthe .
‘ meeting by community 1eaders, as - personal credibility had been
established by the DelaWarr efforts. Present at the meeting were
representatives from: |
: B Belvedere Community |
County,Recfeation Department
. County Police (who did mot have jurisdiction)
"Q County Executive's Office" |
vState Police

State Department of Social Services
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State Department of Corrections
United Fund

There was much arguing and shouting. The tone.of the meeting
was défenéivé. Nothing was accomplished or resolved. .Outcomes
wefe: .

l. Citizens were convinced that the State Police would not
step up patrols or otherwise takg action because'. . . we have to
patroi Brandywine ﬁunéred. too." (Brandywine Hundred is where f
many advantaged whites 1ive.)l

2. .Issues of substance were not clarified mor were facts
clear. ‘Iﬁere were apparently some real problems underlying the
-violéncef'

3. There were increasingly negative relationships bétween
goyernmeﬁ; and citizens during the course of thé meetihg. Govern-

- mental representatives who sympathetically reached éut to comfort

‘the 1njgrediboy's father were ''slapped down' by other governmental

A

. 4
representatives.

4, iTheré-was noticeable lack of knowledge,-coordinatibn,
and cooperatién among governmental agencies.
The'ﬁéeting broke up with hostility on ali‘sides.
Subsequently, the State Police did increasé their activities.
Community‘leaders redoubled their efforts to control troublemakers;

The hostility between government and community continued.

FURTHER EXPLORATION

Further exploratiom during the next week revealed that:
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1. There were issues of substance,1notsbly_police‘services,
housing, treffic, streetlighting and recreetion‘."~

.42,,'Coordination among government‘departments;-levels, and
agencieslwas Iimited. |

| 3. There was . genuine commitment from most government
representatives, from all levels, toward solving the problems and
working with the community.

4. ﬁihere.was genuine commitment from most community residents gv
toward working with government to solve their problems, and under- l,
standing that action took time and budgets.

There was‘agreement among the various individuals and groups
that'the.issues'had to he clarified and solutionsﬁhad to be SOught.::
Yet the. meeting called for that -very purpose resulted in conflict |
and hostility. | |

Subsequent personal interviews with meeting participants
about;this-issue identified two common<trendeztl

.l{h From representativesof government:

' "The Belvedere people are trying to push us around and don't
understand the overall job we are trying to do." They want more
than their share.

2, From representatives of the community"

"The government isn't doing anything to respond to our needs.
Brandywine Hundred is more important than we are.

Quite obviously, there were vast communication gaps. There

was much negative stereotyping and the factual information was -
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.being suppfessed, ﬁisinterpreted, and otherwise filtered to meet

pre-existing convictions.

ACTION

The'iﬁplementation of the Planning Panel in DelaWarr was success-
ful in genérating cooperative relationships toward the goal of a
community ébcial service center. These relationships were necessary
" in Belﬁe&ere} Howgver, the time element did not aliow for a long
seguencé'of.meetipgs in which the relationships could be Qeveldped.

Thus,'che a&;ion planned was to assemble the individuals who
would constitute a flanning Panel and meet together fo; a 1oﬁg
énough period of time to allow communications to ‘take place. This
regsearcher had previously identified the gap between intentions
and outdome of the previous meeting. By focuéing attention on this
gap, and the feelings and attitpdes which created it, it was
-hypothésiééd-that the gap could be overcome.*

Thus, with the cooperation of the State Director. ofASocial .
Sgrvicé Ceﬁters, and the Governor's Assistant for Human Relatioﬂs,
an all-day'workshop was plannéd to be held in the community,. to
try to attack both the substantive issues and the;negative rela-

tionshiﬁa’pétween community and government.

*The basis for this was established during the 1970 Boston
University Seminar for Consultants in Organization Development,
in which the author, together with seminar participants, used
workshop techniques to overcome adverse police-community
relationahips in South Boston.
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- o Participants

SWMARY OF WORKSHOP

Nﬁw,Castle County Government
Count& Executive
Department of Development aﬁd Licensing
Departhent of ParkS'aﬁd Recreation
Departmént,df Police

~ State of Delaware |
Department of -Health and Social Services

. Univexsity of Delaware |
Department of Health

Belveﬁere Community
. : . New Castle County Housing Autlhority

Locél Schooi System’ -

_ Published Purpose
The purposes for the workshop , asfprompigatéd.ko those
invited; were simpl& for:
Govéfﬂment and Community to:
Explore needs and problems.
- Involve resources,
Establish lines of cammuniéations{ ,»

- Plan for change.

Whét Happened

The morning was spent examining the attitudeé, biases, habité}
. assumptioﬁé and feelings of the participants toward society, toward

RO
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existing"oﬁganizations, toward each other, and toward thomselves;
Surfoding these underlying factors enabled pérticipants to

examine»facﬁors which were influential but often unstated and to

build pieliminary bridges of understanding and trust to each

other. fhe need to explore underlying factors was.evident from

the DelaWarr experience (The police FCI controvoroy, for exampie)f
The mechanism for this was a simulation game which included

elements of negotation and bargaining in a ohree—tiered lo& mobility

society.* The initial game state was carofully structured to

include a "mix" of bureaucratic and citizen representatives-at.each

level-of :ﬁe.oociety. |

| The "game" went on only a short while when the lower society

levols banded together and confronted the "top level" with the

problems of being underprivileged. Using thé'game as a structure,

.participants worked through the feelings-issues confronting

citizens and government today. .This was fantastic and'fasc1nating_"

as at each lével of the game were reprosentativesbof all levels

of real life.

The end result was a genuine feeling for théfagonies and

responsibilities for each participant in his real work role--both

*The game called "Starpower" was designed by R. Garry Shirts
as an experiential tool for raising questions about the function
of power in a competitive society. Details of the game are con-
tained in Appendix F. This game was selected based on the writer's
positive experiences from other community groups who had played the
~game. Apparently the experilential methods- of working through the
power and the emotional issues related to underprivledged areas
produces significant results in communication and understanding
among participants. This is an area for scholarly research.
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" those yho_iook at themselves as being on the "ahort end of the
-stick“ and:those respouedble for provision of services--for them-
selves, and for each other. |

As well as generating personal growth and understanding, the
‘ game enabled group cohesiveness to be built across the preV1ously
divided bureaucratic and community representatlves._ This waa
necessary for the efficient use of the afternoon.
| The afternoon was spent in self selected smail groups exploring t
the patametets of the Belvedere problem: | | |
." l.L Stating critical needs. | |

2. .Defindug resources.

3." Planning for action.

4. Assigning tresponsibilities.

N wonxsnor RESULTS

_ Results can be desoribed on at.least three levels--the 1evel
: of specific isaue-oriented actions, the 1evel of'communications,
and the level of the attitudes of community and government toward

- each othex.

;fA.f‘IssuerOriented'Results

1. Key needs emerged: The areas of houeingdand recieatioh
were ptiﬁat&. vaandoned houses were not only eyesores degradiug,
" the neighborhood but were also used for drug’ traffic and prosti~
tution. The 1ocal recreation program was 1nadequate in both con-

tent and availability during evening hours.
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2. Neéded"resource‘s were defined: As well as the resources

which we:e'énticipated (and invited to the workshop), there were
séveral state agencies and private ''Red Feather" (United Fund)
orgénizatiqns identified peripheral to housing and recreation
functions. These were the various welfare and support agencigs,
the juvenile authorities, and State Department of Labor. Plans
were made to approach and involve these'addit;onal:resourgés.
.Aﬂ additioﬁal_resource proved to be the community itself,
espédially in the identificaCion.of relevant needs and under-

s;anding the complexities of the Belvedere environment.

3, 4. Planning for Action and Assignment of Responsibiligi;

Action plans emerged on several levels:

IA. County Government: - The individual Departments'repfesented‘
indicated the need for their departments to become moxre responsivéA
to the community, and for additional effort toward integratidn
of yarious county functions. Each department would attend to ﬁhe
problem of responsi&enesé;,an interdepartmental pianning'group
would be esﬁablished.

B. intgrgovernmental: The need for ‘involvement of additional
government functions énd the integration among govérnments waé'
iden#ified. The state social service representativeiassumed the
"inteérator“ iole;

C. Citizen: The use of citizens from thé'community as a
resource waéinoted above. ' In order to function more‘effectively,

the community started the development of a federation of area
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:aasociations. Included were the "Young Gents,"

the‘ﬁelvedere
Civie Association, and the Fire Company. This amalgamation
resulted in’ inclusion of all known organizational ‘and individual
- strengths in a group which was expressly designed to perform within
the commdnity on a continuing basis the communication and working
out of problems.which was accomplished between'goyernment and - A
community'dnring the workshop. |

D. “lntEgrator Function: .The. need for integration among
privateyandfoublic'sectors was identified as the result of‘work-.
shop exoloration of the housing isaue.l' |

Thexﬁrohlem of abandoned housing was noted.ahove. The oonnty.
had alreadyAtaken title to the houses—-but did notvhave‘the-budget
for demolition. Additidnally, those reaponsibleifor aasigning»L;
demolitionﬂnriorities did not-know of the proatitdtion and drugh,-’

issue. During the workshop these. factors aurfaeed,'and a new

solutionfwas”found. Eventually the quasi-private New Castle County_}”3'

Housing Authority was planning new in-fill low: income hou51ng unltsy
to replaee*the demolished housing. By transferring,legal title a
to the land from the county to the Housing Authority (and the
Housing Authority would get title later anyway), it was possible

to use federal program funds for demolition. Additional possi-
bilities; such as moving housing to these sites tron houses con-
demned for highway construction was also considered and those at
the workshop gave aasignmenta to themaelvea to follow up all

posaibilitiee.
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_ The need for an "integrator function" to éoqrdiﬂate the
actions of various interested persons and groups was apparent;'work;'
shop partiéiﬁants established an informal network among them-
selves witg specific plans to meet periodicaliy oVef importént‘

i ssues, ‘involving additionalrresources and organizations as

appropriate.

B. Communication Results

Joqkeying for position and the use of the cémmpnicati;ns
process in # competitive way was chaﬁged to joint exploration and
solution.: An example is found in the recreation iséué. Initially, -
community representatives were complaining thaﬁ the recreatioh.
pfogram had been cut in half. A governmental represenﬁative
résponded bj;showing his budget which had been sﬁﬁmarized by
computeﬁlin:a comparison:of current versus last.year's actual
and planned expenditures. Thé compﬁter printout showed the budgét
almost doubied from one year to the next. This generated a shout-
ing match until some time later it was found tﬁétrthe.current
year's budget included an allocation expense for department‘maﬁagers,
which had Béen absorbed in overhead the prior year. IWhen these
facts became known, communications shifted from shouting to
éxploratipn Qf what could be done within current limitaﬁions,

: Anéthér example was the statement by community‘leaders that
they had(ﬁried té communicate, but were continuall& sﬁunted from
person to'pérson, very politely, but with nothing ;ver accomplished.

Upon looking further, it was found that only three attempts were
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made in the laat year, and that the unrasponaiveness was left over - - -

from the previoua "Levy COurt" form of government."

C-M_e_s_

The indication of shifts in attitudes from conflict and
hostility to:cooperation was-fourfold:
°-::heporta from the participants after the workshop.
: Behayior of the participants relative td,e?Ch other;ipf
‘-thefworkshop and for the weeks following'the workshop,
.outcome of a conflict measurement device:administered
‘ pfe— and post-workshop to participants._ -
'Inquiries from participants and non-participants about

.conduct of a workshop in other areas.bl

1. Reports from Participants _'-aj'

The author contacted each participant individually in the .)
week following the workshop and six weeks later, asking the. fol- -
lowing questions. B “

e 'Was the workshop worthwhile?
Wbuld you participate again? ‘
lHave you talked to (government) (community leaders)
-since the workshops?
fHave you talked (with your associates). (in your community)
:about the workshop?
All. thought the workshop worthwhile and would participate

again. Close_to 100%Z of the participants had talked about the

workshop withJothers in their environment; 30% of,the community
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and 66% of the government representaciﬁes had had contact with
each other iﬁvthe following week (rising to 50% and 87%,

respectively, six weeks later).

2. Behavior of Participants
Behéﬁior during the workshop was already_noﬁed.< Post-workshop
action inéluded several instances of support of the community and
responsivenesé to probleﬁs. For example,'a county vehicle was
dispétcﬁed to aid the Civic Association in moving an aged resiéédt
thrown out of her home; a éounty recreation oificial_met with:
éommunity teen-agers to determine a'p:ogramAwhich would meet

their interest, and citizens provided information 'to aid police

in drug enforcement.

3. Conflict Measurement Device

Usi#g a game theoretical approach, the authof-developed a .
measﬁremént'tool for assessing the dimension of canflict versus
cqopéraﬁion;'over the course of the workshop. The experimental
use of the tool is éontained in Appendix G. Resuits were that
cooperation;;was developed; however, sciéntific validity was not:

obtained due to lack of control and placebo data for contrast.*

4. Inguiries

The author received inquiries requesting the conduct of a

*This is a good example of Action Research providing data
which can point toward an area for rigorous scientific study.
The author is developing a "programme" of follow-up investiga-
tion around the issues of a game theoretical approach to con-
flict and cooperation.

2

1
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 similax vorkshop in other areas of the state,.conoerning the
establisbment of a:participative planning'process,;started by'a '
one or two}day workshop. Specific issues were: suburban low
 income housing, rural social service delivery, and race relations.
The’ author either assisted as requested, indicated the need for
further preparation prior to an action program, or showed the.

inadvisability of the requested technique for the specific prob—

len.

ourtoMEs h
ZTbe'relevant outcomes were two-fold:
. A, An attitude of conflict and hostility was replaced by
cooperative problem solving. o ‘
o B. The relationships established between community and o
government served to: i
v‘fl,~¢Enable government to become more responsive to -
écommunity statements'of need, and <
2, Aserved to allow_integration of'effectvvithout a

‘separate integrator function.
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FOOTNOTES e

1. Author's notes from meeting. Quotation from state policeman.

.
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~ SECTION IV

CONCLUSIONS .

The pr;mise of the NASA/Drexel Program was that management
technol§gy déveloped.for the space program could be utilized or
adapted for application to urban probleﬁs.

A clinical methodoiogy, "Action Research," wés adoptéd to -
guide the'obérationai implementation of selected ﬁecﬂnology'to
solve specific problems in the DeLaWarr and Belveéere areas of New
Castle County. Within the coﬁduct of the program it was found
that the management philosophy which guided NASA iﬁ develofment'
of specific management tools to meet NASA's problghs had relevance
to this feggarcher's efforts. Thus, the scope oﬁithe progfaﬁ was
expanded to evaluate the utility of NASA's philosophy and approach
to management as well as the applicationlof.specific manag;ment
tools to mee; specific assigned problems.

Con;lusidns drawn from this stud& are summarized beiow from
several pofﬁts of view: |

®  Action Research Process
.Philosophy of Management in a Turbulent Environment

NASA Management Technology

Achievements in New Castle County
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A@TION RESEA&CH PROCESS

The Action Research Methodology provided thatfaction-
interventions be planned and taken in response to needs of the
client system, and that these needs would be identiiied during ‘
the clinical phase of the NASA/Drexel Program.

It was therefore inappropriate for specific NASA technologies ;_;5;”
to be identified for transfer in advance. The broad treatment ,d o
herein of NASA Management Philosophy and a display of available
technologies‘which provided a "menu" for technology transfer
selection,gwas an lmportant preparationpfor working with'the‘l:
- client systén.

But. the Action Research Methodology had a second important
impact:” issues of problem selection, identification of aspects
of the environment which were of concern, pin-pointing the rele-v
~vant phenonena, etc., were not determined in advance.' They were:i
‘ determined in conjunction with the client in response to his |
particular problems. And these issues are the Specific issues of
decision making within a Turbulent Environment.v. -

Thuszithe Action Research Methodologv prevented premature.
definitionjof the_problem.in order to meet_available solutions,
and established an approach which'ultimately resulted in the
identification of several sociological and psychological determin- ,-

Y
ants of behavior (discussed more fully below) which previously were

( 3
not included in decision making and problem solving_activities'
within thelclient system.

There was, however, a hazard of Action Research which was

Aconfirmed by the current study:
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Location of Initiative Too Exclusively'yith the Client
Action Research calls for clinical accivityzin response to
client‘ptoblems. At several points during thevstpdy, sclentific
inquiry-was sacrificed when there were apparent conflicts with
rapid achievement of client objectives. In ;etfoépect, it is the
author's 6pinion that more longer-range benefits would have been
‘ éccrued,'especially in generalization bf this program to éther situ;
aﬁiohs,.ﬂad scientific reéearch not been abortéd relative to.
:meaauremént-éf racial prejudice (p. 74) and a game theoretical
approach to analysis of conflict/coopetative behavior (p._l22 and

Appendix F).

PHILOSOPHY OF MANAGEMENT

A "turbulent environmentﬁ is one in which the dynamics arise
from'(;) interaction among organizations within.the environment,
and'éZ)vdiéCQntinuities with past experience; that is, additional
factors énd the multiple character of causal interconnections
Y equire that effort be invested in the determiﬁation-pf relevant
factors'and thelr impact on proﬁlems at hand ptior to the gpplica—
tion of'séﬁe tool or technique which may have been effective in
the past.

NASA Management Philosophy, as articulated in writings and
interviews with senior management personnel, was more relevant to
the speéific action research performed by this researchgr than
were the tools used by NASA in its own functioning. This was due .
.to the turbulent environment in which the NASA Ad@inisgrator and

¢ 4
senior managers functioned, and the buffering function performed
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at these levels to reduce environmental complexitylfor NASA

component subsystems (and thus the management syatems used within

+

' NASA). The action research reported herein waa also in a turbulent‘f :

environment, thus, the philosophy level was more useful than the
tool level:fOr,the planning of action interventlons.
'The?specific elements of NASA Management philpsophy were
articulated earlier (Chapter IV). Their application in the action
research phase led to several concepts which appear to have general

application within an urban environment.

fl. The concept of turbulence led to a specific program of

identification of forces, issues, problems, etc., relative to the
eituation.at handr It is this researcher 8 conviction that the
reliance:on.paatrhistory, and an inattention to discontinuitieagin‘,7
the present lead to Huxtable s ", . ; theories'and presentations |
that seem ao intellectually compelling (but which) go up in smoke
when faced with the human and political equation . g Mo |

': 2{ ghychological and sociological concepts were used opera-‘ B

tionally to guide action. The identification of black rage, E
paychological feelings of impotence, 1nability to impact the
syetem‘ except in violence appear to be general problems facing
those reaponaible for management in the public arena. These were
approachedjin this Action Research effort through the mechanism of o

a participative planning panel.

3. 5The‘relationship'of‘information availability and flow to a
problem-solving effort are important. Additionally, the participa-

tive planning process led -to a shift in attitude, which appears to = -



be a controlling factor in the perception and use of communicated
data. Thus!ithe concept of meta-communication, or attention to the
forces which govern communication, is considered to be of the utmost .

importance.

NASA MANAGEMENT TECHNOLOGY

' NASA Planning Panel

The NASA Planning Panel bro?ided a process for participative
planning of the DelLaWarr Social Seryices Centér. "Due to the tur-
bulent en&ironment; the relevant asﬁects of the ﬁtoblem h&d to
be defined before beginning to_apprqach‘solutionS{ The planning:
panel estaﬁlishedbiﬁ DeLaWarr brought'togethef those closest:to
the problgm——represehtatives of Ehe needs (tﬁé community) and.
resources (government and private social service ageqcies)——in a
lgng;term cédperatiﬁe problem-solving effort. Thé planning panel
aléo providéd a base for attack on other problems,'Suchbas black
ideﬁtityfénd‘competence, group to group relationShips.(Eoth
vblack—white and citizen-bureaucrat), and pfovided a non-violent
means for having the governmental system respond t; community
needs. - | | |

Additiqnally, in reéponse to a shootiné cfisis, a one-day
workshop-in:Belvedere successfully telescoped,the iQng-£erm DeLaWarr

process.

ACHIEVEMENTS IN NEW CASTLE COUNTY

1."DeLaWarr‘Social‘ServiCes‘Facility

Groundbreaking ceremonies for the DeLaWarr Community Center
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were held»bn’Saturday, October 14, 1972. They Were attended by the
GoVernor of Delaware;'and senior federal officiels from the DepartF
ment of Health Education and Welfare, as well as representatives

from Stete_and County Government. This social service facility,
with ite;broadvdefinition of social and health (as~contrasted with
medical) services, together with the planning process which brought -

together needs and reeourcee in a cooperative effort, were heralded -

on the groundbreaking occasion as a "prototype" for a newly

‘conceived federal program for establishing federal centers for the e

advancement-of human potential.

2.  Establishment of Planning Panel

.ThelAdHHoc Committee had provided an excellent mecnanism7for
channeling_devisiye picketing into constructive ﬁrotlem;soluingy
efforts, andrdeveloping commitment towards thevsdperordinate éoal
of socialfeervices for the area. Additionally, it provided a
. means by which specific needs, problems, and priorities within -
a turbulent community could be sensed so that an appropriate
action program could be designed. The thrust of the Ad Hoc
Committee was continued beyond its original charter by using its
membere as the basis for a citizen's Advisory Board to oversee
the completed Social Services Center and its programs. Addi-
tionally, plans were made to involve citizens from ‘contiguous
communitiee in an effort to ensure the Center would be responsive

to the neede of the total area, and to involve thése additional

communitiesfin superordinate goal statement and.dévelopment.

/
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v

3. Communications and Coordination

Participation'in the planning process enableﬁiincreased
communications and coordination of various levele'of government and
private effort towards both the DeLaWarr and Belvedere areas. Once’
established, the integration of efforts was continued, beth for-
mally and informally-(and subsequently was expanied to other-
problems'ofvjoint interest as diverse as dance theetre for teens,
increasing the tax base, and "turn in a pusher programs)

Additionally, the need to enhance communications and coordina-.‘>
tion within the County Government resulted in the establishment of
an interdepartmental planning group which is respdnszble for internal -
coordination ‘of departments and linkage with out31de organizatlons

as needed,fpr specific projects and problems.

4, Federation of Associations in Belvedere

The.need for a federation of the yarioua Qrgénizations, ae
_established during the workshop, ﬁas institutionelized. Each . \
Qrganization in the Belvedere area has representation within the
Federatien.. The'Federation serves as the mechenisn within the
community for identifying probleme and establisning-priorities;
which'are.then pursued with government or other resources as

appropriate;‘

A NOTE OF CAUTION
It is necessary to interject a note of caution for the reader
who may desire to apply NASA techniques in other problem areas:

t
L
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1. Specific Action Programs are extremely situational in
natore.' The process of analysis (as asserted in ;his paver) is
of=key importance'in designing an ac;ion program.’ The current
programveould not have been designed adequatel& without an under-

. standing of-the philosophy behind the technology selec£6d.

2. The current program was in response tvoroan problems w;th,_
clearly:eteted goals. Although it is hypothesized that elements of
the‘preseot.program ﬁay be applicable_to problem .areas ofvbargaining
and oegotietion, no claim can be extended without additional |
research.

3. FTHe current program was performed in a ooique sociai'oystem;
Thete is:ooistatisticai comparison availabie. 'Ihe concept ofg |
eqoiefineifﬁy suggests that precise cause and effeco relationships
may.beAdifficult to determine. Quite obviously,Athere is the:oeed bfl
for fortoer‘research io unoerstanding meoagement ﬁithin‘turouleheA
environmenos, the role of buffering, and investigation into appro--:}'

Apriate research methodologies. . \ |
4. Thle research associate was glven resoonsibility for
social change within;the system under anaiysis.- Thus, the
emphasisVeeﬂCered primarily on that responsibility. Interplay
between oiyoieal respongibility and sciemtific a@eljsis feguire

close attention.
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MEMORANDUM OF UNDERSTANDING .
BETWEEN
DREXEL INSTITUTE OF TECHNOLOGY
: AND THE ' '
 NATIONAL AERONAUTICS AND SPACE ADMINISTRATION

The Drexel Institute of Technology and the National Aeronautics and
Space Administration are of the opinion that future development in
the fields of aeronautics and space technology will require improved
understanding of large scale systems technology and management. We
agree that it is in the national interest to develop greater-com-—

- petency in this field through expanded graduate education and
research. This Memorandum of Understanding sets forth -our mutual
understanding and the guidelines that will govern our j01nt efforts
to achleve this objective. Lo ;

In expanding and developing this nation's scientific and technologl—
cal capability to meet new requirements and new opportunities in
- aeronautics and space, the National Aeronautics and Space Administra-
tion has recognized a continuing need for persons who can work with
the new and’ expanding dimensions of science and :technology and who.
understand the broad administrative and management implications of
the large-scale programs carried out by NASA. .The success of future
programs in aeronautics and space as well as in other areas of public.
concern Wwhich can use the management methods and systems developed is
dependent upon the education and training of such indlviduals. "

Further, it is believed that NASA's organization “and management
experience over the past decade suggests that'si ilar techniques
might be used to realize other national goals of a, 'large-scale and
technology—based nature. We believe it is in the ‘national interest
to investigate these management practices and the relevant tech-
nology, to .study possible transfers of this experience to other
national'problems, to increase research in the relevant systems
management-related disciplines, and then to evaluate current gradu-
ate school: knowledge in the light of the knowledge ‘gained.

We believe ‘that the facilities and managerlal staff of the National
Aeronautics. and Space Administration offer many elements that may
be thought(of as a research laboratory to give investlgators the
opportunity to gain the data and experience necessary to form more
knowledgeable judgments on the items cited above:; Consequently,
it is a basis of this Memorandum of Understanding that the National
Aeronautics and Space Administration will open 3ppropriate elements
of its installations and activities and make appropriate members
of its staff available to faculty and graduate investigators
selected by the Drexel Institute of Technology.,%

. [

Y
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We believe such NASA support and cooperation in research—-oriented
technology and administrative activity, in parallel with an
energetic effort by the Drexel Institute of Technology to expand
its research activity along with the strengthening of faculty and
curriculum, can provide a combination of circumstances that will
help meet the need for broader guaged and more effective adminis-
trators oﬁ research and development efforts.

Therefore, the Drexel Institute of Technology and the National
Aeronautics -and Space Administration agree to establish a pilot
program in graduate education and research reflecting a multi-
disciplinary .approach to administration, management and the trans-—
fer of relevant technology. 1In recognition of their mutual
obllgatlons concerning the development and growth of this program,
our two institutions agree to provide rec1proca1 support, advice
and assistance. :

The Drexel Institute of Technology will, within budgetary con-.
straints:

1. Offer a:.curriculum leading to a doctoral degree in public
administration or related management disciplines that includes
consideration of the elements and best practice in the management
of sclence and technology programs and prepares students for
careers either as scholars or administrators of public programs
involving the interaction of science, technology, and management.

2, Endeavor to develop increased interest, competence, and know-
ledge in theé graduate faculty and to encourage research in the
rapidly advancing areas related to large-scale systems technology -
and public administration. ‘ ",

. t‘ I
3. Through intensive study and evaluation, identify those elements
in NASA's technology, organization, and management which may be
transferred to other large-scale national problems.

4. Continually update curriculum and methods of instruction to
assure that emphasis is placed on an early utilization of research
results and an effort is made to relate these to the real world
problems administrators face in programs such as those carried on
by NASA and other public agencies.

5. Endeavor to develop ways and means to stlmulate use of the
installations, activities and staff made available ,by the National
Aeronautics and Space Administration, its assoclate contractors, or
other governmental agencies by appropriate senior faculty and
doctoral students working under their direction for systematic
field research, analysis, and observation.

)
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6. Encourage the inclusion of pertinent researchwmaterial in the
appropriate curricula of other Drexel schools and departments such
as business; engineering, and the health professions

7. Interrelate this program with other space research and
educational endeavors at the Drexel Institute of Technology.

8. Observe pre-publication courtesies with respett to research
findings. permitting comment by appropriate NASA officials, which
comment shall not be binding on the Institute., '

9. Report semi-annually on the progress and development of the
program .to the National Aeronautics and Space Administration

b

The National Aeronautics and Space Administration will within the
constraints of its operating budget:

" 1. Make available appropriate elements of its activities, facili-
ties, and- staff in the Washington Headquarters, field centers, and
contractors “plants for use by investigators conducting research :
in this program.

2, Provide support to the Drexel Institute of Technology for
lcarrying out its obligations noted in the above paragraph.

- 3. Recognize the right of the Institute and its - faculty to publish .
‘r esearch: findings in any appropriate journal or other publication’
of its choice.

4, Monitor progress of the program in order to assure progress

 toward stated goals for both parties, and in order to determine the

extent to.which the program should be continued beyond the initial o
finding.__ﬁ-" -

‘It is the purpose of both parties of the Memorandum of Understand-
ing to so operate under it, that activities under it, will provide
an enrichment of curriculum and strengthening of the faculty'in a
manner fully consistent with the goals, traditions, objectives,
plans for. development, prerogative or freedoms of Drexel Institute
of Technology. : -

Drexel Instituteiof Technology

Date -‘ll'Ang,69 /s/ Wm. Hagerty
D William W. Hagerty, Pres1dent

fgt ' , National Aeronautics and Space
' : Administration '

Date ’"QéAugj69 - '/s/ ‘T. R. Paina
SR . Thomas 0. Paine), Administrator
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' WORKING PAPER ON ACTION-RESEARCH FOR NASA/DREXEL GRANT*

The~NASA-Drexe1 Ph.D. Grant is based upon a number' of assumptions.
First, NASA has developed valid management technology in the pro-
cess of achieving its organizational objectives. Secondly, that

" NASA's Management Technology, though honed and refined in clearly.
defineable terms for outer space objectives, is applicable for the.
management of large-scale and socio-technical urban problems. -
Thirdly, that the NASA-Drexel research associates and investigators :
will attempt to test out the transfer of NASA's Management Tech- o
nology to urban problems. Finally, such a transfer to any urban
.client system must, of necessity, involve an Action Research
Methodology. -

. Doctox Paine, Chief Administrator of NASA, has described NASA as ‘a ‘
"digital" social system where the objectives were clearly define-.
able ‘and..the major problems were scientific. But Doctor Paine also’
described ‘urban systems as "Darwinian" or evolutionary where many

" human factors impacted and could not be as controlled as.in a .
“"digital" system. Therefore, the problem of achieving a resolution ’
of critical urban problems is fraught with social and political , :
uncertainty ‘and demands a different management and research cap-
ability..p* ; ,

The NASA Research Associates have identified NASA s planning pro-'
cess, configuration management, information systems, and simula- ‘
tion as- generically invaluable and. applicable to some urban prob-“
lems._ Therefore,}an urban social system should be found where =
these specific management technologies could be tested out for

'_ﬂtheir transferability and resolution to critical urban problems. K

In order to insure the successful accomplishment of this transfer
the client or urban environment in which the NASA Team would work
must of necessity have problems which match the possibility of
transferring these management technologies. Sanction must be
obtained .from the highest governing unit in order to have authority
to work within a particular system on a particular urban problem.

The key aspects of the model are the development of diagnostic
skills, data gathering, feedback to the client group, data
discussion and work by the client group, action planning, and
action. - Naturally this is a cyclical process involving the
manager - and those with whom he collaborxates in. studying the

. *NASA. Grant Third Semi-Annual Progress Report June 30, 1970, .
Section 2.4, l. i

i1
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existing situation, state, or problem. But managers are not only
interested in understanding what is but also in what should be the
preferred state. The question then becomes how to reach that
objective through what kind of alternative interventions or
strategies.

Action Research should be considered the science of design where
courses of design or action are aimed at changing existing
situations into preferred ones. In the example of the NASA Research
Associates, they will be dealing with live, critical problems in a
complex urban setting, attempting to design actions or interventions
to correct or change situations or people to a more preferred state
of function in accord with the goals of the responsible authorities.

The Action Research Design and methodologies would serve as
strategies for the Research Associates in Public Administration. .
The change problems in real urban situations to which they. will
address themselves will serve as the laboratory where they will
learn and test out their expertise. The dissertations will be
scholarly descriptions of their analysis, designs, interventions,
and evaluations of thelr efforts to change an existing situation
into a preferred one. There will be developed a methodological .
framework .and a theoretical base in order to provide a systematic
way to understand and keep track of the impacts of the significant
variables.

However, action research is just not an attempt to enter a
particular client system as an expert, apply a known body of
knowledge or skill, and exit. It is rather the effort to assist
those within a particular system to develop the skill and knowledge
to manage their system or problems on their own with greater
expertise. Being multi-disciplinary in their training, the NASA
Research Assoclates will make every effort to assist those within
the particular client system to be responsible for.changing and
managing their own system in a more professional manner,

The Actidn Research methodology will proceed in the following
manner: '

1. Efforts will be made to gain initial entry to a particular
urban system by June or September 1970. Sanction, and negotiation
of terms of the relationships should be agreed upon before final
entry. :

2. Once initial entry is agreed upon, a period of two to three
months should be utilized to study that particular client system

in order to more fully understand how it functions and disfunctions.
Furthermore, this initial explanation and orientation period should
serve as a period of gaining wider acceptance and identification
with that system. Finally, problem identification and definition
would be accomplished in this exploration period. -

~
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3. Once problems are identified and agreement is negotiated with.
the client system, then each problem area will be studied as to
strategies, designs or methods to effect change ox -influence to a
preferred state. Alternative methods will be considered for each
problem. Every effort will be made to consider the behavioral o
and organizational consequence of every intervention so as not to
upset the homeostasis of that system.

4, Concurrent with the action research, evaluation of the
particular projects will be made by the Associate Investigators,
and the organizational preceptors. When appropriate, some of the
preceptors may serve as adjunct professors. All of these will:
serve as process observers of the action research and prOV1de
consultative assistance. :

5. Finally, upon successful accomplishment of the action research,
a descriptive dissertation will be presented with hypothesis,
action steps, and consequences or results, with generalizations -
drawn from the research. Successful action research should produce
three basic outcomes. (1) the achievement of the planned change,
" (2) new knowledge, and (3) a manager of 1ncreasing professional
competence. '

The. problem to which the NASA Research ASsoc1ates will address
themselves must be doable within a time span of eighteen months, in
order to terminate the action-research and accomplish the ob3ect1ves
-of the Ph.D. degree. Finally, the client system in which the NASA
Research Assoc1ates will function must prov1de a responsible
official from within the system who will serve as a preceptor for
.the NASA Research Associates as they study and assist in resolu-'
tion of particular problems. : :

This NASArDrexel Action Research can be considered ‘then as manage~
ment problem—solving in complex urban social systems, where the °
action focuses not only on observing, but on the effective change,

*. or transfer, of management technologies to the’ resolution of urban

_problems.. 'Each Research Associate will call upon his increasing
knowledge in .technology, management science, behavioral science
and public administration in the resolution of the. particular
problem, and he must also perform professionally as a change agent
in order ‘to achieve! his Ph.D. . :

Action Research'Definition‘and'Tneorz

A major strategy and focus in urban government management will be -
to the action research model. Behavioral scientists involved in
organizational development and change are convinced: that this
model is'most valid for learning in such a rapidly changing society
as we have greated. This model has been described by William Fotte

1
3
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Whyte as '"a continuous fathering and analysis of human relations
research data and the feeding of the findings into the organization
in such a manner as to change behavior." The following figure

summarizes some of the essential phases of the action research
model. ’ N
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MODEL BUILDING

BACKGROUNIS ’

After intensive preparation and analysis of NASA Management,
the decision was made to go ahead with the plans to test the |
applicability of the NASA techniques through involvement within a

: particular urban system. The sociological technique of participant-‘-_“

Jobserved would be utilized, w1th ‘the added dimension that the
research'asseciate wonld take management responsibility.within the
sYsten.rlT | * |

.Pricr,to seleetion cf an urban system for;implementatien3ranv_ﬁ
Action Research.Mbdel wae articulated.

The;qﬁestion still remained: are these techniQUes'of NASAEL-A‘¥~
applicable within an urban setting? In whole?irln part? p

In- response to that anxiety, this researcher investigated two
additional models of scientific progress:

The“first-—the model of paradigm application and advancement-—
the model of sclentific method (or the model of. "strong inference“) *

The second--the model of paradigm failure—-the model of

scientific;revolution (the Xuhn model).*

: *Referenced below.
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MODEL OF SCIENTIFIC METHOD

The scientific method consists of:

. .2;’systematic application . . . of the following steps
to every problem in science formally and explicitly and
regularly:

1. Devising alternative hypotheses;

2. Devising a crucial experiment (or several of them),
with alternative possible outcomes, each of which
will, as nearly as possible, exclude one or more of
the hypotheses,

3. Carrying out the experiment so as to get a clean
result; :

- 1'.'Recycling the procedure, making subhypotheses or
' sequential hypotheses to refine the poss1b111t1es
that remain, and so on.l

Platt continues with the problems involved in the systematic
. : approach to new areas:

On any new problem, of course, inductive inference is
not as simple and certain as deduction, because it
~ involves reaching out into the unknown. Steps 1 and
2 require intellectual inventions, which must. be
cleverly chosen so that hypothesis, experiment, outcome,
and exclusion will be related in a rigorous syllogism;
and the question of how to generate such inventions is
one which has been extensively discussed elsewhere.
What the formal scheme reminds us to. do is to try to
- make these inventions, to take the next step, to pro-'
ceed to ‘the next fork, without dawdling or getting
tied up .in irrelevancies.2

It is this system. which provides the system for the class1c
scientific approach.

However, as Thomas Kuhn has documented, something quite'
different:ffem the "systematic application . . ,'(ef the) steps

formally end'explicitly and regularly" happens in sclentific

‘ revolution. .
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THE MODEL OF SCIENTIFIC REVOLUTION

The Kuhn M@&elf

Thomasiknhn, invhis analysis of the structure oflscientific
revolutione; makes the distinction between "Noxmal Soience N
the furtherfarticulation and specification under new or more,
stringentﬂoonditione (of a paradigm)"3 and "CrisishScience C ol
paradigmtehange and the emergence of a novel theory (after a) ., . .
: pronounced failure in the normal problem solving activity."

Both Normal and Crisis Science use the techniques of "

stiéhg;”
inference .deecribed above. But,_while normal science concerns
itself with‘the articulation of a paradigm, Crieis:soienceAbegine:i
with the blurring of a paradigm Paradigm changenetartsfwithjge.
‘ unresolved anamoly generating paradigm failure. . . -

The difference can be diagrammed:

Normal Science - Crisis Science i

Paradigm _ : Paradigm ’ f

Alternate Hypothesis A Alternate Hypothesie
'{5§gperiment : , . Experiment
" Results ' Reenlte
New;Experiment, etc. ' : CriSie;

Kuhn;poihts toward the change in behavior exhihited.by
scientists in crisis situations: they turn to “philoeophical'

‘ analyses as a device for unlocking the riddles in their field."
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Confronted with anomaly or with crisis, scientists take
a different attitude toward existing paradigms, and the
naturo. of thelr research changes accordingly. The
proliferation of competing articulations, the willing-
ness to try anything, the expression of explicit dis-
content, the recourse to philosophy and to debate over
fundamentals, all these are symptoms of a transitlon
from normal to extraordinary research.

The,process of scientific revolution appearsrto be analogbus
to research into the philosophy of creativity. Thet is, in cbntrast
to the continued progression of accomplishment, there is activity
‘leading nowhe;e or to fallure. |
Thefsteps'in ﬁhe creative process:
1. Sustained effort.
2.<_biéillusionment. | . ‘
3.j.Illumination or Insight (usually the samge data—set, but
 put in a new way--which may have been blocked by the
“old peradigm).

4. .Vefification. o 4

C. E. M., Joad explores the historical perspeéﬁive of - this
creative phenomenon.

Modern psychological theory supports the Platonic
account of the aesthetic process, more particularly in

- respect of its recognition of two distinct stages, the
first a stage of sustained intellectual effort, the
second an ensuing flash of intuitive apprehension,
which are very similar to those affirmed in the
‘Symposium and the Republic. A brief account of modern
psychological work on the subject may serve. a useful
purpose in devaloping the Platonic view.

In a well-known work;'The'Art'of'Thought, Professor
Graham Wallas summarized the information which modern
psychology has obtained with regard to the processes
involved in the birth of new ideas in the world of
thought and original inspiration in that of art. His

I . -
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summary goes beyond that of Plato's account in that
it distinguishes four stages in the process which
leads to the making of a new generalization,'- the
discovery of a new formula, the devising of a new
invention or the conception of a new work of :art.
The first is that of Preparation, during which a
particular problem is investigated in all directions;
the second, that of Incubation, during which no
conscious thinking is done in connection with the
problem or work of art with which the creative
thinker or artist is concerned; the third, consisting
of the "happy idea," together with psychological
events -accompanying that appearance, is called
illunination; and fourth, embodying the working :
our and application of the idea in thought or the S
execution of the work of art, Vertificationm. B PR

Particular stress is laid upon the importance of
Preparation as a preliminary to Illumination.
Professor Wallas speaks of the many men of genius who
have .done their best work after a period of idleness.
. “But the. period of idleness must itself be preceded
: " - by a. spell of hard thinking, during which the intellect
' o ds ‘working at full pressure. - To adopt the language .
"' - of modern psychology, we may say that consciousness
during ‘the Preparation stage propounds a problem,
collects the relevant data and explores different
avenues for a possible solution. A period of rest
ensues during which the problem and relevant data.
are: transferred to the unconscious. That the
_unconscious may work effectively consciousness must,
80. far,as possible, be unoccupied. The solution is -
-worked out by the unconscious, and appears in due course:
in . consciousness as the "happy idea" of the ‘'scientist
and-the-inspiration.of the artist. ’

The conclusion bears out Platt's hint in the XEBOSI
Wallas like Plato stresses the fact that the happy
idea" which succeeds the period of hard thinking is

of ‘an entirely different order from the thinking itself.
1t outruns the thinking, and, although it is led up to,
is far from being necessitated by it. The mind, in

other words, makes a definite jump, and it is for this
reason that in the sphere of science a subsequent pxocess
of "vertlflcatlon is necessary.7 FRSL

CONCLUSIONSe‘.
‘ Actioanesearch provides the model for interyention into an
. , et SR
urban system to meet problems of that system. And,.in doing so,
e ‘ :

b
. utilizes paradigms of management learned from NASA.



Priof td-entry into the urban system, it is unknown whether
solutions will lie in paradigm application or paradigm change.
Models for each were stated. It also appears that Scientific
Revolution ié,found in a Turbulent Environment, and Scientific
Inference iﬁ less complex environments, an area for further

research.
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fCRITERIA FOR SELECTION OF ACTION RESEARCH PROJECT
for
Drexel'University - NASA Team -

March 2, 1970

Action-research is the wvital link in the testing of the
transferability of NASA's technology to solving urban problems.-
The selection of the appropriate location and the related pro—
ject or projects 1s therefore crucial.

. The basic criteria for the selection are as follows

The inv1tation should- be approved by the highest governing
unit to. which the project is related

‘The inviting unit should have adequate resources (1egitimate
.authority, financial resources or political influence) to ‘
-carry out the project.

‘The inviting group should be able to provide or arrange for N
~adequate -financial resources to meet -the local expenaes
’involved in- the action-research. - i

The action—research should focus upon the transfer of the
planning—configuratlon management process, information
management and simulation. :

' There should be a reasonable chance of success in achieVing

the goals of the project.

The length of time for the action-resgeaxrch should not

"exceed 15~18 months depending on the starting date and

should be completed by January, 1972, at the latest.

Preferably, the Research Associates should be able to
function as a team of professionals in relation to .the
participsnts in a particular project.

* Within the action~research the Research Associate shall be

responsible for carrying out and reporting upon an identi-
fiable aspect of that research. The resulting thesis based
upon this research shall fulfill the academic requirements
of Drexel University.



10.

11.

12,

13.

14,

15.

le6.

The project should have local participants .with the competence

‘and authority to see the project through to its completion.

The project should be of such scope as to involve the
coordination of the efforts, resources, and approval of
several governmental agencies and/or private agencies.
The project should be relevant to a major social issue.

The éppropriate governmental authorities should approve in

. principal the planning of .the particular project.

The planning for the particular project should include
representatives of the persons or group directly affected
by the project.

The appropriate NASA authorities should be in agreement
about the action-research.

The loeation of the action-research should be within a
reasonable commuting distance of an hour or less from Drexel.

The host agency or agencies should appoint a preceptor from
within their organization to whom the NASA Research
Associates can report, test out hypotheses, and receive
feedback. S
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THE DE LA WARR AREA¥%

0f all tﬁe suburban school districts within the immediate
vicinity of Wilmington, I would assign the highest pricrity to
the De La Warry schéol District in terams of participation in the
local anti-poverty program. To validate this observation, it is
impoxtént pb discuss the De La Warr districts in the iarger con-
text of metropolitan Delaware. | |

In preparing its report on the demographic and socio-economic
charaéteristics of the metropolitén area, the resea;ch staff on
the Comﬁuniéy Soxvices Counéil subdivided the popuious northern
section of New'bastle County into six metrepolitan'districts.
Wilmington cify is t?eated as a separate district; tﬁe Bramdiwine
Metropolitan Distpict is céincident with ghe Braﬁdywihe-ﬂundred,
the Alex I.;Dupont District is roughly synonomous with the area
served by tﬁe school district of the same name;‘the Newark
Metropolitan Spé?ial School District; tﬁe Southwest'ﬁetropolitan
District combines the service areas of the Conrad High Schooll
and Dickinson High School; and the New Castle Metrépolitan District,
which contains in its northern portion the De La Warr School District,

is coincident with the boundaries of New Castle Hundred.

“Summary of remarks presented to represcntatives of the De La
Warr School District by Lawrence Schein, Research Directox of the
Community Service Council of Delazware, on February 2, 1965.



In a comparativc analysis,. our attention is obviously on the
New Castle Me»lopolltan District which had in 1960 a youlhful
highly fertile population and the largest famlly size of tho,sxx

metropolitan dist:;ctq of northern Delaware. Compared to the
-
other suburban distrlcts, the New CastTe area has the’ 1owest

average family]income'and the highest rates of poverty and

unemployment; it was the only suburban area to contain a
cmp .oy Y A

'substantialknégro population. Compared to all metropolitan

districts in northern Delaware, including the city of Wilmington,

the_yow'CaStle'Distriot had proportionately the smallest White.;

workers, the fewest adults with college training and the fewest

.- families in the highest income brackets.

In the;terminology of economists and sociologists, the.
Brandyw1no and Alcx I. DuPont dleriCtS dlsplay traits whlch have

become 1dent1f1ed with the 'affluent society." ThevNewark and

Southwest districts with their nearly equal division bétween.white'

collar and olﬁojoollar workers may be termed middlé income or

middle class areas. Taken together, the W11m1ngton and New Castlo

dierLcls—~the latter inclusive of the De La Warr alea—~presont a

very differént 40cio—economic profile. Esqentialiy'these two.

districts show a high frequency of low income and lowar middle

‘income’ nei(hborhoodo, thie area could be described as worklnu class

f -

in nature vith res spect “to both its vhite and nonwhvle 1nhab1tants

In one sense; the New Castle district represents-an: exfcn31on of

i e e e et e 7o

many of the workiny class and lower income -characteristics found

in- the LlLy of, w:TangLon 1nd this ig pérticularly true of the

1557
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northern segment of the New Cestle Metropolitan District which

ewbraces the area soived by the Do La Wair Distvict.

The De La Wary Distriet, as of the last dennial census, con-
tained a pdpulation of 17,687 persons inclusive of approximately
1500 paticents at the'Delaware State Hospital. Slightly over one-
fifth of thc-De La Warr population was Negro; This ratic closely

resembles that obtained in the city of Wilmington. 0f the Le La

Warr districts Negro population of 3800 persons, 887 were concen-—

trated in Tracts 154 and 155--the Dunleith, Millside, Oakmont,

Eden Park, Simonds Gardens, and Holloway Terrace sections.

Median agglof population in the school distfic; was slightly
less than 27 yeérs. Whites, on the average, Qere‘27 years of
age;agd Negroes averaged about 25—1/2 years. vThé mininum age
differential'between Negro and»Whife in the De La ﬁarr district-
étands in sharp contrast t§ Wilmington where a'very“mﬁch older
~white popuiétion co—exists with an extremeiy youthful Negro
populétion.' In the De La Warr district median age.wouid be even
younger where rhe population ét the Delaware State Hospital
excluded from the statistical base. For‘example, upon elimiéation
of the feméie instit&tionalized populdtion in Tract 153, the
median age for'womgn in the distvict is but 23 years; white women
show a median age of 24 years and nonwhite wbﬁen averaged 20-1/2
years of age.

Fertility in the De La Warr district is considerably above
average for the county with the anomaly that the white fertility

is higher than the Negro fertility. This can be seen by examination



of fertlJlty ratios for 1960, that is, the number of.children
under 5 years of age per 1000 women in the child bearlng years. 15
through 4h. . Exclusion of the female institutiohalized population
from the Basaifor calculation yields a white fertility fétio of

704 children:under 5 years per 1000 women in the child bearing

157"

- yearslcompared to a Negro fertility ratio of 632. 1In the city of

WilmingLon, the Negro IerLJllty was 707. Since thé Négrb DevLa

Warr population is slightly younoer than Wllmlngton s Nogro popula—_i

tion but demonetrates a lower fertility ratio, it is suggested ‘that
this dlffergnylal fértlllty may 1nd1cate a trend’ to-smaller :
families among middlé'income families liﬁing in thélOakmont‘areé:-'
.of Tract 1544;:It should also be noted that thé white ferpiliﬁy,
ratio in the.Dé<La Wafr district is of the saﬁe high'ordef éf..

magnitude as. that demonstrated by Negro inhabitants in Wilmington.

Family Size in the Do La Warr district is suBséquenﬁly relatively

high--an avéfage of élightly over 4 persons per-primary family.
unit. -’ ) | | -

In speéking of family characteristics, it is weli to point
to the extent. of family disorganization within the dierlct as
measured by“the proportion of youngsters not liviﬁg in complete
.familieS.v iu £he De La Warr district 950 children under 18 years
of age or.i§i of the area's youtﬁful population did not live ﬁith
both paren?s'iﬁ 1960. ‘This rate for children living{in broken
or incomplgté families is somewhat higher than for oﬁher éuburban

metropolitan districts although considerably lower than the rate
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which was obtained in the city of Wilmington. In suburban New

Casitle County as 'a whole, 8-1/27 of childran and youth weve 1iving

with one parent, with relatives othey than their parents, with

non-relatives or in iustitutional arrangements. ‘In Tract 165,

close to oné in every four youwigsters were not living in a

completed family unit,

With resﬁect to migration into the area, it is noteworthy
that the proportion of Southerners in the De La Warr district ié
grealtly higher than for most other sections of the horthern county.
Of 1950 persons coming into the De La Warr section from southern
states. Tha#e is also a tendency for De La Warr-district to draﬁ
proportionétely wove city people than is the case for other suburban
areas: 157 6f the districﬁ‘s 1960 population rcpbrtcd liviﬁg in
WilmingtonQS.years earlier. |

The median family.inCQme in the‘De La Warr district was
$5954 in 1959 as reported in the 1960 census. This figure stands
in contrast ‘to médian.family incomes of $8900 in the ﬁrandyWine
district, $16,000 in the Alex I. Dupont district, 57100 in Newark
and Soutthst'Districts and closely parallels Wilmingten's average
family incom¢‘of $56QO. Since the average family income in the
New Castle district as a whole was $6300, this means'that these
families living in the area served by New Castle Speciai School
District to-the south of tﬁe De La Warr district were living in

somevhat more advantaged economic circumstancas. 0f Dé La Warr's-

3825 fawilics; 405 or 10-1/27 lived in poverity according to current

common definitions, that ds, with incomz of ‘less than $3000
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annually. If the ]c:s than $4000 poverty criterian is used as

recommended by the Coiference on Economid'P§g§g§§j‘then 819 ‘De la

Warr families oY tearly ‘oné of évery five would ‘live in ecorlomic
I

deprivation. In the district, wealth and poverty are very gyenly

balanced: 11% of fawmllies had incomes in excess of $10,000..

Of the'4053families earning annual incomes of less than| .

$3000 or 303 or- fully three—fourths, were concentrated in the

three Northern tracts of the districts: 153, 154, and 155. |At :

least one-third of these low income families were Negro. Thé 405

low income families in the district represented one of every ten

low 1ncome‘famiiies in subufban New Castle Countyﬂin:19§0.

dnly dné*third of the De La Warf district's employed workers

‘were in white collar capacities compéred to slightly over half

of alllworkeréfin the county as a whole who were engaged in

professiéndliffechﬁical, managerial, sales and clérical emploYmént;
In.the‘count§?Athe single yggggst océupational graup.cousisted of
’ prdfégsidhé{é;and teqhuicia;s: 17-1/2% of all empléyedeorkers.,
In the DeALé Warr district, on the other hénd,‘the.single 1afgest
group was cémpoéed of operatives of semi-skilled &orkéfs. One~
fourth of all‘employed'workers were assemblers, filéré, grinders,
polishers, guards, furnacemen, welders, apprentlccs ‘and the like.
Nearly half of all workers were unskilled .or seml—skll]cd worklng '
laborers, épetat;ves, domesﬁics and service workers{~ The male
cemployee réﬁé‘iﬁ the De La Warr district in 1960 waé‘ébout 1%--
considerabiy higher than in all other. areas with the exception

of Wilmington.



Educationally, the De La Warr distifet docs not present

impressive credentials. 707 of all adults, 'i.e., pcrsons 25 years

160

of age or over had not finighed high "school; 405 had not completed

ninth grade; only 8% bad had at least one year of college training.

It is significant to note that in the De La Warr district, the
public is the primary form of ecducational experience; in 1960 857
" ‘of all children of school age in the district were eurolled in
public schqois compared f&r example, to about two—thiras of school

children in Wilmihgton similarly enrolled.

- With respect to housing characteristics the De La Warr district

shows.an excéptionally high home éwnership rate: 85Y% éf all
housing were owner occupied. Of thé distficfs 4324 housing units,
units in thu.amount of 11% were in deteriorating or dilapidated .
condition. Of all the substandard units in the De La Warr area,
347 or 71% were located in thé northern tier on Tracts.

Both the foregoing remarks as well as the data presented in
thé attached tables show a reasonably well defined soclo-economic

differential_ obtained between the northern and soiuthern sections

of the De La Warr district. The southern tier of tracts show a

higher proportion of white collar workers; greater adult educa-

tional attainment, higher family income, and generally less

severe problems of substandard housing when compared with the

‘three Census tracts whose bounderies adjoin the Wilmington city

line.
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STAR POWER

R. GARRY SHIRTS

This is a game in which a low mobility three-tiered society is
built through the distribution of wealth in the form of chips. Par-—
ticipants have a chance to progress from one level of society to
another by acquiring wealth through trading with other participants.
Once the society is established, the group with the most wealth is
given the right to make the rules for the game. They gencrally make
rules which tlie other groups consider to be unfair, fascistic and
raclst.. A revolt against the rules and the rule-makers generally
ensues. When this occurs the game is ended. The game is useful for
raising questions about the uses of power in a compctitive society.

Preparing for the Game

Dividing the:farticipants and Assigning Chips

The participants are divided inlto three approximately equal
groups named: squares, circles and triangles. Each person wears a
symbol representing his group, i.e., the squares wear a square
symbol, the circles a circular symbol and the triangles a triangular
symbol.

Fach participant is given five chips. FEach square receives
one gold chip, onz green chip and the remaining three raudomly
sclected from the colors red, white and blue. Each circle is given
one green chip and the remaining four selected from the colors
red, white and blue. The triangles are given a random assortment
of red, white and blue chips. The only exception to this distri-
bution is that one civcle and one triangle receive the same
distribution as the squares, i.e., one gold, one grcen and a
random assortment of red, white and blue. :

J

Determining the Chips Required for a Game

The TOTAL number of chips required equals:
5X number of participants
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red chip, hle score would equal 4 x 5 (for the blue chips)
plus 15 (for the red chip) plus 10 points for distribution
of the same color for a total of 45 points. Three reds
and two blues would equal 45 + 5 + )0 or 60 points. Five~
reds: 75 + 20 or 95 points. :

3. Distribute the chips as outlined previously to the squares,
circles and triangles. :

4. Explain the following rules of Dargaining.
a. They have ten minutes to improve their scoves.
b. They improve their scores by trading advantabeouqu
with other squares, circles and triangles.
c..’ Persons must bé holding hands to effect a trade. '
" d.  Only one for one trades are legal. Two for ome or.
any other combinations are illegal. —
e. Once participants touch the hand of another parL;cnpanL'
~ a .chip of unequal value or color must be traded. 1If a
-couple cannot conswumate a trade they may have to hold-
‘hands for the entive ten minute trading session.
f.. Theve is no talking unless hands are touching. h1u
Rule Should Be Strictly Enforced. .
g. Persons with foldod arms do not have to trade w1th
other persons.
h. . A1l chips should be hidden This Rule Should-Be
~ Strictly Eiforced.
i. - Do not reveal that .the squares are gchn chips of a-
- higher. value than the circles or triangles.
j« Any other rules that you deeam appropriate.

Start_the'Traéing Session

1. After. the rules have been explained, start the trading
sesslon. Tell them it will last 10 minutes. : ' -

2. During the trading session, your assistant should be
ppttingﬁeachlpafticipant's‘initials‘on the blackboard.,

3. After 10 minutes of trading sessionm, have each group
return to their circle of chairs.

4. Have the participants compute their ecores for the trading
session, record them on their score sheet and hand the score sh“et
to your aqﬁietant.'

5. Have your assistant record the scores on the blackboard
oppesite the person's initials. (The initials and their scores
can be put on by the parL1cxpant° themeelves if an assictant is nof
available.) - : o
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The numbcy of GOLD chips required equals:
The puvuber of squares plus 2
. . o
The uumbeyr of GREEN chips required equals: .
The number of squarce plus the number of clients plus 1.

The number of RED, WHITE -nd BLUE chips required equals:
5% number of participauts minus the total number of green
and gold chips required. There should be about an equal
nunber of red, white and blue chips., :

Example: Supposc you have 34 people and divide them into
12 squaves, 12 circles and 10 triangles. The total number
of chips required equals: 5 x 34 or 170. The total number
of GOLD chips required equals: 12 (the number of squares)
plus 2 or 14. The total nuwber of GREEN chips required
equals:’ 12(the number of squares) plus 12 (the nunber of
circles) plus 1 or 25. The total number of RED, WHILR
and BLUY chips required esquals: 170 - (14 plus 25) ox

131 which meaas ahout 44 of each color. '

Explaiving the Rules

1. Tell the participants that this is a game that involves
trading and borgaining and that the three pevsons witi the highest
scores will -be declared the winner.): They will puobably ask later:
in the game if there is going to be a group winner. The answer is:
("The three individuals with the highest scores will be declarcd
the winners.") Do not tell them that a group is going to be glvel
the right to make the rules for the game.-

2. Explaiv the following scoring system to the participants:

Every gold chip is worth 80 points

Every green chip is worth 25 points

Every red chip.is worth 15 points

Every white chip is worth 10 points

Every blue chip is worth 5 points

§ .

Additional points are given if a person is able to get
several points of the same color.

FiVe chips of the same color are worth 20 points
Four chips of the sam2 color are worth 10 pointg
lhree chips of the same coler are worth 5 points
No extra points given for two chips of the same color

Examplia: A person's total score if he had 5 gold chipse
would be 250 plus 20 for 5 chips of the same color for a
total of 270 poirts. If he had four blue chips and one
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Explain the rules for the bonus points session. The rules

ares

a. Hold up a bonus chlp (a dOLble chip) and tell them
that this is a bonus point chip. '
b. Give each group three chips.
c. . Tell them that each chip is worth 20 points.
d. Their task during the bonus session is to dlstrlbute
© the bonus chips to members of their group.

e.” The chips must be distributed in units of 20 or more,

that is, one person might receive all 3 bonus chips and
160 points or 3 people could not receive.l0 points each.
f.- They have five minutes to distribute the bonus chips.
- If the groups have not distributed the chips at the end
- of the five minutes, the points will be taken back by
~ the .director and no one will receive them.
g. ‘The decision regarding the dlstrlbutlon of chips must be
- unanimous vote. o

- hs Participants can ellmlna*c people from thelr group. by a'

majority votec. (Eliminated people can form anothel
‘group.) They should be a triangle group.

AhSwer any questions.
Stért'the bonus chip bargaining session.

Afte1 about five or ten minutes, end the bonus chlp
baxgalnwng session.

Have those people who receive bonus points record them on
the blackboard opp051re their initials.,

Put those- people w1th Lhe highest total scores in the
square groups. If there is a circle or a triangle who has
a higher score than a square, have them trade groups. Any
changes should be announced to the group, and it generally
made known that so and so who was a square has become a
circle, because they did not raceive enough points, and so
and so who was a circle, is now a square because they
recelved a higher number of points thaan a square. In any
event, it is important that the group know that the squares
are made up of those people with the hlghest scores.’

Stért the second round.

NOTE: Repeat this cycle--bargaining session, bonus
L session, reclassification for one ox two times
or until the participants understand.the process .
and the fact that the squares are high scorers.
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13, After aboul the sacoid bonus session, announce that the
squares now have the authority to make the rules for the game aud
that while any group can suggest ruvles for the gawe the ‘squarcs
will decide which rules will be implemented. You might tell the
squares that they might want to make rules like: re-distribute the
chips on a more equal basis, require triangles and circles to bar-

‘gain with the squares even though they have their arms folded,
require triangles and circles to give squares the chips thoy ask
for regardleéss of whether they want to trade or not, etc. Announce
any rules that the squares establish to all of the participants
unless they want them kept a sccret.

14. ¥rom then on, play it by ear.

What is likely to happen is that the squares will make very
tough rules that protect their own power. This has happened in
every organized group that we have played it with so far. The
circles and triangles will either give up, organize, become hostile,
or commit an act of frustration and defiance. Stop the game when
it is evident that tha squares have made rules which the others
consider unfair and fascistic. This is generally after two to four
rounds. Aftey the game gather the group togethex ﬁnd discuss the
implications of the game for the real world.

Some questions you might want to discuss at the end of the game.

a. - Are there any parallels between the system set up by the
game and the system or subsystem in which we live?

b. Does the game say anything about the nature of man?

c. Is it the nature of man . te scek inequality? To actempt to
be better thon his fellow man, to scek for more privileges
and wealth? If yes, is there anything wrong with such '
strivings. Can thcy be legitimized? s there a woral
alternative to man's search for inequality?

d. Would it have made much difference if the people who WLlO
the circles had been the squares?

e. Were the squares acting with legitimate authox;ty°

f. Are there any parallels between the game and the race
problem, the campus problems, the problems faced by oux
founding fathers? :

g. If an entire group acts in unison such as the circles and
triangles frequently do in going against the squares, docs
their actions have more legitimacy then when a person acts
alone? :

h., Is the square a masculinve or feminine symbol?

i. VWould it be possible to develop a game which emphasized
cooperative behavior and is fun to play?
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'Summary of Rules for Running Star Powver

1. Prepale distribution of chips.
2. Divide participants into three gloups.
3. Distribute symbols to appropr;atc groups.
4,. Distribute chips.
5. Explain rules for trading session.
6. Have the group trade for 10 minutes oxr so. N
7. After ten or so minutes stop trading session and have the
participants return to their original gloup
8. Have them record scores on slips.
9. Give three bonus chips to each group.
10.. Explain rules for bonus chips to each group.
11. Give the participants five to ten minutes for bonus ch1p
; session. S
12. While. they are in bonus group session collect all the
chips originally distributed and prepare them for the
" second round of distribution. :
13. End bonus chip session. :
14, Rev1se the scores on the board to reflect p01uts
received from the bonus chips. :
15. Promote high scoring persons to squares and: demote low
' scoring squares to circles or trlanoles.-‘
LND OF THE FIRST ROUND

16. hepcat process,

. 17. After second or third round give rights to’ make 1u1es for
g - the game to the squaves. : :
18. Play iL by the nose from then on.

One note of caution. Genprally groups need to talk about thc .
game in personal terms or, "who did what to whom" before going on ‘
to the issues involved. This can be an important experience in
interpersonal relationships, helping members of the group under-
stand their reaction to authority, competitive situations, etc.
However, it is dmportant that this discussion does not damage the
ego, status or self-concept of any of the participants. If you see
the discussion going beyond the point of friendly rivalry, then
you might direct it more forcibly toward the issues involved rather
than the personalities. If in the uulikely event that the. squares
are being badly scapegoated, then you might point out that every
group that has participated in the game thus far has reacted in
essentially the same manner and in general try to direct the dis-
cussion ‘toward the question of whether any group put in such a
situation would act any differently.
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EXPERIMENT

fhe téﬁgion between éonflict and coopération hag'lqng been the
subject of séhoia;ly research. This problem transcends the usual
. limits of sciéﬁtific application. No matter whét the state of .‘
.verifiable ahdafeliable knowledge; decisions are made daily~?ié.'-

personal and local affairs, between states and nations~-which. are

’-?‘known tq be based on limited knowledge of human affairs.

Caﬁe Thgory is a pbwerful tool in the examinapion of éOnfliéﬁ
‘2 and COOperétidﬁ; To date, it has been used in the igﬁbratory wigh :
hired Subjééts-(or with students, often part of a.¢§u;se). A
recent'stud§'which }n@luded behaviorial ébﬁcepﬁs ié'R; Ackoff\s:-
work for thé ﬁu S. Disérﬁament Commission.l This étudy used
‘student subject° from the Univelslty of. Pennsylvanla and Drexel
University, and ends with a huerlstlc flnding to 0pt1ﬁnze your
payoffs, play the so-called plarlnum rule-~do unto others as yoﬁ
expect them to do unto you.2

It is,gy fpought that this role reversal theofy'is é function.
of similar gtfi;udes the subjects bring with them to #he gane.

An expéiiment was cqnducted,“with subjects whdiWErg genuinely
hostile with_oﬁé another in a real life setting, ﬁslegamine thedir
charautcr;'tlcq of play in a SImple 'game'. . Inconét;ﬁcies found
in expeerental results from studies in Game The01y are hypoLhe514ed

to be re]zrcd tos the normative values brought to the analytlc by the
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The. experiment was conducted as part of a behaviorial workshop, with
change in play behavior characteristics measured ‘a priori and

posterior to the experience.

GAME THEOR&

Game Theéry is a rigo;oué deductive approach to the étudy of .
conflict ana cooperation in human behavior. Springiné from the
monumental work of Von Neuman and Morgenstecrn publishéd at the. close
of Woxld Wax 11,3 it is judged by many t¢ stand on a par with
Newton's celeétial mechanics as a scientiﬁic achievenent.

. However great the conceptual achievement, though, Game
. Theory has proved less than uscful as a pred:ictive‘model of huwan
behavior, Expérimental evidence yields-significaht parad§xical
‘results,s which have been subject to attempts to reéélve them

logically.6’7’8’9

For instance, take the often-used "Prisoner's Dilemma."lo

Prisoner's Dilemma

By €y
oy R,R S,T
— ~——  T>R>P>S
a, T,S P.P o

The rows of titis matrix contain outcomes (in utilities) for‘aj_

strategies; coluwns contain outcomes for B, strategies.
‘ : i e
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The dilemma becomes clear with a numerical example:

By By
oy 3,3 0,5
52 5,0 1,1

Ratioﬁality_(as'alwayg in Game'Theofy) means doing_thg,besfx
for onesélf;:_Following the.ﬁow-classic Gane Theorefi§31 Approagh
of Vou Neuﬁan éhd Morgenstern,ll equilibrium énd'thEréforersQluﬁibp .
;'lies at a' 82 1f éommunicétion and agreement between ﬁléyéfé a£e.
possible, a15 Bl provides a superioe (i.e., more ratlonal") outcome
" for both players

However w1th actual experlmentdtlon with this particulér'"_-'
matr:h (and sim11ar matrices) uncooperative behav1§r (az, 82) cﬁar—,,
acterized suchcL behavior under cond1L1ons of communicat’on and
agfeement'rgpging from_zerd'to total.12

Varioﬁé'ﬁodifications»of theory have been defised to.sétisfy
thisvdilemma_ 7H0wevé;, I hypothesize that the-dilémmavis cfeateé
not by inadéquacies of game‘thcory, but by horma;ivé'values beougﬁt

to the game by the players.

VALUE SYSTEMS
Social Scientists have long been aware of the interaction
between values and society. Webexr's analysis of the conmectives .

' . . e s . . 13
between social values and . capitalistic institutions™ perhaps
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' 14 ‘s .
~initiated medern interest in the phenomenon. Additional studies

: : , 15,16,17
have Investigated vardous intevwvelationshdps: achievement, i, }

economi.c dcvelopment,l8 and famlly pntterns.lgfzo ' o

' |
‘However, the literature on social and cultural change,jalthqugh

i
]

extensive, contains little emperical attention to the reseaﬁch
issues: what'afc the profiles of valuc comﬁonent'associated with
individual énd group behavior?2l Furthermére, most studies are
laterally comparitive due to the pragmatié consideratiéns of the‘
long time cohétént of societal changé, effect of external.influénces,
and the time f:ame;available for study and publication.

The OL-D; Workshop, based on its T-Group antecedents, has as
one of its priﬁe resultants the ghift in pafticipant'attitude .
4from individual goal setting to group goal-éétting,-from iniﬁial
hostility to irust,;from original heirarchical authority expecta-‘
‘tions to colléforative leadership. The group "culture" at the
terminatioh of fhe experience as compared'@ith the étgrt contains
operational normative values of trust, openncss, éﬁd joint. |
responsibility for resolving conflicts. An experimenﬁ isadesigned'
longitudinally with a "Prisoner's Dileﬁmg" the measure player

prior and posterior to a-wvorkshop with T-Group naive subjects.
i

MEASUREMENT SELXCTED

A Prisoner's Dilemma-type matrix game, known as "Chicken"

; .
was selected. Cell values ag shown:



+5,+45 ’ ~1,+10

10,-1 l 0,0

Note the minimax solutions:

For o f_5,’“ .5 . \. -1 . -1
] | 10 l< 0 0 e MAxTMIN
For B . 5 10
A 0 |
a4 0w
MAXTH IN

Thus, we'fiﬁa éﬁuilibfium a§>(a282) + 0,6,
| If eiéﬁef player deviageS,Aand his opponentJAOesfndt;lthé;--' -
opponent re;;ives +1.0, whiie the playér Qﬁo deviatea receives.fla
if bo£h~§iayeré deviate, each receives +5. | |
P}ayihg the (alsl) strategy requires-communicééidn and trust
between the pléyers. |
If trﬁSt,:communications and goal setting.wﬁich-involvé the .

i.e. L' (aj + 8) = Payoff = 10

We can ‘expect alsl'in experimental play.



Note that: ;(al J- 62) = k(az + ﬁl) = 9

o)
and Z(glsl) > 2(02”1)
| |
’
If goal setting is versus opponent, then we find communication
and pattern. of play.which results in mixed behavior, designed to

obtain 410 for oncself.-

PLAY OF THE. GAME
Play waé pre- and post;workshop. A cogtrol gioup was
soliciped from friends of the players.not atfending the woxrkshop.
When the?game was played, Eg_instructigns were given to direct
attention toward either conflict or cooperagion.
Cpmﬁunicationsibetween players (but not among) was allowed to

permit reaching alBi agreement.

DATA
The game'was played pre- and post—wdrkshop. Data are

sunmarized by player's patterns of behavior:

P COOPERATIVE CONFLICT
PLAY PLAY
PRIOR TO WORKSHOP _ 277 ' 73%

FOST WORKSHOP : 927 - _ 8%

+
'



DATA ANALYSIS -

The preﬁént study has not provided statistical valid data,:as »
experimentai data did nof include provisions for leatning précésSes,
§ubject matgﬁiﬁg, and longitudinal and iateral contrél.grbupé;-

The déﬁa indicates, however, a bhenomenpn which needs

rigorous investigation.
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