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TRAINING FOR THE NEW
HELPING PROFESSIONS-
COMMUNITY AND YOUTH WORK

My starting point is a kind of phantasied history of the world, and of the
plece of the thelping professions! in it. I take some imaginary era, ages ago, when the only helping
professions were priesteraft and medicine. That world, I imagine, was stable and coherent. Changes
in social structure and in social .{deas were imperceptidbles if there were contradiotions in either,
they were not perceived. The social structure then was stable; its theory of sooclety and its
philosophy of life coherent. Priests gave professional help by telling peopie what to do when in
doubt; medicine men gave professional help by giving speoifics to sidk people. They leérned to do
this by learning the traditional rules vhich dictated what to do in specifioc cases, and also they
learned some underlying rationalisation, explanation, philosophy, theory, general prinoiples or ‘
Weltangchauung which would give subjective meaning to the specifio rules of procedure. In a stadble
and coherent world, most of this could be learned by rote. A good memory was essential because 1:.here
might be many rules to remember for many evemtualities. Onm the other hand, understanding was not a
problem: it could be taken for granted since there is little incentive for doudbt, questioning or
conflict in a stable and coherent world.

I can imagine, too, developments in that world so that it becomes a somewhat
less coherent and orderly place. More effort would de required to get the rules of procedure to
apply to specifio cases. Interpretation now becomes a new helping professions tea.chers‘ and lawyers
Join, Ingenuity becomes more highly prized, in the restatement and refinement both of general
principles and of the rules of procedure which dictate appropriate action in specific cases., Training
would then necessarily consist of more than rote learningx practice would e needed in the skills
which would enable people to reduce the world to order and coherence again, whether the order be
there in an objectively discoverable chain of cause and effect, or whether the sense of order has to
be recreated in men!s minds so that it can be subjectively felt to exist. In some unlucky circum-
stances, verbal fluency and agility would become the skills by means of which the world is reduced to
order again. These verbal skills are often called 'reasoning! tut this can be confusing: Aristotle
produces sound examples of such skills, but the schoolmen.produced sick ones. (1) In some lucky circum-
stances we can imagine a kind of empiricism gaining a foothold: practice in the task of checking
whether the application of a rule of procedure to a set of ocircumstances producea the expected effect
of not, and practice in scrapping rules which do not. But thie is very rare. A lot of very
() ‘nuous practice ig needed in scrapping rules of procedure before we can do so at need; rules are

C now the stuff our thoughts are made of.
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My starting point is a kind of phantasied history of the world, and of the
place of the 'helping professions! in it. = I take some imaginary era, ages ago, when the only helping
professions were priestoraft and mgdioine. That world, I imagine, was stable and coherent. Changes
in social struocture and in sooial ideas were impexceptible; if there were contradiotions in eithen,
they were not perceived. The social siructure then was stable; its theory of soociety and its
philosophy of life coherent, Priests gave professional help by telling peoﬁle vhat to do when in
doubt; medicine men gave professional help by giving specifics to siok people, They learned to d&o
this by learning the traditional rules which diotated what to do in specifio cases, and also they
learned somo underlying rationalisation, explanation, philosophy, theory, general prineciples or '
Weltanschauung which would give subjective meaning to the specific rules of procedure. In a stabdle
and coherent world, most of this could be learned by xote. A gcod memory was essential dbecause there
might be many rules to remember for many eventualities. On the other hand, understanding was not a
prodblem: it could be taken for granted since there is little incentive for doubt, questioniag or
confliot in a stable and coherent world. B

I can imagine, too, developments in that world so that it becomes a somewhat
less coherent and orderly place. More effort would be required to get the rules of procedure to
apply to specific cases. Interpretation now becomes a new helping professioni teachers and lawyers
Join. Ingenuity becomes more highly prized, in the restatement and refinement both of genersal
principles and of the rules of procedure which dictate appropriate action in specific cases. Training
would then necessarily ooinsiat of more than rote learningl praoctice would %e needed in the skills
which would enable people to reduce the world to order and coherence again, whother the order be
there in an objectively discoverable chain of cause and effect, or whether the sense of order has to
be, reoreated in men's minds so that it can be subjectively felt to exist. In some unlucky ocircum-
stancea, verbal fluency and agility would becomé the skills by means of which the world is reduced to
order again. These verbal skills are often qalled Yreasoning! but this can be confusing: Aristotle
produbee sound examples of such gkills, but the schoolmen.produced sick ones. (1) In gome lucky oircum-
stances we can imagine a kind of empirioiem gaining a footholdt practice in the task of checking
whether the application of a rule of procedurs to a set of oircumstances produces the expected effect
or not, and practice in sorapping rules which do not. But this is very rare. A lot of very
strenuous practice is needed in sorapping rules of procedure before we can do so at need; rules are .
even now the stuff our thoughts are made of,

(1) I would expliocitly exclude symbolic logic from what I here rather derogatorily call
reasoning, on the grounds of its relative independence from verbal jiggery-pokery.
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There may have been further developments in training for the 'helping
professions! since the stage we imagined Jjust above, but we can still easily recognise combinations of
the elements of rote learning, spurious and legitimate verbal skills, and empiriecism, variously
répresented in today'!s legal or medical training, training for the priesthood, or social work or
community or youth or playgroup work. {(2)

As the world changes, so do the thelping professiogs' and so does the nature
of training. Now the world has in some ways become a compiex and incoherent place, and our ways of
thinking about it may need to be equally complex and incoherent, or, at best, partial. What behaviour
is now to be regarded as helpful work with people? And how can people learn to do this work. It is no
longer enough to tell olients or students what to do or to give them lists of speoifics. “hat may
have been possible in the imaginary orderly world where people could be thought of as fitting sooially
into a single coherent society, and where ideas could be thought of as fitting intellectually into a
single coherent philosophy, a world view agreed by all. It is, however, the lack of such coherence
which has helped to oreate the demand for pesple to work with people. (Where the demand comes from
vhich insists they must be trained to do so, or the rule of procedure which insists that only trained
people may do so, deserves a paper in its own right).

This paper is written on the assumption that the function of the helping
professions which 'work with people! ist either to remedy incoherence or to help people live with it.
Bits which can cohere can.bte connected into struotures: social structures like augooiations, workshops,
friendship groups, demonstrating crowds, eto., and psychioc structures like explanations, understandings,
theories, working hypotheses, etc. Those¢ who work with people are therefore remedying, or helping
people 1live with, the lack of connections between events, ideas, people, or the lack of experienced
connections batwaen events, ideas, people. It is the lack of such connootions which makes people feel
that 1life is meaningless, and that purposive action is pointless or impossible.

Sets of connections I shall call !'structures! where convenient. It is now
obvious why the nature of training for the new helping professions has to change. To the extent that
the world is not coherent, it would be damaging to engage in training which allowé the learner to
believe that there is already a coherent world, which unfortunately he is too young, too stupid, or too
inexperienced to see. Training can no longer rely to any great extent on transmitting treceived
knowledge!. Interaction on a trainer-student dimension has become less appropriate, and the decision
as to when a student should rely on his teacher (or, mutatis mutandis, the decision when to intervene
as a teacher) has itself become an art - a highly individual matter dependent on one's judgement of the
gituation. We have thue two questions to handle, neither of them simplei-

what is tworking with people?!

what is 'training to work with people?!

I shall start with the first of these questions. It will turn out that, as
it is being dealt with, progressively more light will be shed on the second. This should not come as
a surprise, though it did even to the writer of this paper, for a kind of logic is involveds 1) you
work with people by helping them to make connections social or psychological, 2) training is a way of

[Jihig (2) 1In a rough sort of way, the order in which these helping professions veru listed in the text,
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into a eingle coherent sooiety, and where ideas could be thought of ae fitting intélleotually into a
single coherent philosophy, a world view agreed by ail. 1t is; however, the lack of such coherence
which has helped to oreate the demand for people to work with peoples (Where the demand comes from
which insists they must be trained to do so, or the rule of procedure which insists that only trained
people may do g0, deeegvee a paper in its own right).

This paper is written on the assumption that the function of the helping
professions which fwork with people! ist either to remedy incoherence or to help people live with it.
Bits which can cohere can-be conneoted inte structurest social structures like amsooiations, workshops,
friendship groups, demonstrating orowds, eto., and péychio struotures like explanations, understandings,
theories, working hypotheses, eto, Those vho work with people are thexefore remedying, or helping
people live with, the lack of conneotions between events, ideas, people, or the lack of experienced
conneotions between events, ideas, people. It is the lack of such connections which makes people feel
that 1life is meaningless, and that purposive action is pointless or impossible.

Sets of comnectione I shall call tstructures! where convenient. It is now
obvious why the nature of training for the new helping professions has to change. To the extent that
the world is not coherent, it would be damaging to engage in training which allowé the learner to
believe that there is already a coherent world, which unfortunately he is too young, too stupid, or too
inexperienced to see. Training can no longer rely to any great extent on transmitting Yreceived
knowledget. Interaction on a trainer-student dimensioh has become less appropriate, and the decision
as to when a student should rely on his teacher {or, mutatis mutandis, the deoision when to intervene
as a teacher) has itself become an art - a highly individual matter dependent on one's judgement of the
situation, We have thus two questions to handle, neither of them simple:-

what is 'working with people?!

what is ttraining to work with people?!

I shall start with the first of these questions. It will turn out that, as
it is being dealt with, progressively more light will be shed on the second. This should not come as
8 surprise, though it did even to the writer of this paper, for a kind of logic is involveds 1) you
work with people by helping them to make conneotions sooial or psychological, 2) trﬁining is a way of

(2) In a rough sort of way, the order in which these helping profecsions vere listed in the text,
indicates the extent to which each considers training to be essential to its practitioners.
Some of the practitioners at the end of the list have little or no faith in the uses of
training; some consider that training 3amages a person's capaclty to help.




working with people, 3) you train people by helping them to make conneotions between thoughts, feol-
ings facts, people.

In the main body of this paper I shall first make a distinotion between
pmaintaining struotures, and oreating new ptructures. “hen discussing the creation of new structurer
I shall make a further distinction, between oreating struotures to deal with a orisis, which I shall
call 'responding to need! and others which I shall call !greating autonomous structures', that is,
oreating structures capable of developing independently away from the oiroumstances and the people who
oreated them. Because of my view of society as incoherent, I think it important that training should
‘be aimed toward the development of whatever erables people to size up situations with fresh eyes, not
too much affected by what wus true in the past, or what worked well in the past. Contemporary training
should aim at enabling people continually to make new connections, batween percepfions, cognitions,
ideas, feelings, experiences, people of all kinds. (3)

Maintaining structures

What goes on in a group at any moment can usually be ldentified as either in
the interests of the performance of a group task or as concerncd with sorting out the relations between
people.. The full-time wurker will accordingly usually be engaged in

1) managing and administering agreed services
2) simple human relations work among people in groups

1. MANAGING AND ADMINISTERING AGREED SERVICES

People want playgrounds or playgroups or nursery education, comedy turns or
dramatic performances, billiards or table tennis coaching or fooiball matches, somewhere to sit and
talk, get out of the house and meet the regulars, coach outings or rambles or barbecues, instruction in
statistics, leotures on the law relating to housing, tencounter! games, insight or clarinet practice.

All these services reed premises which may need to be paid for, which need to
be insured, which need to be kept clean, which need to be maintained; the services have to be financed,
there have to be accounts and estimates of budgets; printed programmes have to be printed at the right
time; planning for the future may need to staxrt six or sixteen months beforehand. There is a wiole
administrative background to maintaining and administering a service.

In addition to those who are able to do this without rising above a reasonable
low level of fuss, there are two categories of more extreme practitioners; those who act as though thic
‘wag the whole substance of working with people and those who, on the other hand, ignore the need‘ror
golid administration and/or despise those who provide it. Some youth workers I know seem unable to
accept that they are club mansgers: not only are their arrangements often messy and disappointing (the
football match is arranged for the wrong day; the Mars Bars haven't arrived; no minutes are kept of
the members! committee meeting), they also intrude into tolersnt young peoplets lives tecause they feel
t?ev should be constantly relating, counselling or socially educating. Others I know are purely manag-

[]2J!:11 and are frequently out of touch with the current needs of their club members because they can

never settle dowp_t9“§>glgaeurable non—jnstrumentalrchat.




Maintaining structures

What goes on in a group at any moment can usually be identified as either in
the interests of the perfoxmance of a group task or as concerned with sorting out the relations between
people.. The full-time worker will accordingly usually be engaged in

1) managing and gdministering agreed services
2) simple human relations work among people in groups

1. MANAGING AND ADMINISTERING AGREED SFRVICES

- People want playgrounds or playgroups or nursery education, comedy turns or
dramatic performances, billiards or table tennis coaching or football matches, somevhere to sit and
talk, get out of the house and meet the regulars, coach outings or rambles or barbecues, instruction in
statistics, lectures on the law relating to housing, 'encounter! games, insight or clarinet practice.

All these services need premises which may need to be paid for, which need to
be insured, which need to be kept clean, which need to be maintained; the services have to be financed,
there have to be accounts and estimates of budgetss printed programmes have to be printed at the right
time; planning for the future may need to start six or sixteen months beforehand. There is a whole
administrative background to maintaining and administering a service.

In addition to those who are able to do this without rising above a reasonable
low level of fuss, there are two categories of more extreme practitioners; those who act as though thic
-wag the whole substance of working with people and those who, on the other hand, ignore the need‘for
golid administration and/or despise those who provide it. Some youth workers I know seem unadble to
accept that they are club managers: not only are their arrangements often messy and disappointing (the
football match is arranged for the wrong day; the Mars Bars haven't arrived; no minutes ave kept of
the members! committee meeting), they also intrude into tolerant young people's lives because they feel
they should be constantly relating, counselling or socially educating, Others I know are purely managp-
erial and are frequently out of touch with the current needs of iheir club members because they can
never settle down to a pleasurable non-instrumental chat.

(3) See Joan Tash Supervision in Youth Woxk, london Council of Social Service 1567.
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From my point of view, the unfussy provision of premises - and all that this
entails - is a staple service; it enables people to make their own vonnsotions, soclal, commercial,
or intellectual, It is not romantic work, but it is baslo; it is basios but it is very limited. I
am talking of a diet of potatoes.

A training agenoy has to ensure that the learner has no hang-ups ahout answer-
ing correspondence promptly, keeping straight~forward accounts, being punctual, eto., in short, the
training agency has to ensure that routine is seen in a proper perspective: basiot neither romantio
-nor guffioient, A personality thrown by routine requirements will ie limited in the help he can
reliably offer anyone. It may be enough training if the training agency has its own routine in a
proper perspective in its own programme and procedurest not too little, not too much, eatiroly visibdle,
‘and not obtrusive.

The provision of agreed services also, however, raises some profounder prodblems.
Services can be provided commsrcially if they can be made to pay a profit, or they can be provided at
subsidised retes by voluntary or statutory agencies who wish to further them for other reasons than
profit., Managing these arrangements is 'relatively simple, but non-commoercial managers have certain
additional problems by no means simple. The commercial manager is guided by publio demand: dJemand
tells him how many will pay for a particular facility at a particular price, and this tells him whether
to provide facilities or not. Without this guide-line, how is the non-commercial manager to decide?
Shall he provide only those facilities in great demand or not? What shall he initiate? Which abandon?
By what criteris can he deoide whether to encourage interest in a facility? And by what strategy, if
he decides he should? More profoundly still, what etnical considerations would dioctate that a partic-
ular service should be allowed to live or die as a co-operative or partiocipant-run service?

To some extent, solutions to these questions may have been writien into the
workerts contraot of service, though on the whole these are vaguer than one might suppose. Even so,
has he or has he not some obligation to educate his employer? The training problem iss to provide -
settings which enable the learmer to form Judgements about such issues} more precisely, to enable him
to fornm strategies for arriving at a Jjudgement.

To write this in terms of the general outlook of this paper: training should
help a worker to make new connections in his mind: it should be geared to helping him understand what
he feels and thinks about a prodlematic issue; 1it-.should be geared to helping him understand the values
to which he is committed and how these values affect his perception of situations and his preference
for certain golutions. Training should help him conneot his perceptions of situations to his prefer-
ence for solving problems in a particular way,; and to a constantly more coherent and less self-
contradictory set of personal values. ‘Training should also help him in making new social connectionsj
it should be geared to strengthening his capaoity for consulting with others when faced with problematio
issues, and it should Lelp him to do this with the right amounts of deference and independence of Judge~
ment in each case, and it should help him to recognise who are the right people to consult. 4nd this
in turn can only be understood in the context of his feelings and thoughts and personal values,
etcetera, etcetera. At this point we find we have stepped intr the section oa oreéting new structures, .
and here we leave it for some pages.

Q
SIMPLE BUMAN RELATIONS' WORK AMONG PEOPIE IN GROUPS
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- profite Manaeine‘these arrangemente is Yelatively simple. but non-commeroial managers have cextain
. 'fadditional prodlems by no means simple, The commoroisl manager is guided by public demand: demand
. t.ella hin how many will pay for a partioular faoility at & partioular price, and this tens hin whether
_ : 4o provide faotlities or not. Without this guide-iine, how is the non-commeroial mansger to deoide?
s Shall he prov;lde only those faoilities in great demand or not? What shall he initiate? Which abandon?
: ':By what oriteria can he deolde whether to encourage interest in a faollity? And Yy what strategy, if
: he deoides he should? More profoundly atill, what ethical considemtions would diotate that a pe.rtio-
: 'ular servioe should be allowed to hve or die as a oo—operative or partioipant un service?

S To gome extent, solut:lons to these queations may hava been written mto the

o :worker's contraot of service, though on the whole these ere vaguer than one might suppose.  Even go,
" hashe or has he not some obligation to educate his employer? The training problem ist to provide . .

o settings which enable the learner to form judgements about such 1seues; more preoisely, to enable him
o te form strategiea for arriving at & Judgement. : =

S : To write this in terns of the general outlook of this pa.pera training should“
e - 'l.ihelp a worker to make new connections in hisg minds 1t ahould be goared to helping him understand what
T he feels a.nd ‘thinks about a problematio issue; 1t.should be geared to helping him understand the values
%o which he 1is committed and how these values a.ffeot his percepticun of situations and his preference
. for certain solutions. Trai.nine should heip him conneot his perceptions of situations to hie profar—
ence for solving problems in a particular way; and {0 a constantly more coherent and lese self-
- contradiotory set of personal values. PTraining should also help him in making new sooia.l coxmeotione;
-1t should be geared to strengthening his capaoity for consulting with others when faced with pyroblematlok
issues, and it should help him to do this vith the right amounts of deference and independence of Judge-
ment in each case, and it should help him to recognise who are the right people to consult, And this
in turn can only be understood in the context of his feelings and thoughte and personal values, :
etcotera, etcetera, At this point we find we have stepped into the section on oreating new atmotu.ree, o
and here we leave it for some pages.

2, SIMPIE TIONS' WORK AMONG PEOPLE IN GROUPS

. As a rule, working with people involves sets of them. The agency which
employs the worker is one such set of people, whether it be an infrequently-met management-committee,
or a more elaborate formal organisation in which the worker has an informal standing with hig immediate
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colleagues as well as a contractual role and status. Other sets of people are the actually or potent-
ially supportive friends and/or colleagues the worker is in ccatact with. Quite often the clientele
is another such set, whether it be an evening class, the children on the playground at this particular
monment, or the families living in the block of flats where a move is afoot to set up a tenants!

-

association.

Quite often, the people in such sets see something of each other, at the coffee
breaks, on other committees, as friends who visit each other, in the corridors or on the streets. To
the extent that they do so, they are a group. And people in groups are liable either to agree on the
status of everyone in the group, in which case they wiil all listen more respectfully to some ideas than
to others, or else they will feel puzzled and uncertairi‘. In short, whether it be an interest group or
a friendship group, compulsory or voluntary or free-foﬂ-all, people in groups will generate friendliness,
hostility and anxiety in each other and in various uneqlla.l ways. Hierarchies of prestige may come
about, or exclusion, or raciam, or apathy, or foolish wiys of going on. Altermatively, there may be
warmth, depth, and crectivity. What can the full-timei,
contact with a group, do about a conflict he can see devz'eloping? What can he do about scapegoating?

Or about a Ysick! leader who is getting himself a following? What can he do to encourage greater self-
confidence and mutual trust? Wider interests? We will return to some of these questions in the section
on creating new structures, but some have to do with maintaining the present structure because groups
can die off or destroy themselves, and not always to the best advantage of those concerned.

professional, whose work entails continued

In learning to care for group maintenance, some gimple ideas can be useful.
There are check questions to keep in mind more or less constantly, like 'how sre people conmected with
each other at this moment?! There are useful instructions like 'note the number of levels of prestige
in a group! and *'count the number of isolates!. There are generalisations like !'the less control
people have over various aspects of their lives, the more apathetic they will temd to be' and ?'the more
)bad things happen to people, the more mistrustful they are!.

Secondly, the worker must be able to notice events as they happen among people

in a group. There are many people who can, for instance, correcily describe or identify a 'disturbed
child! or a 'troublemaker!, but who cannot notice when a child is getting angry or a man's feelings are
being hurt. Many people unfortunately tend to deal in static categories rather than in evolving pro-
cesses. I do not myself think that what has come to be known as sensitivity-training helps to more
than a minor extent, because of its built-in tendency to confirm our already overdeveloped aptitude to
categorise: it is fatally easy to come to assume that the proper response to what anybody says is to
tell everyone in the group the name of the feeling which has just been expressed, received or exper—
ienced. Rather, I believe that there is enough going on among the people in a seminar or a practice
placement to enable one to learn to notice a very large variety of interpersonal events, their connec-

tions and their consequences.

. At the next more sophisticated level, the worker must be able to intervene on

what he judges to be appropriate occasions. Some people are under-active either because they still

need to learn to notice what is happening, or because they mistrust the validity of their intervention:

what should they do? and by whét right? Other people are over-active, again because they still need to
El{ll n to notice more of what is happening, but these tend to mistrust other people's ability to act

s opriately; they tend to assume that if they don't act, no-one wille Most of us are, maybe, under—
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Uy, or exoluslon, or raoiem, or apathy, or foulish ways of going ons Alternatively, there may be
warmth, depth, and oreativity.  What can the full-tiume professional, whose work entails continued
contact with a group, do about a confliot he can see developing? What can he do about scapegoating?

Or about & 'siok! leader who is gotting himself a following? What can he do to encourage greater gelf=

- confidence and mutual trust? Wider interests? We will return to some of these questions in the section
on ordating new struotures, but some have to do with maintaining the present structure bscause gro{zpe
can die off or destroy themselves, and not always to the best advantage of those concerned.

‘ In leaming to care for group maintenance, some gimple ideas can be ugeful,
_ There are check questions to keep in mind more or less constantly, like thow are people conneoted with
each other at this moment?' = There are useful instruotions like 'note the number of levels of prestige
in s group! Qnd toount the number of isolates!.  There aro generalisations like 'the less control
people have over various aspeots of their lives, the more apathetio they will tend to be' end Vthe more
xbad things happen to people, the more mistrustful they aret.

. Secondly, the worker must be able to notice events as they happen among pecple

in a group.  There are many people who cem, for instance, correotly desoribe or identify a 'disturbed
_‘child! or a !troublemakex!, but who cannot notice when a child is getting angry or a man's feelings ave -
‘being hurt, = Many people unfortunately tend to deal in statio categories rather than in evolving pro-
 cessess I do not myself think that what has come to be known as gensitivity-training helps to more.

than a minor extent, because of its built-in tendenoy to confirm oﬁ.r alrveady overdeveic)ped,apti‘dudé to -
_ categoriser it is fatally easy to come to assume that the proper response to what anybody says is to
‘tell everyone in the group the name of the feeling which has just been expressed, received or exper-
ienced. - Rather, I believe that there is enough going on among the people in a seminar or a“praotice
placement to enable one to learn to notice a very largs variety of interpersonal events, their connec~
tions and their congequences.

.- At the next more sophisticated level, the worker must be able to intervene on
' -what he judges to be appropriate occasions. Some people are under-active either because they still
need to learn to notice what is happening, or because they mistrust the validity of their intervention:
what should they do? and by wha'.t right? Other people are over-active, again btecause they gtill need to
learn to notice more of what is happening, but these tend to mistrust other peoplets ability to aot
appropriately; they tend to assume that if they don't act, no-one will. Most of us are, maybe, under-
aotive in some oircumstances and over-active in-others. What we need is the opportunity to consider
what the situation requires and what our own role is and our responsibility for the group's process.
Careful recording, and conversation (in the training-situation the tutorial) helps most of us and
sttgngthens onels confidence in onels judgement. Eventually experience, composed of a varied lot of
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carefully evaluated experiences, helps us to make the necessary connections at the lightning speed
required.

A related problem, which has helped to disgrace the 'helping profession’ in
the oyes of others, is that many quite good workers in the helping professions find it diffioult to be
& partioipant just like anyone else, to be comneoted in a group like everyone else, neither totally in
'control, nor totally abdicated. Espeoially those who work with discussion groups and committees find
this a bother. I am surprised to find that the repeated reminder is helpful, that no one is gver "in
control™ of s group of people, that people are themselves, and that the worker is not expected to cont-
rol everything because he could not, even if it were desirsbdle.

One final profound issuet the worker engaged in the xpaintenance type of group
work must get used to asking himself at intervals, whether he is Justified in maintaining this partic-
ular group. At this moment, if they cannot do without his help, ought the group to be allowed to
dieinteérate? The worker must be helped to form oriteria to endble him to answer this question. To
this we shall return in the final secotien.

The reader may feel the disappointment and impatience most of us feel at the
limitations which the above presoriptions place on our wish to help people iun distress or danger here
and now, Is this all that can be done when you see racism develop in a group, or a status-hierachy
based on fear? Is this all that can be done to promote self-confidence, kindness and demooracy? A
little more can actually be done, and is divcussed in the next section since it involves the oreation of
new structures. But a warning is appropriate here, for it can easily happen that a mistaken worker
destroys a group which has potential for usefulness and growth, and destroys it because of his own
anxieties and feelings of omipotence. The very oyposite of group ma.int_enancgs Very often such
questions as 'what shall I do about the scapegoating! are imposed on us either by outsiders without
access to all our information, or by our own overgrowa and unrelenting comscience, or else by our lack
of confidence that we can ever be worthwhile people. If that is so, then the actions which spring
from them may be govermed more by our need to prove our worth than by our need to be useful to specific
others in need. Many of us in this culture are more apt to be managerial than to be loving, and we
need to be constantly on guard against this cultural tendenoy to manage things so we shall not be blamed.

Nonethelese, there are maintenance aotions which can occasionally be taken.
These do of course depend on the situation, so what has been said about noticing etc., in the earlier
part of this section, is crucial, But given some understanding of what is going on, two strategles may
be considered. A direct strategy would be to respond to whoever in the group is likely to be the weak-
est 1ink in the network -~ a key member with resources it would be difficult to replace, or a member who
is likely to cause himgelf or his group suffering by his current behaviour - giving him sympathy, status,
responeibility, laughter, distraction, reproof or a bawling out or an alternative intevest or whatever.
More indirectly, one can alter the structure of the situation by virtue of one!s own role in the situa-
tion changing the times of meeting so as to keep two sub~groups separate or merge them, talking about
what is happening in the group so as to alert people to the process and its implica‘isions , bringing in
more helpers or laying on a lecture, eto. But with this, we come near to the creation of new struc-
Q 3, vhich is a topic which needs lengthy discussion, not least because of the complexity of the
-:8 vhich many feel should guide ﬁositive intervention,



~ular group. = At this moment, 1f they cannot do without his help, ought the group to be é.II'@iiéfd' to
disintegrate? The worker must be helped to form oriteria to engble him to answer this question. To
this we shall return in the final seotien, ’

The reade. may feel the disappointment and impatience most of us feel at the
limitations which the above prescriptions place on our wish to help people in distress or danger here
and now. Is this all that can be done when you sée racism developr in a group, or a status-hierachy
based on fear? Ys this all that can be done to promote self-confidence, kindness and demooracy? A
1ittle more can sotually be done, and is discussed in the next ssotion since it involves the oreation of
nevw structures. But a warning is appropriate here, for it can eaeily happen that a mistaken worker '
destroys a group which has potential for usefulness and growth, and destroys it because of his own
anxieties and feelings of ommipotence. The very opposite of group maintenance!‘ VYery often such
questions as 'what shall I do about the scapegoating' ave imposed on us either’ by outsiders without
access to all our information, or by our own overgrown and unrelenting consoience, or else by our laock

“of confidence that we can ever be worthwhile people.  If that is go, then the aotions which spring

from them may be governed more by our need to prove our worth than by our need to be useml to specifio
others in need. Manw of us in this oculture are more apt to be managerial than to be 1oving, and we.
need to be conétantly on guard against this cultural tendency to manage things so we shall not be blamed.

Nonethelese, there are maintenance aotions which can occasionally be taken.

S Theee do of course depend on the situation, so what has been said about notioing ete., in the earlier

part of this section, is oruoial. But given some wnderstanding of what is going on, two strategies my
be considered. A direot strategy would be to respond to whoever in the group is likely to be the weak-
est link in the network ~ a key member with resources it would be difficult to replace, or a member who
is likely to cause himself or his group suffering by his current behaviour - giving him sympathy, stalus,
responsibility, laughter, distrastion, reproof or a bawling out or an alternative interest or whatever.
More indirectly, one can alter the struoture of the situation by wvirtue of one's own role in the situa-
tion changing the times of meeting so as to keep two sub-groups separate or merge them, talking about
what is happening in the group so as to alert people to the process and its mplications, bringing in
nmore helpers or laying on a lecture, etc. But with this, we come near to the oreation of new struc- -
tures, which is a topic which needs lengthy discussion, not least because of the complexity of the
ethice which many feel should guide bositive intexrvention.




Creating new structures

Here I shall d.stinguish first between two general approaches, which could be
called 'dealing with crises' or, less spectacularly, 'responding to need! on the one hand, and 'working
for autonomy'! or 'aiming at creativity'! on the other. These terms are not perfectly appropriate; no
doubt if the distinction is found useful, more acceptable terms will emerge. (4) Each approach furthoer::
certain values and can at times be incompatible with the other, which means of course that those engmied
in one kind of action may disapprove and feel hostile toward those engaged in the other. Either app-
roach may at times lead to actions which go against values held by substantial numbers of people in our
society. My own value-orientation is involved in the discussion which follows: I fear that a ledger
account of all the consequences of all the interventions made by the new helping professionals (volun-
tary or paid) would show that more harm has been done than good. But I do riot believe this need
inevitably be so, given more respect for other people's wishes than has generally been the case in the
past. (5)

By 'responding to need'! I mean that the situation is seen, at least by the
worker, as one in which the need for action is paramount. Msny, though by no means all, social~action
projects in England seem to be of this kind. They have a single interest, which may be remt-reduction,
anti-racism, play-provision or whatever, to which other considerations take second place, either explic-
itly or implicitly. The worker and/or his group (workshop, committee or friends) is recognised by the
clientele as an agent for change in some particular aspect. The status structure has at least two
levels, with the worker and his group on one level, and their clients or beneficiaries on the other.

By 'working for autonomy'! or taiming at creativity'! I mean, essentially, that
the worker's approach (and that of his group) is suffused with the conviction that the crisis approach
is damaging in the long run. When Le comes to feel this, it means that at any choice point he is
likely to prefer to take steps which will make him redundant, or to take steps which confirm in his
clientele the understanding that they can deal with the situation rather than quickly solve the problem
on his own. Inasmuch as he feels this, the worker aims to let indispensibility rotate in the client-
group as different needs emerge and are dealt with by different members of the group. (6) This is what
is meant by autonomy. It also means risking that the main interest which brought his clientele to-
gether will suffer through the inefficiency, inexperience or lack of sustained interest of his clients.
It means letting people make mistakes and learn from the experience.

'Responding to a need! and 'aiming at autonomy! or Ycreativity', can be seen
as phases which follow each other according to the demands of the situation, or they can be seen as
individually preferred ways of working: there are people who engage in one or other approach regardless
of the situaticn. There are as yet no generally agreed guide-lines as to the consequences of either

"(4) For an excellent analysis starting from the same distinction but going far deeper than I do
here, but using a very ugly vocabulary, see Jack Rothman: 'An analysis of goals and roles in

commnity organisation practice', in Reading in Community Organisation Practice, edited by
H.M.Kramer and H.Specht, Prentice Hall, 1969.
(5) I can now also explain the persistent quotation marks round 'helping professions'. Practi-
tioners have too often thought of their work as maintaining structures, and in this way they
Q have often been less than helpful to their clientele. There is a second reason for the
‘ quotation marks. Too often practitioners have been so intent on being helpful that they 4id
not stop to ask themselves whether people wanted their help, so that at times they have thru:i

their idea of help on unwill;es ricigientm 1t is 2 nrelonged expgsure to balpars of ibi
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By 'respondi 0 1 I mean that the situation is seen, at least by the
workex, as one in which the need for action is paramount. Many, though by no means all, social-action
projects in England seem to be of this kind, They have a single interest, which may be rent-reduotion,
anti-raoism, play~provision or whatever, to which other considerations teke second place, either explic-
1tly or implieitly. The worker and/or hie group (workshop, committes or friends) is recognised by the
olientele as an agent for ochange in some particular aspect. The status struoture has at least two
levels, with the worker and his group on one level, and their olients or beneficiaries on the other.

By tworking for autonomy! or ‘aiming at oreativity' I mean, essentially, that
the worker!s approach (and that of his group) is suffused with the conviotion that the orisis approach
is damaging in the long run.,  When Lo comes to feel this, it means that at any choice point he is
1ikely to prefef to take steps which will make him redundant, or to take steps which confirm in his
olientele the understanding that they can deal with the situation rather than quickly solve the problem
on his om.  Inasmuch as he feels this, the worker aims to let indispensibility rotate in the olient-
group as different needs emerge and are dealt with by different members of the group. (6) This is what
1e meant by autonomy. It also means rigking that the main interest which brought his‘olientele to-
gother will suffer through the ineffiolenoy, inexperience or lack of sustained interest of his olients.
It means letting people make mistakes and learm from the experience. '

tResponding to a need! and 'aiming at autonomy! or lereativity!, can be seen |
as phases which follow each other according to the demands of the situation, or they can be seen as
individually preferred ways of working: there are people who engage in one or other approach regardiess e
of tne wituation, There are as yet no generally agreed guide-lines as to the consequences of either

(4) For an excellent analysis starting from the same distinction but going far deeper than I do
here, but using a very ugly vocabulary, see Jack Rothmant VAn analysis of goale and roles in
community organisation practice', in Reading in Community Organisation Practice, edited by
H.M.Kramer and H.Specht, Prentice Hall, 1969, ‘ o o

(5} I can now also explain the persistent quotation marks round 'helping professions'. Practi-
tioners have too often thought of their work as maintaining structures, and in this way thoy
have often been less than helpful to their clientele. There is a second reason for the
quotation marks. Too often practitioners have been so intent on being helpful that they did
not stop to ask themselves whether people wanted their help, so that at times they have thru:l
their idea of help on unwilling recipients. It is a prolonged exposure to helpers of thi:
kind, that people!s contempt for 'do-gooders! may be attributed. A third reason is referred o
toward the end of this chapter: the dependence on concensus as a means of achieving objert-
ives, and the compulsive avoidance of conflict.

See my Study of Groups chapters 2 and 3. Routledge and Kegan Paul, 1956.
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npproach, or as to the clrcumstances in whlch either is best indicateds A review of the literature to
thesd 1ight on this question would be very helpfuls (7) Such a treatise could also deal with a related
“ienuet  what are the oriteria by which a worker is to recognise the degree of autonomy and/or oreativity
with which his clientele is already comfortable? What are the stages by which an oppressed olientele ‘

with little experience of autononw or creativity comes to the point when they eet rid of a worker and
run their own affairs? :

The dilemma applies also to training. The teacher or trainer has a similar
problem of deoiding whether he shall at a particular moment intervene, or be helpful in some other way, -
What he does will affeot the learnerts autonomy and oreativity profoundly. A tightrope has to be walked;‘i',
between letting the learner flounder and feel ever more inadequates on the one ha.nd, or, on the other,
ma}'ing him over-dependent, and feeling inadequate for that reason. Moreover, each learner is unique.
Maybe 1t is best to be inconsistent? But, by and large, if the problem can be regularly d.iscussed, a.nd :
the learner can respond with feedback as to how he feels, the situation can be olarified a.nd we ahould :
bepin to understand the circumstances which favour one or other approachs

I shall now look at some ways of oreating new gtruotures. I have roughly list= -
ed them in such a way as to take the response-to-need/work-tomrd-autonom' dimeneion into account,
starting with those ways of working with people which appear to me to offer the groatest temptation to
rospond to need in a manner which might work against the olient's autonomy. I do not of course méall':,;
that we should alvays yleld to the temptation; only tha.t the situation makes it harder to resist, .

' Introducing stisulus and new ideas :
ththering discussion
Responding to requests for advice and support
Making information available : ,
Being a go~between] intergroup work and pressure-sroup work
Creating new structures unobtrusivelyt the open seoret of training.

f‘ IN‘I*RODUCING S'I'IMULUS AND NEW IDEAS

: The workers most profoundly affected by the ideology of autonomy and oreativity

e tend to underestimate the damage done by ‘bad housing, lack of play-encouragament, authoritaria.n school-

w ing and employment, eto, Or maybe they tend to over-estimate the ease with which such da,mage canbe -

undone. In their respeot for others they thus may miss opporttmities. A group. of prosie sitting around
.._M be relaxing. enjoying an almost silent comnmnion, and resting in their own integrity. Lo

fin 'I'here is:room m our social life for animatorst 20 how does one. 'introduce
[KCrs to new idc}a,e or new practices? How does one know what to introduce a.nd when? J By uhat authority?"

Aruitoxt provided by Eric

110w does one leam to do i1t?




ed end we should

bef’in to understand the oircumstances which favour one or other approach.

I shall now look at some vays of oreating new struotures. I have roughly liet-
ed them in such a way as to take the response-to-nesd/work-toward-autonomy dimension into account,
starting with those ways of working with people which appear to me to offer the greatest teaptation to
respond to need in a manner which might work against the olient's autonomy. I do not of course mean
that we should always yield to the temptation; ouly taat the situation makes it harder to vesist.

Introducing stimulus and new ideas
Purthering disoussion
Responding to requests for advice and support
Making information availadle ;
Belng a go-~betweeni intergroup work and pressure-group work
' Creating new struotures unobtrusivelys the open mecret of training.

INTRODUCING STIMULUS AND NEW IDE&

: ~ ~The workers lnost profoundly affected by the ideology of autonomv and creativity -
tend to underestimate the da.mage done by bad housing, lack of play—encowcagement, authoritarian sohooi— o -
 ing and employment, eto. Or mewbe thoy tend to over-sstimate the ease with which such damage can be -
: kundcne., In their respect for others they thus may miss opportunities. A group of people sitting around o
. omay be. relaxing, enjoying an almost silent communion, and resting in their own integrity. But also,‘ :
3 ‘they __x be bcred,)at a loss, and handicapped in finding their own stimulus. It doean't do to be -
_doctrinaire. ‘They may be prey to irrational ideas like twe are too old to go ewiming' or twe are not
~the sort to be allowed into the House of Commons! or levening olasses are for etuden_ts' ,Yet they ma,y
also feel that their lives are duller than they noed to be, B e

, L) . fThere is more potential in most people than is sllowed to emerge, and there is
, rcom for those who wcrk'to allow it to emerge in others, This ski1l s so hi@ly valued in France that ;{,:
St ;ives its name to the generally used word foxr youth worker there: 'animateur! %

, : 'I’here is room in our social life for animatorst 80 how does cne introduce ‘ o
othorb to new ide.}a,s or new practices" How does one know uhat to introduce and when? By what a,uthorj,ty? f;
”uow does one learn 10 do it? : ST S - :

(7) One very relevant conmbution would be that by P, Marris and M.Rein, Dilgmmaa of Sootel nergm‘
Routledge and Kegan Paul, 1969- e 5 S e e




Certainly nothing is gained by saying briskly to a stranger: "Now, mother! Why
dontt you join the Keep Fit class?" or '"We have come to teach your deprived children how to play" or
"Letts march on the Town Hall". This is the approach which has swung over so many workers to favouring
almost total passivity, - Yet from orocheting or candlemaking through roller-skating to visits to
Morocco and back again via & gift for making people laugh, something needs to be done about the groyness
of our lives: 4And partioipating in a demonstration éan make people feol less powerleee and apathetiocs

' something needs to be done about the resignation of the oppressed.

The answers may lie in a olear philosophy which has at least two threads which
can be made explicit at this point. 1) You must not encourage people you dontt kmow to do things they -
never thought of doing. 2) Fow aotivities or ideas or areas of knowledge are good in themselves, but
a oertain quantity and va.riety of experiences may be ‘esgential foundations for e.utonomw and oreativity -l

o maybe itls quantity and variety that count,

, One way of learning the art of intervention ney be to realise that others have 5
exeroieed 1t toward oneself (or failed to exercise it). It is very relevant therefore to consider the
 oircunstances in which a training unit can, on the one hand, just passively hope for the best as far as .

: ~peop1e's learn.ing by experience is concerned, or, on the other ha.nd, insist that the student learn cer=:

‘ te.in ekills or theories a% predetermined points. ‘

M. g mscussxon | | |
Ll e A eimilar dilemma faces diecuseion-group workers, - On the one hand they may -

contain themselvee in what seems to less sophietioated souls quite prasternatural paeeivity. On the :

other hand they may aot as thon@i they saw themselves ae ind.iepensible experte without vhom everyone s
T would flounder. The solution to this dilemms is easier to perceive than to aot out! if the need for &
e deoieion or for a correot faot (_m & correot opinion) overridee the workerts aim towe.rd the groupls
autonomw, then he muet respond to that need and enpply the answer. Secondly, he may he.ve to intervene P
~ in order to ena.ble the group to get on,  That 18, the worker may need to ask the group whethex they e.re o
?‘eatiefied that they have all the fa.ots they could get, or need, in order to come to 8 conolusion: or
i whether the group 1is satisfied that they have consulted everyone concemed; or whether they are satie- -
f-ﬁea with the amount of reeponsibility they haven! ¢ got, etos : R

: ' S l’weelf, with an inexperienoed comittee, I would recomend the group to make
e.n aeenda and never to leave an item till they have ea.‘k ’ e_ther to do eomethine, or nothing, or to

They are asked_ to sive adv;c,g;‘,,no_@nm;‘nnnmmmmmmm



One way of learhing the art of intervention may :be to realise that others have
exercised it toward oneself (or failed to exeroise it)s, It is very relevant therefore to consider the
oircumstances in which & training unit can, on the one hand, just passively hope for the best as far as
people's learning by experience is concermed; or, on the other hand, insist that the student leam cér—
tain skills or theories at predetermined points.

FURTHERING DISCUSSION

A similar dilemma faces discusgion-group workers. On the one haud they xay
contain themselves in what seems to less sophisticated souls quite praeternatural pasgivity., On the
- other hand they may act as though they saw themselves as indispensidle experts without whom avexyone
would flounder. The golution to this dilemma is easier to perceive than to aot out: 4f the need for a
- deoision or for a correot faot (nevex a correot opinion) overridee the worker's aim toward the group's

-~ autonomy, _tg:_gp he must respond to that need and supply the answer. Secondly, he may have to intervene

' in order to enable the group to get on. That is, the worker may need to ask the group whether they a.re
satisfied that they have all the faots they could get, or need, in order to come to a conolusion} or ;

whether the group is satisfied that they have consulted everyone ooncerned; or vhether they,a:re satis- '
‘fied with the amount of responsibility they haven!t got, oto, L

& Wseli‘, with an inexperienced comittee. 1 would reoonmend the group to ma.ke
i an agenda and never to leave an ften till they have agreed either to do something. oxr nothing. or to ,
. poatpone. and if they bave agreed on something, not to drop the item t111 they have a@reed on who ehall
~do 1t and report back to the next meeting, I would not in the first inetanoe let them find this out ‘
by trial and error. I would teke a hand in the procees.

) ¢
X would also take an oceasional opport\mit-y to rofer briefly to ‘some aspeot of '
~ the group‘s 1ife, so that some of the dynamios of group-interaotion become obvious to the members, ih R
o the hope this would help them to manage better their interaction in thie and in other groupe. S '

£k

RESPONDING '1‘0 REQU'ESTS FOR AIWICE AND SU'FPOR‘I‘

People who: work with people. managing their premieee and providing eervices for "

kf.them, tend to be seen ae autioritative and helpi“ul.

Qe " They e.re asked to give advice: "I am about to be evioted; what should I do?“
"I a:n about to 'be deserted. what should I do?" "I want to start & strike. what ehould I do?"

O sr off for me"s




They are asked to lend supporti “A terrible thing happened to mes let me tell
yoult, "Watoh us win the matoh on Saturday/Come to our jumble sale/Show the flag", or "Can you contritute
to this good cause/Lend me a pound till payday?"

In short, they tend to be used as though they were the ideal wise strong warm
 parent which few of us ever had and this makes the request hard to resist., 'In this situation most of -
all, the worker experiences:in hie own soul the dilemma of intervention. On the one hand he may tend
_to respend to all requests in terms of 'orisis! or 'need!. But if he does this, he runs the danger of
oreating dependentst people who ‘don't kmow what we'd have done without him'. He‘ will also alienat'eff

those around him who have no wish to partake of the dependent subculture which he has oreated. He will
also £ina that he has an overgrowing number of requests, more, much more than he has time for. If he
-1 unlucky, he. will get 8o overwhelmed by requests that he has no time to stand back and reassess the

'situa{.ion he has got himself into, and he will continue in it $1i11 be breaks. If he 1s luokier or

“wiser; he will see that he neede to establish oriteria for deoiding which requeets take top priority,

. vwhich 1ees so. e.nd 80 on. :

On the other hand, 1% needs saying (eorry comment though it be on our: oulture)"-:
that people need interest, support, praige, confirmation, if they are to have that sense of worth whioh‘
e leads to mormal everyday creativity. Compared to some other cultures, we are somewhat deprived of the' .
';wamth we oould shed on each other, and much of the praise which is meted out 1is unluoki],v reserved for
S those who do vell in competitive eituatione. At least ag regrettable is the i‘aot the.t; presumably in

. i part, due to training, the proi‘es:aiona.l suboultu.re of the helping proi‘essionals is even more ohary of £

- warmbh than the ‘general culture ig 4 8b it needs saying at this point that autonomy and oreativity are
;inot Just a matter of the correot sooial or psychological procedwress autonomy grows, as child peyohol-
- ogi sts know, when parents love their ohild and take pleasure in whet he doee - when they sea him as o ;f.' i

mental ohild-rearing praotices~ :

Olea.rly then, the issue is not one vhich can ‘be solved in terme oi‘ 'directive-‘ ‘
X nessl or 'non-direotivenees' What the worker does mst depend on his evaluation of the situation in Nl
. terms of his objectives as a worker, and the etra.tegies he has chosen to use in their pursuit. To fhis
¥e retum at the . end of this paper.; : : ‘

P 'I‘hree aepeots of working with people to oreate new etruotures have now been”‘/ -

lea.rn from them - which oauees his teaoher the sa.me embarraesment whioh e.n erring olient'
- will cause the worker, _ f
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which less so, and so on,

On the other hand, it needs saying (sorry comment though it be on our culture)
that people need interest, support, praise, confirmation, if they are to have thai sense of worth which
leads to normal everyday oreativity. COnpa.red to some other cultures, we are somewhat deprived of the
wvarmth we could shed on each other, and mich of the praise which ds meted out is unluckily reserved for
those who do well in compatitive situations: At least as regrettable is the faot that, presumadbly in
part due to training, the professional subculture of the helping professionals is even more chary of
warmth than the general culture is + S0 it needs saying at this point that autonomy and oreativity are
not Just a ratter of the correct sooial or psychological proceduress - autonomy grows, as child psyohol-,-
oglste know, when parents love their child and take pleasure in what he doés - when they see hin as i
worth while in himself and not simpiy in an instnmental way as the desexving ob;leot of their develop-

- mental child-rearing practices»

: clearly then. the issue is not one which can be solved in terms of 1direotive~
- neses! or 'non—direotiveness' _What the worker does must depend on his evaluation of the eituation in o L
~ terms of his objeotives as a worker, and the strategies he has chosen to use in their pureuit. To this %
vo retum at the end of this paper. '

i o Three aspeota of working with poople to oreate nev struotures haVe nov been s

 considered, They can be. sumed up as providing opportunities for stimulus and innovation, for dtsoae

* sion and olarification, and for support end confimation, The new struotures thus oreated are more or

less entirely in the minds of the people involved, and this 15 vhy they preeent M~ great 8 tmptation 10

~ the worker to aot in response to a need even where, upon oxsideration, aining at autonomy would be the

5 prefen-ed procedure and the better investment. In each oisey helping the worker to learn means working k :
. to make him congoious of the dilema of his situation. There are at least three o‘wious ways in which '

o ,he can be helpeda- G ,

1) making hinm aware intelleotually of the alternatives before hi.m, o (e

A1) involving hin in his teacherts dilemma about intervention, which after all s the same as

Blg owny et . . : il

111) allowing hinm to- .A.C'I', to pre.otice. which of course 1no1udes anowine him to na.ke mistakes a.nd

 learn from then - which causes ‘bis teacher the same embarrassment which an erring client -

o Hill cause the worker. : ; : : : :

The new etruohmes ’chus oreated are struotures ofﬁ the m.i,nd. : Some workers concentrate on these f




ORMATION

e The use of information-enterprises as a way of working with people has until
“recently been underestimateds It is now coming to be recognised that we live in a complicated world,
with complicated arrangements: There are already agenoles, both prefi't—meking' and other, which
speolalise in‘colleoting and summarising information useful to people who have not the time or the know-
how or the status to ferret it out for themselves. Some of these are paid in a straightforward
commeroial way, €. golioitors; others are provided by voluntary or statutory orge.niee.tions, -0
CvA4B.ts, law-shops, youth employmeht offices, career guidance agenoies, family planhing advisory
centres, eto, For various reasons, a larger number of such services is coming to be needed, and the'
need has algo arisen for such services to be provided as far as poseible on a self-help basis (not least
 because the toad beneath the harrow knows exactly where each toothpoint goes.) A full«-time worker or &
volunteer with leisure may have the reeources ‘of time and provious experience to be usei\:.l to.a eet of
‘people with & particular need or interest who wants to start a service for people like themselves. A ;
' Welfare Claimants! Union might gerve as a case in point. I wish there were Proepeetive Tenants! ‘Unione e

~ who would partioipate in planning the estate to which they were to moves It eleo seems to me an excelg-_“ |

1ent wa,y to work with adolescents.

, A value which is importa.nt to many people is served thereby: the value of ;
rationality In |1 soeiety where it is normal for people to feel at the mercy of inexorable and uncon-

troneble forces, there is @eat scope for making arrangements to colleast, process, store a.nd diesemin- " i

L ate whatever is relevant information to those affeeted.‘ Information is power. Information ehould
' therefore 'be generally availeble. : ' S

. toa eingle worker with a fev days to spare, A training agency has of course the prodblem of deolding
B ‘ﬁ,\.d:at informtion ie needed 'by the learners for whom it has reeponsi‘bility, but this is beet eolved by

| ‘_upon. puts the worker in a very vieible position, e.nd he is therei‘ore likely to be aeked to perfom

' oi‘ euoh further neede., In other werd

el : The training aepeot of ‘this is rela.tivel:vf eimple, depending on the one hand on .
: ‘geod record-keeping and good filihe-errengemente in the office of the training agency, and depending on
L the other hand on simple research techniques, using only the resources which would nomally be availeb]

consulte.tion with the learnere, .juet as the workere will need to consult their olientele in due course.

‘I'he rele of ‘making im‘omation aVeilable'. 1ike other rolee previouely touched":

,ether services el wen, and it may e that he ha.e 80 arraneed hie prioritiee that he" can reepond to the L



T pedple ; - or in ho wants Yo start a sexrvice for people like themseives, i
welrere Olaimantei Union might aer\re a8 a case in point. I wish thexe wexe Proepeotive Tenanta! Unions

- who would pariioipate in planning the estate to which they were to move. It also seems to me an excels
lent way to.work with adolescenta, :

T A value which is important to many people is served therebyt the value of
“oorationalitys In a soclety where it is normal for people to feel at the meroy of inexorable and uncon-

- {rolladble forcesy there is great soope for making arvangements to ocollect, process; store and dissemin-

- ato whatever is relevant information 1o those affeoted, Information is power, Information should

i therefore be eenerally available.

: ' 'I’he training aspeot of this 18 relatively simple, depending on the one hand on
goed record-keephm and good filing-arvangements in the office of the training agenoy, and depending on
the other hand on eimple reeee.roh teohniquee. using only the resources which would normally be availabl
to a eingle worker with & feu days to epare. A training egenoy hae of course the prodlem of deoiding

\dxat informetion is needed by the lea.mers ror vhom 1t hes responsibility, but thie is beat golved by _
= eonaultetion with the learners. Juut a8 the workers wnl need to ooneu.‘lt their olientele in due covrse.

P I st The role of 'making int‘omtion ave,ﬂablel, 1ike other rolea previously touohed;
- upon, puts the worker ine ver,y visible position, and he is therefore likely to be asked to perform E
other services as wen, and 1t my be that he has 80 arraneed his priorities that he can respond. o the :

emergence of euch further needs. In other words. it is up to the agenoy to deoide. as best it can,

;j’,, ‘Nhether to restriot 1tee1f to ‘acourate information—giving or whether to provide also aupport and advice.

:1'5_'1'0 give a simple exe.mple, having told someone that he is entitled to a rinanoial allowa.nee whioh will-

- pay for his coa.l during the. winter, the worker might 80 with hinm to gort it out at the Joce.l ofﬁ.ce of

o the DHSS; or. ha.ving told an enquirer that there 1s 8 flourishmg theatre group in the a.ree. the worker

_might offer 10 phone and see 1f they have a veoe.noy. 'I'he agenoy will need to decide whether to provide
4 such servicea or not. - : . ‘

et 1n an inforzation agency are aleo in & good position for being a go-between,




struotures will not survive himt when he goes, the structures orumble - he has made the venture too

dependent on him. I have touched on the discussion-techniques which will help the worker aveid this

disastexr, and on the committee procedures which make groups independent of outsido help. Good data
~colleotion and storage is g third aid.

‘

‘Some go-between work consists of putting a group or a peraon in touch with the -
- right persou - the right official to talk to a group of people who are thinking of starting a play-
ground, the right man from the Depariment of Employment to talk to & group of unemployed pecple with a
'grieva'.nce, the right person to advime, the right person to represent, eto. eto.

' Ilys Booker used to tell & story of how her Canadian voice e.nd manner helped,
Y- get a playground for some mothers whose own local accent had not been successful with the authorities :

- concerned. Her whole personality changed as she mimioked herself talking to the appropriate officer. .
I never doubted her story and I do not doudbt that a middle-olass mocent and manner is more euoeeeei‘ule e
. than what ie rogarded as a lower-olass presentation by many deoision-makers in ouy oulture_. Certain :
: faooente, manners, olothes, postures, age-groups, colours, inspirve in others an aeeumrption of finanoial

' or moral instability, on the one hand, and, on the other, an assumption that this pewson is pereonally
unhelpful, unsympathetio and mistruetful. This applies between the goolal olasgses, between ethnio .
groupe, between the generations, between the police and others, between agenoles and their potential or
actual olienteles, between the educated a.nd the uneducated and so on. These assumptions may be .just- ‘
ified or unjustified, How does one learn to be a go-between? How does one learn to remain a go-
kbetween? What are the criteria by which one decides not to remain a go-between tut to te.ke aidee?

- ; One learns to be a go-between by learning to understand and empathiee with &
i1 % wide va.riety o£ people. Ons learns to remain a ngbetween by having a.cquired the disoipline to etiok
, to one'e ob;]eotivee e.fter having seleoted them with carei‘ul attention to the Value-oriteria whioh governtj;:f
onets life, | o
e Althougz preesure-group work is not in eeeence different from other kinds of .
ij'intergroup werk, I have selected it for speoial mention in order to counter—'be.lance a general e.eeumption"?
?afif_ ~that most work, if not maintenance work, ie at leaet baeed on a general coneeneue. Hewever. a greup may
':’wieh to achieve ite aim by cem°1iot. In some situations. long uee,ge has kept 8 ee.tegory of peOple from' :

:some privil ge e;’g. women a.re not acceptable engineere ; or people in wheelcha.ire a.re berred fro; 80 _‘

realistio and syetemtio about planning sti-ategiee, eto. eto. ie a ueei\zl pereo:iw to have around; A good .
EKC Ty and a te.lent for inetant relating are also a help, in tha.t they enlarge the ot of helpﬁil pwple




I never doubted her story and I do not doudbt that a middle-olass accent and manner is more successful -
than what is regaxrded as a lower-olass presentation by many decision-makers in our oulture. Certain
accents, manners, olothes, postures, age-groups, colours, inspire in others an assumption of financial
or moral instadility, on the one hand, and, on the other, an assumption that this person is personally
unhelpful, unsympathetioc and mistrustful, This applies between the ss0ial classes, between ethnic
groups, between the generations, between the police and others, between agencies and their potentisl or
aotual olienteles, between the educated and the uneducated and so on. These assumptions may be Just-
ified or unjustified. How does one learn to be a go-between? How does one learn to remain a go-
between? What are the oriteria by which one deoides not to remain a go-between but to take sides?

One learns to be a go-between by learning to understand and empathime with a
wide variety of people. One leams to remain a go-between by having acquired the discipline to stick
to oneta objeotives after having seleoted them with careful attention to the value-cxiteria which govern
one'g life.

Although pressure-group work ia not in essence different from other kinds of
intergroup work, I have seleoted it for speoial mention in order to counter-balance a general assumption
that most work, if not maintenance work, is at least based on a general consensus., However, a group may
wish to achieve its aim by confliot. In some pituations, long usage has kept a category of people from
some privilege, e.g. women are not acceptable engineersj or people in wheelchairs are barred from some
~courts. In some situations, a rule is operating against a category of pecple in & way which was poss- :
idbly not intended or which is now .perceived to be iniquitous, e.g. unsupported mothers who occasionény'
entertain a man are entitled to less money from the D.H.S.S. than those who are quite solitary. Or a
privilege is sought which mighi be granted, given enough fuss, e.g. a olothing grant from the Welfare, -
or a piece of land for a playground, or the corresntion of ‘pome mistaken stereotype regarding the educadb-
ility of the children of immigrants. '

If a group seeks to change such situations, someone who has experienoe of work-.
ing with peopls in ways I have touched upon, who also lmows how the prese or the local counoil operate
and should be handled, who is used to formal legal argument, who can write conventional letters, who is -
realistic and systematic about planning strategies, etc. ete. is a useful person to have around, A goo\l' :
'memory and a talent for instant relating are also a help, in thut they enlarge the set of helpful people‘, o
who can be called upon. .

, Here, very olearly, is one nexus of working with people - nwing a lot of
o people, knowing a lot of faots, and making conneotione for the eurvival or growth of certain groups




We come thus to the two essentials which Justify people in that presumptuous
aotivity ‘working with people!. What justifies them and entitles them to think of themselves as useful
comes to two factors: more knowledge and more know-how - knowing a lot of facts and a lot of peoplo,
and knowing strategies as to how to attain objectives.

Both of these can be used possessively to keep others ignorant, grateful and
dependent, while remaining superior, helpful and indispensible oneself. The same temptation also faces
the trainer or teacher, who can put students into that relationship with himself. The intention may be
genuinely toward the student's good: to minimise the mistakes that are made and maximise the number of
subjects covered. In either case a dependent can be made more dependent for his own good. It is clear
that sometimes this dependence is a Justifiable price to pay. It is also olear that the price is high.

As a rule, this dependence can be avoided.

CREATING NEW STRUGTURES UNOBTRUSIVELY: THE OPEN SECRET OF TRAINING

Creating new struotures unobtrusively is a way of working with people which
does away with the distinotion between !training! and other forms of creative interaotion between people.
It seems to me to require proxressive improvement in at least. tlxee interrelated aspects of living.

Humili objectivi lack of displaced guilt, ete.

There is something about defining oneself as a helpful person, especially if
one is paid a salary for it, which easily throws people off balanca, Intermal and external pressures
combine to make one feel at the same time arrogant and inadequate. For instance, one might feel one
ought to present a very knowledgcable front while in a constant panic that one will not know endugh to

~understand or help. Improvemert consists of being objective about what one can and cannot perform at
that time, objective enough to be able to say so out loud. Efforts can then be made, by the worker (or
mutatis mutandis the trainer) or by those he works with, to get the needed additional informationm, -
uhderstanding, money, helping personnel or whatever. Meanwhile the relation between the worker (or the
;trainer) and the others becomes a more natural one, since everyone is more objectively perce1Ved.

“-;b Seoi_blli friendliness, lack of status-anxie eto.

. Xnowing a lot of people is still the easiest way of being well-informed and in
'f'touch with the many uifferent ways in vhich pe0ple can live their lives and pursue their own interests. .
‘fTo the extent that the Worker (or the trainer) is humble and objeetive, to that extent the barriers come

;‘eurrentezin the different regione of our eoeial structure. Such soeiability leads to oreativity end ‘
& “o enables himkto be mo‘e_know'edgeabl" (making connestions between 1deas, eVents, feelings, ideals)
| W res ’ ‘ople in't 'ch with one another) Thie is a process*whioh

: _smoothnesskand:co;wrehensivenets of te 1gu ;‘;i;ri .

Lestly on this list, there is teohnique. As foreshadowed, what follows applies
“Ath , ¥ the process by which the worker is trained, and to the process in which he is expected to engage
: []2\}:}ained. Technique insofar as it is technical/mechanical, applies to the rules of procedure unique

A FullToxt Provided by ERIC

~uown between him and a wide Varlety of psople, and to that extent ha will be arfeoted by the Various f~:‘ S

to particular kinds of worka Such rules are, of course, value-based ~ they are rales which; if followed,




CREATING NEW STRUCTURES UNOBJRUSIVELY: THE OPEN SECRET OF TRAINING

Creating new struotures unobtrusively is a way of working with people which:
does away with the distinction between Viraining! and other forms of oreative interaction between people.
It seems to me to require progressive improvement in at least.three interrelated aspeots of living.

!a) Bumility, obleotivity, lack of displaced guilt, etc.

There is something about defining oneself as a helpful person, especially if
one is pald a salary for it, which easily throws people off halance. Intemnal and external pressures
combine o make one feel at the same time arrogant and inadequate. For instance, one might feel one
ought to present a very knowledgrable front while in a constant panio that one will not know enough to
understand or help. Improvemert consists of being objective about what one cen and camiot perform at
taat time, objeotive enough to be able to say 8o out loud. Efforts can then be made, by the worker (or
mtatis mutandis the trainer) or by those he works with, to get the needed additional information, .
understanding, money, helping personnel or vhatever. Meanwhile the relation between the worker {or the
trainer) and the others becomes a more natural one, since everyone is more objectively perceived.

'»ihl Sooiabili friendliness, lack of status-anxi etc,

Knowing a lot of people is still the easiest way of being well-informed and in
touch with the many aifferent ways in which people can live their lives and pursue their own interests.
To the extent that the worker (or the trainer) is humble and objective, to that extent the barriers come
down betwsen him and a wide variety of people, and to that cxtent he will be affected by the various
currents in the different regions of our social structure. Such sociability leads to creativity and
also enables him to be more lmowiedgeable (making commections between ideas, events, feelings, ideals)

and to create new structures (by putting people in touch with one another). This is a process which
snowballs.

7 {c) Clarity, smoothness and comprehensivenoss of technique

lastly on this list, there is technique. As foreshadowed, what follows applies _
both to the process by which the worker is trained, and to the process in which he is expected to engage '
- when trained. Technique insofar as it is technical/mechanical, applies to the rules of procedure unique
to partioular kinds of work. Such rules are, of course, value-baged - they are rules which, if followed,
lead to obiestives which are considered valuables In the instruofions which follow, my own values are

. apparent, atd 1t will be noted that peoplefsuvalues ang gggrerences are respected, that the procedure is
publio, rational, .and gelf~correctigg and that, once the procedure is understood, the worker becomez

; redundant (or. mutatis mutandis, the teacher) :
ER1: |
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The key words will be values, objectives, orders of priority, strategies, resources,criteria.
These are words in common uge, but it could be vseful to look more olosely at two of them. People have
orders_of priority. That is to say, in their aotivities they find themselves doing what they feel is
most important, This may be a subjective and unconscious cholcei the values they say they hold and the
objectives they say they wish to pursue may - or they may not - affect what they actually do. There may be
a discrepancy between their explicit ideals aund their behaviour, the latter indicating what their implicit
convictions are. This tendency must be disciplined if they are to behave in such a way that other people's
values and preferences are respected, if their procedures are to bde public, rational, and self-correcting,
and if they are not to create a set of dependents on their inexplicable intuitive jJudgments. For instance,
to a regrettable extent people can easily trot out their values and objectives, and yet in their activities

- continually react to the next demand and feel guilty because they are not achieving all their objectives.
Unless these are ordered in some kind of way from most important to less important, this is bound to happen,t
for nost activities further some worthwhile goal or other. For specific work, a specific order of objec-
tives is needed, from most to less important, These objectives in this order then constitute the value-
criteria according to which one course of action is explicitly and publicly preferred to another. The process
by which this comes about is as followsi-.

1.  Consider various alternative objestives and agree on the mair obJective {or obJectives, in order of
priority).

A trainer working in this way might for instance consider what the trainee wishes to learn
and to what end? what else is available to be learned? how should they choose between these alternatives,
i.es what value-oriteria apply to their choice? how do they decide what is to be preferred? to what objec-
tives are they willing to give lower priority in pursuit of their main objeotive? and other such questions. :

4

The worker will work with a group in the same way. Why have they come together? What are
they hoping to achieve? Is there anything else which might be more urgent? Can we make explicit why
this is a more urgent obJective than other possible ones? = How much time, money, energy, are people willing -
to epend on this objer*ive? and other such. :

2+ Consider the availadle resources of time, money, personnel, space, etc.
3. Consider the various alternative steps or strategies (series of steps) and agree on the steps by which
the objective(s) can be attained, given the resources.

W¥hat needs to be dore in what order? To be Irish, what needs to be done before we can start?
: What foundations need to be laid? Who is responsidble for what aspect? Can we fix dates by which each step,
~ought to be reportnd as accomplished? As for each step, can it.be attained in another way and which is bestﬁ
n iwhat criteria decide vhat a particular way of achieving a step is best? Is this set of peoplo here at the ;
ey moment the right set? Should other people be invited or consulted? What are the criteria for this? Does_f

ﬁ :hange?VVWh, will sufferfyf the scheme breaka down or we pull out?
o go ahead in spite of stated disadvantages.

\‘l
C out the plan: ACT.
ERIC 7 P

i e Iwaluate ‘the extent to which the objective was attained by the steps planned and/br taken, note - i

Wha,_are the oriteria ;$r~,eoid;,5 ’
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oriteria according to which one course of action is explicitly and publioly preferred to anothurs The proce

by which this comes about is as followst-. K
1+ Consider various alternative objeotives and agree on the mair objeotive (or objectives, in oxder of
priority).

A trainer working in this way might for instance consider what the trainee wishes to learn
and to what end? what else is available to be learned? how should they choose between these alternatives,
1.6, what value-oriteria apply to their choice? how do they decide what is to be preferred? to what objec~
tives are they willing to give lower priority in pursuit of their main objeotire? and other such questions,

The worker will work with a group in the same way. Why have they come together? What are
they hoping to achieve? Is there anything else which might be more urgent? Can we make expliolt why
this is a more urgent objeotive than othex possible ones? How much time, monsy, energy, are people willing
to spend on this objec*ive? and other such.

2, Consider the available resources of time, money, personnel, space, eto.
3, Consider the various alternative steps or strategies (series of steps) and agree on the steps by which
the objective(s) can be attained, given the resources.

What needs to be done in what order? To be Irish, what needs to be done before we can start?
What foundations need to be laid? Who is responsible for what aspect? Can we fix dates by which each stej
ought to be reported as accomplished? As for each step, can it .be attained in another way and which is bes!
What oriteria deoide what a particular way of achieving a step is best? Is this set of people here at the
moment the right set? Should other people be invited or consulted? What are the oriteria for thia? Does
the task require this group to organise itself in a particular division of labour? What are the oriteria
for this? and so on.

4. Consider and agree on the extent to which the strategy and the objective(s) further or offend other
human values.

What if X loses his job ag a result? What if it creates a riot? What if we lose finaneial =
support from source YY? What 1f half the present membership leaves in a huff? What about those who have -
been emotionally or in some other way dependent on the current state of affairs which it is proposeq to
change? Who will suffer if the scheme breaks down or we pull out? What are the criteria for deoiding
to go ahead in spite of stated disadvantages.

5. Carry out the plant ACT.
6,  Evaluate the extent to which the objective was attained by the steps planned and/or taken, note l
disorepancies and try to understand tham. Record the lessons learned.

The importance of evaluation is obvious as regarde training, but it is equally important in

- other spheres of work: It is evaluation vhich enables people to use pest experience to good advantage,

« ultimately making the worker (or, mutatie mutandis, the teacher) redundant.




