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PREFACE

The origins of this book go back to 1971, when two of the present
editors—Herbert Kelman and Donald Warwick—were engaged in collaborative
teaching and writing on the ethics and politics of social research and inter-
vention. The first results of this work were published as a chapter on ethical
issues in a book about social change.! In 1972, the three of us collaborated in
developing the themes and format for a national conference on the ethics of
social intervention. The conference was held at the Battelle Seattle Research
Center, May 10-12, 1973. The participants expressed interest in publishing a
book based on the papers presented at the conference,

Between that time and the present, many changes have been made in the
original conference presentations. Some of the original contributions were
replaced by the work of other authors; others were dropped because the
manuscripts never reached final form; most of the papers have gone through
several revisions. The relatively complicated format of the book, in which a
critique accompanies each of eight major chapters, inevitably resulted in some
editorial delay. Also, the editors have prepared comprehensive introductory
and concluding chapters that go beyond the conference material to include
other relevant experience and literature.

Much credit for the conference and book goes to the Battelle Memorial
Institute, in particular to the Battelle Institute program in behavioral and
social sciences as it was constituted between 1969 and 1975. As this book is
the final publication in the series of conference publications supported by that
program, it is fitting to thank those officers of Battelle whose commitment to
scholarly work and its dissemination made possible this and all the other work
of the program. In particular we thank Ronald S. Paul, Tommy W. Ambrose,
and Everett R. Irish for their confidence and support. In this connection, we
wish to express our personal appreciation to these officers and to the Battelle
organization for their generous support of our work during the periods that
we were associated with the Battelle Seattle Research Center: Gordon
Bermant as Center Fellow from 1969 to 1976, Herbert Kelman as Visiting

Fellow from 1972 to 1973, and Donald Warwick as Visiting Fellow in the
summer of 1973.

The staff of the Battelle Scattle Rescarch Center also deserves recognition
for their help througt the fe and p ion for publication. We
are particularly grateful to Ellen Brandt, Faith Fogarty, Barbara Hawley, and

*Warwick, D. P., & Kelman, H. C. Ethical issues in social intervention. In G. Zaltman
(Ed.), Processes and pbenomena of social change New York: Wiley, 1973, 377417,

=it



xiv PREFACE

Lee Porter for therr contnbuuons, Finally, we wish to express our ap-

preciation to Gerald Dworkin, John Hogarth, Charles Miller, Laurz Nader, and
Leonard Ullmann, who participated in the fe and made valuable

to the p dings The contrit of 21l other parti
are acknowledged in the Contenss of this book.

Throughout this project the editors worked as closcly together as
geography, travel schedules, and other commitments permitted. The order in

which the editors are listed reflects only the accidents of alphabet; it is not
indicative of priority or seniority.

P

Gordon Bermant
Herbert C. Kelman
Donald P. Warwick
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1
THE ETHICS
OF SOCIAL INTERVENTION:
GOALS, MEANS,
AND CONSEQUENCES

HERBERT C. KELMAN
DONALD P. WARWICK

Harvard University

Social intervention is any act, planned or unplanned, that alters the
characteristics of another individual or the pattern of relationships between
individuals. The range of acts covered in this definition is intentionally broad. It

ludes such macro ph as national planning, military intervention in the
affairs of other nations, population policy, and technical assistance. It also
applies to psychotherapy, sensitivity training, neighborhood action programs,
experiments done with human beings, and other micro changes.

Most of the literature in this area, utilizing the concept of planned change
{e.g., Bennis, Benne, Chin, & Corey, 1976; Lippitt, Watson, & Westley, 1958),
has confined itself to micro efforts such as organization development or com-
munity action programs. An organized attempt by a business corporation to
improve communication, morale, and productivity in its U.S. plant is considered
planned change, but a decision by the same company to build a new plant in
Guatemala is not. In fact, the greater the scale and impact of social intervention,
the less likely it is to be called planned change. One reason is that models of
planncd change place heavy emphasis on the role of the change agent, often a
social science consultant, In many cases of macro change, it is extremely

difficult to fit the facts of the situation into a paradigm involving change agents
and client systems.
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We prefer to subsume planned change efforts under a broader dcﬁnmon«ﬁ'
soctal intervention that provides for the ethical evaluation of msmunonh
structures and practices with critical social effects, as well as of situations wl(‘
more readily identifiable change agents We can thus explore the ethica
implications of government policies or intellectual traditions, for example, even
though these are not explicitly geared toward producing social change and are
not associated with a single indmdual or agency, The major focus of this book,
however, 15 on deliberate ntervenuons In this book, while keeping the broad
definiion 1 mind, we use social mrervention more narrowly to refer to

deliberate attempts by professionals 10 change the characteristics of individuals
or groups, or to influence the pattern of rel hps b

groups The last clause 1n this working defi
interventions as mediation, where the ntent 15 not to change indiiduals and

groups as such, but to shape the course of their relattonships and interactions on
a short term or long-term basis

Arvrdiial

and/or
P
mition 15 designed to cover such

VALUE PREFERENCES AND VALUE CONFLICTS

There are four aspects of an
major cthical 1ssues (1) the ch,

target of the change, (3) the choice of means
used to implement the intervention, and (4) the of the
of the tervention At each of th the ethical 1ssucs that anse may
nvolve conflicting values, that 15,

» questions about what values are to be
maximized at the expense of what other values (We define values as mdividual
or shared conceptions of the 4 ble—*“goods* dered worth p g )

Thus, values determine the choice of goals to which a change effort 1s
directed Clearly,

an intervention 15 designed to maximize a particular set of
values But those setting the

ese steps,

ntrol measures, such as m
the common welfare or,
country At the same um

m extreme cases,
<, the policy make,
cffects of this Program on

even the physical survival of the
rs might be concerned zbout the

freedom and justice These values

b hall 2 covert way This may happen,
we shall see, ange program departs from a valuc-based but un
questioned definttion of problem
The defimtion of the target of change 15 of
e f
tmpliest, unexamined concept; : < prebtom o ust his kand

10n of where the problem lies For example, a
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change effort designed to improve the conditdons of an economically
disadvantaged group—such as the black population in the United States—may be
geared primarily toward changing institutional arrangements that have led to the
systematic exclusion of this group from the economic life of the country, or
toward reducing the educational, environmental, or psychological “‘deficiencies™
of the disadvantaged group itself. The choice between these two primary targets
of change may well depend on one’s value perspective: A focus on removing
systemic barriers is more reflective of the values of the disadvantaged group
itself, while a focus on removing deficiencies suggests the values of the more
established segments of the society.

Third, values play a central role in an ethical evaluation of the means chosen
to implement a given intervention. Questions about the morality of coercion,
manipulation, deception, persuasion, and other methods of inducing change
typically involve a conflict between the values of individual freedom and
self-determination, on the one hand, and the values of social welfare, economic
progress, or equal opportunity, on the other. For example, to what extent and
under what conditions is a government justified in imposing limits on the
freedom to reproduce for the sake of presumed long-run improvements in the
quality of life?

Finally, conflicting values enter into of the .| of a
social intervention. One of the consequences of industrialization, for example,
may be a weakening of traditional authority structures or family bonds. The
extent to which we are willing to risk these consequences depends on whether
we are more committed to traditional values or to those values that indus-
trialization is designed to enhance. In other words, our assessment of the
consequences of an intervention depends on what values we are willing or
unwilling to sacrifice in the interest of social change.

Analysis of the ethical problems that may arise at each of these four points
in the change process, and of the value conflicts from which they derive,
presupposes consideration of some mare general procedural issues that must be
faced in any effort at applied cthics. These refer to the procedures to be
followed in deriving the values that apply in a social intervention, in determining
whose values should be given what weight, and in adjudicating value conflicts.!

First, an analysis of the ethics of social intervention presumes some notion
of what values should apply and how they are to be derived. The problem is
simplified, of course, if the analyst simply acccpts the values held by the
initiators of the change. Thus, if a government agency says that it undertook a
population control program in order to promote the general welfare and that it

also considered the costs of the program for individual freedom, an analyst
might simply confine his or her attention to the values of freedom and welfare.
Few students of ethics, however, would be content to let the individual or group

*These procedural issues are discussed in greater detail in Warwick and Kelman (1973).
Much of the discussion in this chapter is derived from that earlier publication.
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mmtiating a change be the sole judge of the relevant vaiues at stake. The hum:n:g
climation toward selective perception and sclf-decepuon, not to mcnntt_) ot
protection of vested political mterests, 15 simply too great to justy ymine
approach In this example, the concerned observer might also wish to exa n
the effects of the population Pprogram on other values, such as justice, dignity, .
the sclf-esteem of mnonty groups To leave the defimtion of the ethical

situation to the sponsor of 2 program would be to abdicate one’s moral
Judgment ¢

Thus, before cthical analysis can begin, analysts must lay out the content o
the values thar, according to their view, must be promoted and protected 1 2
particular intenention effort. In addition to making these values exphat, the
analysts must also ndicate how these values were derived and why a particular
set was adopted The bases for choosing and applying values are varied and
sometimes incompatible (Gustafson, 1970), They may include appeals to
revelanion, to natural law, to the capacity of human reason as a guide to moral

truths, to socual saience theories of human nature and society, to empincally
documented cultural universals,

or to the cultural traditions and soctal st
tutions prevailing i a partcular society. Fortunately, these approaches often
yreld simalar or overlapping sets of values Nevertheless, expliait attention must
be given to the process by which these valyes are denved There 1s no other way
to reduce arh:

mn sclecting the ingred for ethical analysis and to
provide 2 framework for companng and debatng alternative cntena 1n the
ethieal evaluation of smterve

ntion efforts.
A second fundamental procedural question concerns the weights assigned to
the different, and often compeung, sets of values held by different groups
Discussions of natonal population policy within the United States, for example,
have revealed the vanauoens in cultural values and perspectives that different
ethmc, religious, class, and Professional groups brng to the population problem
(Population Task Force, 1971) Thus, at the national level, decisions about social
intervenuon must weigh the clams and concerns of diverse groups wathin the

whose values” becomes even more complex 1n
saternational programs of dey el

P or tech € Such prog;

ate often planned angd camed out by indivduals and agencies external 1o the
soaety in which the ¢changes are 1o be introduced Therefore, there 15 a real
postibality that the values of the change agents may deviate from those of the
tocal populstion The question of whose values determine the goals, targets, and
means of change takes on special tmportance 1n such cases The sssue 1s not only
whote Interests are being served the program, bur whose conceptual
{rimeworl, ECnetates the definmion of the problem ang the setting of goals This
n:.c Pt even when fepresentatines of the tocal society are fully involved 1n
e planncrg 3ay €Xecution of the change program because these Tepresentatives,
who 1re aften 1ry ned abroad, M3y have adopted the con
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conceptual frameworks for development programs, it is particularly important to
scrutinize them in terms of whose values they reflect and to balance them by
assuring that proper weight is given to competing points of view.

Third, deliberate attention to the content and derivation of values and to
the different groups whose values are engaged by a given action often reveals
value conflicts. Different values held within the same group and differences in
value priorities set by different groups may present incompatible claims. For
example, advocates of a noninterventionist population policy typically stress
the value of freedom, while those who favor strong measures of population
control emphasize the values of welfare and survival of the human species.
The critical question is not which of the two sets of values to pick, but
what is the optimum balance between them. How much freedom, in other
words, ought to be sacrificed in the interests of welfare and survival?
Debates on national development often array advocates of cultural diversity,
of the right of all peoples to determine their own destinies, and of the
importance of traditional values as a matnx for the development of self-
identity and self-esteemn, against those who feel that traditional values are by
definition obstacles to development and must, therefore, be changed as rapidly
and efficiently as possible. Again the question concerns the most desirable
trade-offs between conflicting values: How much traditional culture ought to
be sacrificed for the sake of modermzation?

Perhaps the most difficult challenge for ethical analysis is in providing
some approximate guidelines for adjudicating such compeung claims. Though no
neat formulas or mechanistic answers are possible, one can try to establish a
rough order of ethical priorities. For example, in the population field, one might
start with the proposition that freedom of procreative behavior should be
respected unless there are clearly demonstrated threats to human survival or
welfare, and that even then the limitations placed on freedom should be
proportional to the danger involved. By this rule, it would not be justified to
introduce compulsory sterilization ar forced abortions because of the mere
possibility that human welfare will be endangered by demographic growth
within the next century. It might be ethically justified, on the other hand, to
remove incentives, such as family allowances, that encourage large families and
to provide free family planning assistance. Similarly, modernization efforts
might be guided by the proposition that traditional values should be disrupted
only if—and only to the extent that—considerations of survival and social welfare
necessitate such disruptions.

These analytical steps do not eliminate the need for value judgments, but
they do make such judgments morc conscious and deliberate. With these
procedural issues in mind, we now turn to some of the specific ethical questions
raised by the four aspects of social intervention: the choice of goals, the
definition of the target, the choice of means, and the assessment of
consequences,



8 H C KELMAN AND D P WARWICK

CHOICE OF GOALS

male
Social scienusts and others writing about social change commua(l:y'Jf .
n
explicit or impheit assumptions about the nature and the end pg:, PR
ble These assumptions are 1n
changes that are necessary and desiral The
onlygby the values that individual writers bring to their research but also"l:};hcu
mnterests and onentauons that surround the general 1ssue of socal chang: e
societies The choice of goals for socizl intervention thus depends T
J
particular intellectual and political perspectives from which the ch:ngbmgthcy
2nd their advisors view the situation Brased views cannot be avoided, L
can be counteracted msofar as they are made expliait and confronte
analyscs based on alternative perspectives -
The process of goal setung can be illustrated wath a perspective on so

change described by Kelman (1968, pp 62-63) He places social change 1n l::
context of a worldwide revolution of human nghts, which has set into motu
powerful forces toward political 1nd d

e, P and
soaial reform, both n the developing world and within industriahized countnies
Guven this perspective, one would start the process of delineating goals for soctal
intervention by asking how the challenge posed by this revolution can best be
met What can be done to facilitate social change and to increase the likelihood
that 1t will move 1n

What conditions are ¢
fecling of national
tesponsibilities, economic enterprises, and soct
change would mimmyze the use of violence,
Passive participants in the change process,
cocraion and repressiony How can social
destroying the cxsting culture patterns tha
people, while at the uild the new patterns and values that
a changing society requires if 1t 15 g0 remain

This list of questions.
clearly based op certay,
desinbility of social cha;
change For example,
of they consistency w

n et
al planning? What techmques of
the brutalization of the active and
and the predisposition to govern by
Intervention be introduced without

—2nd the goals for socia) intervention that it implies—1s
B value assumprions It presupposes not only the
nge, but also a preference for certain kinds of social
1t assumes that socya] nstitutions must he Judged tn terms
ith human needs, and 1t favors insututional arrangements
that encourage Partaipation, l:gmmzcy. nonviolence, and respect for traditional
values,

This statement 1mplies
chooung goals for intervention,
of individuals father than some abstract nouon o
ey reqards changes thay nvolve wviolence,

2 rough ordering of prioniies 1t suggests that, 1n

should be the concrete needs
f what 15 good for society It
coeraon, or the destruction of
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traditional values as unacceptable except under the most compelling circum-
stances. The application of these criteria to a specific situation, however,
requires some difficult judgments. How does one determine which of various
alternative policies is most consistent with the concrete needs of individuals, or
what circumstances are sufficiently compelling to justify changes that involve
varying degrees of violence, coercion, or destruction of traditional values?
Different analysts may agree on these priorities, but may nonetheless disagree on
how they should be specifically applied.

There are also likely to be disagreements with the implicit goals and priori-
ties as delineated in the statement. We would like to believe that these goals are
consistent with basic and universal human needs and that they are widely shared
across different population groups and cultures, Yet we are also cognizant of
the very real possibility that our ordering of priorities reflects, in some
important ways, our own cultural and ideological biases and that—even when it
deviates from the governing ideology of our society—it is influenced by our own
relatively favored positions within the society and our society’s favored position
within the international system. Thus, before basing the choice of goals for
intervention on such a statement, one must recognize that it represents one
perspective, which has to be confronted with those derived from other relevant
points of view.

The first and frequently neglected step, then, in an ethical analysis of
social intervention is the recognition that the choice of goals for intervention
is determined by the value perspective of the chooser, which is not necessarily
shared by all interested parties. The goals to be pursued in social change are by
no means self-evident. They depend very much on what we consider a desirable
outcome and what costs in terms of other values we are prepared to bear for the
achievement of this outcome—a complex judgment about which there may be
considerable disagreement.

The role of cultural and ideological biases i the choice of goals is often
ignored becausc the change effort may have a hierarchy of values built into its
very definition. These values may simply be taken for granted without ques-
tioning their source and their possibly controversial nature. A clear example of
such covert ideological influence is scen in the definition of national develop-
ment. The word “development,” whether used in botany, psychology, or
economics, implies an unfolding toward some terminal state. Typically this state,
whether it be adulthood, maturity, or an ideal economic system, is also

idered desirable. By implication, a more developed nation is seen as better in
some sense than a less developed nation. In the 1950s, the dominant models of
national development took as their implicit end-points the economic and
political systems of the Western industrial nations. Within this teleological
framework, primary emphasis was given to economic values, Works such as The
Stages of Economic Growtb (Rostow, 1960) argued, in effect, that the ultimate
measure of political and social institutions was their contribution to economic
growth. From an ethical standpoint, the most serious problem with these models
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was that value judgments were shpped into seemingly value free definitions of
historical processes Statements about goals for change deemed desirable froma
particular value perspective were often presented as empirical statements about
the conditions necessary for 2 umversal process of development Such latent
choices of goals arc especrally troublesome because they are masked by
connotations of scicntific ngor and historseal inevitability

In recogmzing the role of thewr own value preferences change agents (or
soaal scienuists who conceptualize the process of social change) do not abandon
their values or attempt to neutralize them It1s neither possible nor desirable to
do so But being aware of their own value perspectives can allow change agents
to bring other perspectnes to bear on the chotce of goals, which reduces the

likelihood that they wall impose thetr own values on the population 1 whose
lives they are intervening This process of relaung our own values to those of
others 1n the chorce of goals for intervention—without esther abandoming or
tmposing our own values—can often be aided by a disunction between general
goals and speaific nsututsonal d d to give exp to these

g g

goals It may be possible to rdenufy certain broad, basic end points that are
widely shared across different cultures and 1deological systems—at least among
groups and individuals operating within 2 broadly humanistic framework These
groups or ndmduals may at the same time disagree about the speaific pohitical
soaal, and economic nstitutions that they regard as most conducive to the
realization of these ends Thus, one may be able to define the goals for
Intervention in more or less unjversal terms, while recognizing that these goals

may be achieved through a vaniety of specific arrangements and that different
cultures and deologies may diff

<7 sharply 1n their preferences among these
armngements
Fthical issues 1n the choiee of goals for mtervention revolve around the
queston of what values are to be

duals—and to differ sy ly for
groups wath different cultural backgrounds and Poswions in society—the
Guestion of whar valyes nevitably brings up the question of whose values are to
be served by the \ntervention

Any sociery, community, or orgamzation i which 2 change program 1s
introduced contayng different segments with differing needs and interests that
enton Thus, 3 key sssue concerns the extent to
Nt population segments are teflected in the goals
and the extent to which they pamicipate 1n the
SHon of who deaides on the goals often has
ely benefits from the outcome of the intervention
s of differem ETOUPS may to varying degrees be
et genpromm usually imvolves some compromuse between

s Repres, and paricipatson 1 goa! setting may

which the values of these differ,
that povern the intervention
goalseting process The qu
tphications for whe utimaty
Since the 1nteresey and valy
weompattle the chyp
fompeting thitation
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thus have an important bearing on how the values of a given group are weighted
in the final outcome.

The problem of competing interests and values in the goal-setting process is
complicated by the fact that the change agents and those to whom the change
effort is directed usually represent different segments of the population. In
national programs, the government officials and social engineers whao initiate and
carty out the intervention and the policy makers and social scientists who
provide the conceptual frameworks on which it is based usually come from the
more established, affluent, and highly educated segments of the society. The
target population, on the other hand, usually consists of poorer and less
educated segments, minority groups, or groups that are for various reasons (such
as age, health, addiction, or criminality) in a dependent status. In international
programs, the leadership and conceptual framework (whether Western or
Marxist) usually come from the more powerful, industrialized nations, while
the change is directed at developing countries. Thus, in both cases, the change
agents are in some sense outsiders to the target population in terms of social
class, national affiliation, or both. Moreover, they are usually not disinterested
outsiders: Social change programs may have important implications for the
wealth, power, and status of their own groups. The problem is further
exacerbated by the fact that the agents and the targets of change usually
represent groups that differ along a power dimension. The change agents come
from the more powerful classes and nations, the targets from the less powerful
ones.

The change agents are in a strong position to influence the choice of goals
for the intervention. Those who formulate and run the program clearly play a
direct role in goal setting. Those who provide the conceptual frameworks may
have a more subtle, yet highly pervasive, impact in that they establish the
perspective from which the goal setting proceeds and thus the way in which the
problem is defined and the range of choices seen as available. It is therefore
quite possible that the change agents will view the problem from the
perspective of their own group and set goals that will, often unintenrionally,
accrue vo the benefit of their group at the expense of the target population.
Given the power differential, their intervention may in fact strengthen the status
quo and increase the impotence of those who are already disadvantaged. It is not
surprising, therefore, that population control or educational programs sponsored
by -white middle-class agencies in black ghettoes, or by U.S. agencies in
developing countrics, are sometimes greeted with suspicion by the target
populations. Whatever the merits of the specific case may be, there are sound
structural bases for fearing that such programs ‘may end up serving the purposes
of the advantaged group at the exp of the disad

The cthical problems created by the value and pawcr differentials between
change agents and target groups are not casily resolved. Clearly, the more the
target group participates in the process of goal setting, the greater the likelihood
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that the change program will indeed reflect sts values But bnnging
representatives of the target group or turming the program over to mdxgena:s
agents may not go very far in correcung power imbalances We have already

d that rep wes of developing who are brought n by

P
outside agencies may th lves be W zed and may th operate in
terms of the persp of these ag: larly, repr wes of minonty

groups parucularly af they have professional tramning, do not necessanly share
the perspeetne of the lower-class, less educated members of their own group
Turming over a project may create 1ts own ethical ambigmties if, 1 the
process, the outsiders arrogate to themselves the decision of who 15 the proper
spokesperson for the target population This may be true whether they tum over
the project to the established government (which may not be representanve) or
10 an opposition group In either case, they are deaiding which side to strengthen

10 what may be an internal conflict within the target population and are thus
wndirectly imposing goals of their own chorce.

Despite the ambiguities that often remain when an outside, more powerful
change agent imolves representatives of the less powerful target population 1n
the change effort, such 1 the best p agamnst the
mmposition of foreign values Thus n an ethical evaluation of a social nter
vention, one would want to consider such cntena as To what extent do thosc
wha are

vailing mechanisms of protection aganst arbstrary and self-serving uses of power
by the change agents?

DEFINITION OF THE TARGET
Socul intervenuon usually begins 2s an effort to solve a problem A decision
to undertake a program of org, devel
trorm a concem about
underutilization of ¢

pment, for ple, may spring
POOT communication, intraorgamzational conflicts or
mployee abiliies The ado

t ma!
be 3 cttors v Ption of population controls may

2l with the problem of
Freserve the qualiy

RS 3a lige pant 2 valye d,

that 1 whyg il e

Bt I=dopends

Wmtificanion of the prob!
s ealuanon §
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with the protesters are more likely to see the problem as a breakdown
of social justice. .

Identification of the problem has important ethical implications because it
determines selection of the target to which change efforts are directed. Where we
intervene depends on where we, with our personal value preferences and
perspectives, perceive the problem to lie. Thus, those who see social unrest as a
breakdown of social order are likely to define the protesters as the proper targets
of change. They may use a variety of means, ranging from more stringent social
controls, through persuasion and education, to efforts at placating the protesters
and giving them a stake in the system. Whatever the means, this is the wrong
target from the point of view of those who see the problem as a failure in social
justice and wha want to direct change efforts to the existing institutions and
policies. In their view, interventions designed to reduce the protesters’ ability or
motivation to protest merely perpetuate injustices and serve the interests of the
advantaged segments of the population at the expense of the disadvantaged. In
short, who and what is being targeted for change may have important
consequences for the competing interests of different groups and for the fate of
such core values as justice and freedom.

The issues are well illustrated in debates on the population problem. The
specific crises that constitute this problem are variously defined as famine or
impediments to economic development, pollution or other ecological damage
threatening the possibility and quality of life, exhaustion of physical resources
or strains on the carrying capacity of the earth, and revolution or social disorder
resulting from population pressures joined with high levels of aspiration. The

scientific evidence on the probability of any of these crises is highly ambiguous.
Thus, there is ample room for personal values to enter into the definition of the
problem,

The definition of the problem, in turn, determines the selection of targets
for change. Those who see the problem in terms of the danger of famine and
economic stagnation may direct change efforts at increasing economic
productivity, including food production. Those who are primarily concerned
with pollution and ecological damage may favor interventions directed at
reducing the rate of industrialization or at strengthening governmental controls
over waste prod and other of 1 pollution. On the other
hand, those concerned with exhaustion of physical resources or with the
revolutionary potential of population pressures may prefer interventions aimed
at reducing or reversing the rate of population growth. How we define the
problem and, thus, whether we then take national economic policy or the

child-bearing couple as our target of change, depends on our value preferences
and perspectives. For example, groups placing a high value on the preservation of
the existing political order are likely to be disturbed by rising population
pressures and thus to favor population control. On the other hand, those who
advocate revolutionary change may actually favor rapid population growth
combined with urbanizatien as important contributors to political mobilization.
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These two views, of course, do not exhaust the possible positions on population
control, but they illustrate the pomnt that defimtion of the target of change has
important consequences for the competing interests of different groups within a
socte
gcml scientists play a major role in 1dentifying, or at least aruculating, the
problems to which change efforts are to be directed and thus in defining the
targets for social wntervention A good example 1s provided by research on
vanous forms of social devance Much of this rescarch has focused on “the
deviant behaviour itself and on the ch 1sucs of the individuals and groups
that mamfest 1t and the families and neighbourhoods in which 1t 15 prevalent,
rather than on the systemic processes out of which it emerges’ (Kelman, 1970,
P 82) Many reasons for this emphasis can be aited In part 1t grows out of the
“soctal problems” tradition, which has fostered among soctal scienusts 2
commitment to helping troubled individuals and groups In part 1t reflects the
problem defintion of agencies whose mission includes the control of deviant
behavior and who sponsor much of the research this field Rescarch on the
charactenstics of deviant populauions, though perfectly leginmate in its own
nght, raises ethical questions msofar as 1t provides the dominant framework for
conceptuzlizing deviance as a social phenomenon and thus for setting socal
policy “By focusing on the carmers of deviant behaviour, social research has
remnforced the widespread tendency to explain such behaviour more often 1n
terms of the pathology of the deviant indviduals, families, and communitcs,
than in terms of such properties of the larger social system as the distnbution of
power, resources, and opportuninies” (Kelman, 1970, p 83) Rescarch has thus
contributed to 2 focus on the charactenistics of the deviant as the problem to
which social policy must address wself [n keeping with this problem defimition,
the deviant individuals and communities, rather than the institutional arrange-
ments and policies conduaive to socral deviance, have commonly been singled
out as the targets for intervention  This particular way of idenufying the
problem and defining the rarget for change tends to reflect the concerns of the
more established segments of the population and has potential consequences for
the competing interests of different groups within the society
e e e oy i o s
screntists work may play f + the models with which soc:
for socat |n!crven);|§n yln":iall?r e dcml’mlmng the problems and targets
models, and communicanng ed::::gﬁ:l’:ie" " ch problems, choosing thesr
2 tesponsibility to constde e ngs  therefore social scienusts have
More broadly th, onsequences for the populations affected
Y they have the responsibyly
of the populay opporty Yy 10 cnsure that all segments
enterprse, which influenc b Pportunity 1o Participate 1n the research
and have aceess s the definion of the problems for intervention,
1o the research findings which influence the setung

of policy
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CHOICE OF MEANS

The most difficult ethical choices in deliberate social intervention usually
concern the selection of means. Is it ever morally justified, for example, to
force individuals to accept a program under the threat of death, physical
harm, or other severe deprivation? What ecthical problems are posed by
manipulating the environment so that people are more likely to choose one
alternative over others? Should a change program make full use of group
pressures for conformity, or attempt to tamper with basic attitudes and
motives? These are real questions in most change programs, and there are no
easy answers.

It is possible, however, to clarify some of the issues at stake by relating
the various means to the value of freedom. Warwick (1971) has defined
freedom as the capacity, the opportunity, and the incentive to make reflective
chojces and to act on these choices. Individuals are thus free when:

1. The structure of the environment provides them with options for choice.

2. They are not coerced by others or forced by circumstances to elect only
certain possibilities among those of which they are aware.

3. They are, in fact, aware of the options in the environment and possess
knowledge about the characteristics and consequences of each. Though
such knowledge may be less than complete, there must be enough to
permit rational deliberation.

4. They are psychalogically able to weigh the alternatives and their conse-
quences. In practice this means not only possessing information but being
able to use it in coming to a decision.

5. Having weighed the relative merits of the alternatives, they can choose
among them. Rollo May (1969) has argued that one of the pathelogies of
modern existence is an inability to choose—a deficiency of will. A person
who cannot pass from deliberation to cheice must be considered less than
free.

6. Having chosen an alternative, they are able to act on it. Among the
conditions that may prevent them from doing so is a lack of knowledge
about how to implement the choice, anxiety about acting at all, or a low
level of confidence in their abilities, even when they have sufficient
knowledge to act.

This discussion of frecdom suggests 2 typology of means used in imple-
menting social interventions. At the “least free” end is coercion, a situation in
which people are forced to do somcthing they do not want to do, or are
prevented from doing something they do want to do. Next comes
manipulation, then persuasion, and finally, at the “most frec” end,
facilitation.
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Coercion

In simple terms, cocrcion takes place when one person or group uses the
threat of severe deprivation to snduce other people or groups either to carry
out actions that they desire not to perform or normally would not perform,
or to reframn from carrying out 2ctions that they want to perform or, in the
normal course of events, would perform It 1s difficult to armive at precise
definitions of “threat” or “deprivation,” but basically these sefer to the loss
of lughly valued goods, such 2s one’s life, means of lvelhood, or the
wellbeing of one’s relatves  Coercion should be distinguished  from
compliance that occurs within the framework of legitmate authonty In 2
certam sense, tax laws may be coercive because they force people to do things
that they would prefer not to do under the threat of penalues However,

wnsofar as people comply with the law out of 2 belief that 1t 15 nght to do so,
since they see the law as rooted 1n 1 therr
not be coerced

beh

would

Cocrcion forms an integral part of many programs of social intervention
Some clear examples would be the nationalizanion of a foreign-owned
petroleum refinery or the outnight confiscation of land
programs In both cases, the

the use of physical force
The population’s accepra

m agranan reform
government’s action 15 immediately backed by
—those who do not comply may be evicted or jaled-
nce of the government’s legiumate nght to carry out
such interventions would usually be mimmal Other examples hover at the
borders of coercion, manipulation, and persuasion It has been proposed, for
wnstance, that governments try to limut population by levying higher taxes
aganst families with more than two or three children, or by depriving such
families of social benefits such as free cducation, welfare, or medical coverage
Such programs could be considerd

N stake were relauvely moderate, on the
» the means of intervention could be considered ether manipulative
OF persuasive, aceording to the crcumstances
Is

har cocdmon :ver ethically yusufied 1n social tntervention and, if so, under

conditions® Two broad  conditons are commonly invoked to defend
grave threat to basic socictal values Thus,
highly coeraive Population contr

ca

ch;:;c“p::‘;::dc:zr p::hmpt :hnd Posiive acuon o accomphish the goals of 2
v n cn 13

sutvival  Thy argument s typl:! o pereat 10 such values as physical
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desirable.  These include city planning; governmental intervention in the
economy through means such as taxation and control of interest rates; the
construction of roads, dams, or railroads; and the addition of new consumer
goods to the market. In each case a deliberate attempt is made to alt_er the
structure of opportunities available, whether through addition, subtraction, or
other madifications. Few people challenge the ethics of these changes, though
they may question their wisdom. Other forms of environmental control arouse
greater moral concern. Limitations on the freedom of the news media are
widely attacked as abhorrent to a democracy. Job discrimination, cth{'ﬂC
quotas in umiversities, and similar restrictions on the equality of opportunity
are similarly condemned.

Clearly, people make distinctions between justifiable and unjusliﬁz.bl:
control of opportunities. But what are the limits of justifiable manipulauo.n
and what cthical calculus should be used to establish these limits? Is it
morally justified, for example, to attempt to shape an entire cultural environ-
ment in the interest of promoting happiness and survival, as Skinner (1971)
has proposed? Perhaps the key question raised by Skinner’s proposals is wh?
decides on the shape of the new environment and the controls to be insti-
tuted. Other questions concern the priorities in values and the assumptions
about human nawre by which the controllers operate.

Related cthical issues arise in behavior therapies, which rely on en-
vironmental manipulation and use techniques similar to those suggested by
Skinner for the design of cultures. Unlike insight therapies, which concentratc
on changing motives, perceptions, and other psychic qualities, behavior
therapy aims at weating symptoms. Its techniques are based on the principle
of sclective reinforcement, through which desired behaviors are rewarded an

desired behavi ignored or p ished. Thus, behavior th pi phasi
specific acts rather than global personality characteristics (cf. London, 1969)-
From an cthical standpoint the principal difference between Skinner's macro-
manipulation and behavior therapy lies in the degree to which the individuals
affected may control the Pprocess. Though there are vaguc murmurings in

Skinner's book about “participation by those affected,” his basic model is on¢
of total control by an clite of culture designers. By contrast, in behavior
therapy, the patients seck help with 2 problem and are free to terminate the
nhnapeufxc relationship at any time. In other words, though the therapy
process invalves careful ipulation of their beh

, for instance, that limit
ferulity by manipulating condit 4t governmentss my to

1ons known to have indirect effect on family
size, such ag Vcduuuon. 1ob  opportuniues  for women, and income.
Speafically, Judith Blake {1969) has recommended thar women be given more
;umpeume roles, such ag improved job Opportunities, as a means of redudng
crtility. Danict Caliahan (1971) has raised sever) questions about this form
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of environmental mampulation, pomnting to the wonic possibibty that people
can be mampulated by increasing their freedom
Swmular questions anse 1n any strategy for socal change that rehes on
creating new rtealiies that make 1t more necessary—or at least more possible—
for people to change their behavior In the field of race relauons, for example,
observers have noted that an cffecuve way of changing irdivdual atttudes
and pracuices 15 to ntroduce a fait accomph If an anudiscnminauon law or
policy 1s established without too much ado, people wall be confronted with a
new social reality that, for both pracuical and normause reasons, they are
more hikely to accept than to resist. Such environmental mampulation can be
justified more readily if it 1s part of a larger social policy process that itself
has been carried on through legitimare channels and exposed to public debate.
It 15 also more jusufiable from an ethical point of wview 1if its effect 15 to
expand rather than restnct the range of opportunties
In sum, if human freedom and digmty are taken as critical values, there 1s
reason for concern about deliberate attempts to manipulate one person’s
environment to serve the needs of another The value of freedom requires not
only the availabiity of options for choice at a given point n ume but an
awareness of major changes 1n the structure of these alternatives Complete
awareness of these changes and their causes, however, 15 obviously impossible
There 15 also the danger of a strong conservative bias in defending the
environment of choice within which we happen to find oursclves Most of us,
after all, are not aware of the ongns of our present opuons for choice. Why,
then, should we have a nght to know when they are being changed? In other
words, how much awareness of the structure of our present environment and
of modifications m this environment 15 necessary for human freedom and
dignity? And, assumng that this awareness will always be less than complete,
who should have the nght to tamper with the environment wathout our
knowledge and what conditions should govern such intervenuon? Some
thought has been given to critena for an ethical evaluanon of environmental
laton For pl pulation would seem more acceptable to the
extent that the people affected partncipate in the process, ase free to enter and
leave the program, and find their range of choices broadened rather than
narrowed Manipulation also scems more acceptable if the manmipulators are not

the primary benefimanes of the pulanion, are reciprocaily vulnerable in the
situation, and are ace ble to public ag

Psychic Manipulation

Even within a constant enwvironment of choice, freedom can be affected
hrough the laton of 1ts psychological comp s for pl
k.nowlcdgc of the akcrnam'cs and their consequences, motves, and the ability
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to reason, choose, and implement onc's choices. Recent decades have seen
dramatic developments in the techniques of psychic manipulation. These
include insight therapies; the modification of brain functiom'ng .Lhrough
surgery, chemicals, or electrical ion; hypnosis; sensitivity training; a_nd
programs of attitude change (cf. London, 1969). The emergence of behavior
control technology raises fund: 1 g about human nature and the
bascline assumptions for cthical analysis. .

The cthical questions raised by psychic manipulation are similar to those
presented by environmental control, and the same criteria for ethical evalua-
tion are applicable. In many interventions of this
attention must be paid to moral probl

type, however, particular
of deception and i plets
knowledge of effects—conditions on which these programs often rely for their
success, The use of deception in such programs is based on considcrations
similar to those used to justify decepti hods in psychological ex-
periments and other forms of social research. It is assumed that some of the
phenomena that the investigator is trying to create or obscrve would be
destroyed if people were aware of the precise nature of the cxperimcmal

ipulation or of the beh under study. The moral problems posed by
the use of deception in social research have received increasing attention in
recent years (cf. Kelman, 1968, 1972; Warwick, 1973, 1975). For example,
with  refe i ical i

o X hol
written:

psy g P , Kelman (1972) has

Deception presents special problems when it is used in an experi-
ment that is stressful, unpleasan

. s t, or potentially harmful to the subject,
in the sense that it may create sclf-doubts, lower his self-esteem, reveal
some of his 3

. kn, » OF <Icate temporary conflicts, fr ion, or
anxiety. By deceiving the subject about the nature of the experiment,

the experimenter deprives him of the freedom to decide whether or
not he wants to be cxposed to these potentially disturbing ex-
periences. ... The use of deception presents ethical problems even
when the experiment does not entail potential harm or discomfort

Y, to the already powerful

Cture realities and manipula lations.
Furthermore, by underminin, P the o ,

ore, g the basis of ¢, i i i
between imvestizator and subject, prion, s oo

difficult for

Z deception makes 1t increasingly
social scientises 1.
997) (] czn'y

out their work 1n the future. (p-
s . .
umllAnr :::1:: :l:\usc 1 all efforts ar psychic mamipulation,
e st suons, the ethical problem 15 nog outnight deception, but the
complete or distorteg knowledge of the cffects of
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intervenuion For example, many individuals enter sensitvity training sessions
(T-groups) to learn about group processes and about their impact on others
m a group Though such learning may well take place, some critics have
argued that there may also be potenually harmful side effects to which
participants are not alerted For example, participants may find that the group
process releases violent impulses or even pathological reactions n themselves
and others They may be subjected to harsh personal attacks for their feelings
and 1diosyncrastes or may engage 1n such attacks on others Or, according to
Gottschalk and Patuison (1969), by fostening “a concept thar anything goes
tegardless of consequences,” T-groups “may preclude effective communica
non Communication may not be seen as an interpersonal event but merely
s the opporrumty to express oneself” {p 835) Of course, properly structured
and well supervised sensitvity traiming may also bring unexpected benefits The
basic ethical quesuion, however, concerns the nght of the parucipant to be
formed, not only of probable benefits, but also of potenual dangers resulung
from psychic mampulation This question applies to other forms of psychic
manipulation, such as brain sumulation or drug expenmentaton, as much as 1t
does to group expenences
Often change agents are unaware that they are engaged m mampulatve
efforts or that these efforts have ethical implications They may be convinced
that all they are doing 1s conveymng informanon or providing 2 setung in
which self-generated change processes are allowed to emerge They may
thus fal to recogmze the situational and structural factors that enhance
their power over ther chents and the subtle ways in which they communicate
thewr expectations of them Even if they are aware of their mampulative
efforts, they may be so convinced that what they are doing 1s good for the
chents that they fail to recogmze the ethical ambigwty of the control they
exercise {cf Kelman, 1968, Chapter 1) Such dangerous blindspots on the part
of change agents, which preclude their even raising the ethical quesuons, are
parucularly likely to anse i the more subtle forms of psychic mamipulation

Persuasion

The technique of persuasion 1s a form of interpersonal influence in which
one person tries to change the attitudes or behavior of another by means of
argument, reasomng, or, 1 certamn cases, structured hsteming In the
laboratory, as well as in the mass media, persuasion 15 usually a one way
process In interpersonal relations 1n natural setuings, 1t 1s generally a murual
process, 1n which the vanous participants try to persuade one another Per
suasion 15 frequently used as a means of social intervention 1n the mass media
and, at the one to-one level, 1n wmsight therapies

At first blush, persuasion seems highly consistent with the value of
freedom—almost 1ts exemplificanion, i fact The communication process
3ppears to be carned out in the open, all parties appear to be free to consider
the arguments, apparently have fres choice whether 1o reject or accept them,
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and no coercion is consciously practiced. Quite clearly, when compared with
outright coercion or the more gross forms of manipulation, persuasion emerges
as a relatively free method of intervention. But at the same time, its sceming

openness may sometimes mask covert and far-reaching cfforts at personality
change.

Insight

pies such as psychoanalysis would g lly be regarded as
persuasive means of attitude and behavior change. Through such therapy,
individuals are led to a beuer understanding of the sources of their
complaints—why they think, act, and feel as they do. The guiding assumption
is that self-knowledge will take them a long way toward dealing with the

bl The techniques used to p understanding are generally non-

directive, and the client is urged to assume major responsibility for talking
during the therapy sessions.

In principle, at least, insight therapy shows 2 high degree of respect for
people’s freedom. The patients do most of the talking, the therapist does not
impose his or her personal values, and the process can be ended by the
patient at any time. However, closer analysis reveals numerous opportunitics for
covert influence. Many patients, for example, report feelings of guilt over
violations of sexual standards. Following the moral traditions of psycho
analysis, most forms of insight therapy view the guilt feclings, rather than the
sexual behavior, as the problem to be solved. Under the guise of moral
neutrality, the therapist ges patients to und d why they fecl
g\filty and to see that such feelings arc irrational and therefore unjustified.
Simdarly, by defily steering the conversation in certain directions through
pro'hcs and nods of assent, the therapist can lead the patient toward desirable
attitudes on moral questions or other matters. And, as Perry London (1964)
has observed, even the antitude of mornal neutrality in psychotherapy is 2n

ethical stance: “It is, from the therapists's side, a libertarian position, regard-
l'css.dof hc’:,w the clicnt. sces it (indeed, in some ways he may justly see it as
x:hxsel mqu) {P- 13). 1t is hard 1o escape the conclusion that the therapist, like
; conc;ss!;r, 1s han active agent of moral suasion. The ethical problem posed
zxye l;sz;d:: be;‘a‘p dy, howcv:r,. is that the values guiding the influence process
romality 'r; cu-x g:ﬂobal -nom‘:r.As such as mental heatth, self-actualization, and
o (hcy. - bfi;o‘ :m‘h:s' mitigated to the extent that therapists recognize
values properly fof)r:ﬁei g valllues into the relationshup and label those
would dllow the poi T patients. “Among other things, such a recognition
argec s th:pzp::: to a limited extent, to ‘talk back’ o the therapist, 10
N we
mass Pmunio;’“’l‘}’; f’:m Persuasion m the one-to-one context to efforts at
s pcm;zsionq :stmn. of who has the opportunity and the capacity 1©
opportunitics snd oo :‘"’P“?‘ takes on central importance. Since such
question is fraugh e ot cqually distnbuted 1 any society. his
ght with eth,

ical smplications. §¢ arises, for example, in the
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debate over the impact of modernizanon on traditional values, to which we
alluded eatlier In this connection, after defending the need for cultural
diversity, Dents Goulet (1971) has wntten

Development economusts often ask what they should do about
local customs which get m development’s way. No sensitive change
agent 1s blind to the traumauc effects of the “bull in the-china closet”
approach to local customs Nevertheless, persuasive campaigns are
sometimes necessary, even if they are unpopular (p 270)

The quesuon 15, who should be responsible for deciding when and where
persuasive campaigns are necessary? Should the interested parties from a
commumty be mvolved in the decision about whether a campagn should be
launched, as well as 1n the later stages of the intervention? Furthermore, how
can illiterate villagers argue on an cqual plane with sophisticated natonal
planners armed with charts staustics, debating skills, and prestige? Those
power are usually n a much better posttion to launch a persuasion campaign
and 1o carry 1t out effecuvely Thus, even though persuasion itself may be
more consistent than other means of intervention with the principles of
democratic dialogue and popular participation, 1t often occurs mn a context
where some are more equal than others

Facilitation

Some strategies of ntervention may sunply be designed to make 1t easier
for individuals to implement their own choices or sausfy their own desires An
underlying assumption n these strategies 1s that people have some sense of
what they want to do and lack only the means to do 1t Though facihitauon,
ke persuasion, seems highly consistent with freedom, 1t too can move close
to the borders of manipulation

An example from the field of family planning can dlustrate the different
degrees of manipulativeness that a facthtanon effort might involve At the
least manipulauve extreme a program providing a regular supply of con
traceptive pills to 2 woman who 1s highly informed about the possibiliues of
contracepnon and strongly mouwvated to hmit her family size, and who knows
that she wants to use the pil but simply lacks the means to obtain 1z, would
be a case of almost pure facihtanon At the other extreme would be the case
of a woman who vaguely feels that she has too many children, bur is not
strongly motwvated to Lt her family size, and who possesses no infor-
mation on contraception The chnic arranges for visits to her home with the
purpose of increasing her level of mouvauon and, once the vague concern is
translated into a 10 practice contracepuion, provides her

free transportation to a local family planning center Though facilitation 1s
clearly involved in the latter stages of this program, m Its ongins 1t 1s basically
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a form of cither manipulation or persuasion. That is, it requires that
motivation be channeled before actual facilitation can take place. Falling
somewhere between these two extremes would be a program designed to assist
2 woman, already motivated to limit her family size and aware of the
possibilities of contraception, in choosing the means most appropriate in her
case and in implementing that choice; or a prog designed to p a
particular method (such as the 1UD) for women who are motivated to limit
their family size but uninformed about the possibilities of contraception.
The ethical problems of intervention increase as onc moves from more or

less pure facilitation to cases in which facditation occurs as the last stage of 2
manipulative or persuasive strategy. But ethical questions can be raised even
about seemingly pure facilitation, The most vexing problem is that the
lecti inf of an individual's desires, cven when these are sharply
focused and based on adequate information, can be carried out for someone
else’s purposes. Here we face a critical question about the ethics of planned
change: It is right for party A to assist party B in attaining B's own desires'
when the reason for this assistance is that B’s actions will serve A’s interests?
In other words, does any kind of facilitation also involve clements of en-
vironmental manipulation through the principle of selective reinforcement?
For f:xamp.le, survey data suggest that many poor blacks and Mexican-
i i s e S of oy plain s B
see these minorities reduce their fertility. I

the government decides to provide voluntary family planning services to these
and other poor families

e e jes, is it serving the interests of racism or the freedom of
‘:cn“vm(‘ ies “t" qulesuun? While it is sometimes possible to determine that 2
interven < L N
& hose § ion leans more one way than the other, it is often impossible 10

say whose interests are served most by a change program
Some h: i X
by being c::pl::; [: handle ‘;‘c charge of manipulation through facilitation
. onest and open, Consid, - d
action group that approaches a P b the case of 2 ;h""h ;:‘:'[Zf
assistance. i . A ion with an of
be imcr:sr:: is:c:;‘a elationship, open dialogue about why cach party might
sides to terminate ihmhe;' Jomnt setting of goals, and complete liberty on both
policics, but they w :Ulr; atonship would certainly represent ethically laudable
remains that the ch“nhnm remove the possibility of mampulation. The fact
organization rather than roup is making its resources available to one
goals : with lh:tnmher.'n }hcrcby facilitates the attainment of the
bargaining position of compe: and may weaken the influence and

tin
laiming 1o B groups. In cases where there are numerous
among Puerto Ricans i - y the same constituency, as
. in the United Stares, the rec ide ai i
one for leadersh; 5 g e1pt of outside aid may give
over, since the church d

ge over the others. More-
control of the resources
oals by the implicit threat

p
BrOUp retains ultimate

provided, it can exercise great leverage in serup,
g 8
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of withdrawimg 1ts support It 1s therefore essential to disunguish between
honesty in the process by which an ntervention s carried out and the
underlying power relanonships operating 1n the situation

ASSESSMENT OF CONSEQUENCES

A final set of cthical concerns arises from the consequences of a change
program—its products as well as 1ts by products Questions that mught be
raised about a specific case nclude Who benefits from the change, in both
the short and the long run? Who suffers? How does the change affect the
distnbution of power in the society, for example, between elites and masses,
or between competing social groups? What 15 its impact on the physical
environment? Which socal values does 1t enhance and which does 1t weaken?
Does the program create a lasung dependency on the change agent or on some
other sponsor? What will its short term and longterm effects be on the
personalities of those involved? Many of these questions can be grouped under
the heading of direct and indirect consequences

An ethical analysis of the direct consequences, which flow immediately
from the substance or contents of the intervention, would relate them to the
set of basic values used as cnitena for assessing the intervention This general
proced was followed by the Population Task Force of the Insutute for
Society, Ethics, and the Life Sciences (1971) 1n 1ts examination of specific
proposals for population policy The core values used m 1ts report were
freedom, justice, secunty/survival, and welfare Among the specfic proposals

examined i the lght of these values were voluntanist pohcies, such as
providing free birth control mnformation and matenals, and penalty programs,
cluding those that would withhold certain social benefits (educaton,
welfare, matermity care) from families with more than a certain number of
children
In bnef, the task force concluded that voluntanst polictes had the great
advantage of either enhancing or at least mamntaining freedom and, in certan
cases, of promoting the general welfare At the same time, there was some
concern that, under conditions of rapid population growth and preferences for
large famikes, relying only on voluntarist policies mught jeopardize the general
welfare and possibly survival Also, questions of justice could be raised if one
group in the society was growing at a much faster rate than others The major
ethical drawback of penalty programs, on the other hand, was their possible
wjustice to those affected The prnimary mmpact of measures such as the
withdrawal of educational bencfits would be precisely on those who nceded
them most—the poor Considerations of justice would also arise 1f, as is Iikely,
sotiety or the family turned 1ts wrath on the poor creature whose birth order
happened to be one more than the supulated number
In addiion to its direct consequences, almost any change program creates
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i ity beyond its
e vensons ot sope f oence. T ndieee e mut form
immediate intentions or scope o in 3 ¢ e o guiding
ny serious ethical evaluation. Such an evaluation req X
;:};::,r;f:‘f :hangc, of how one part of a system .affccts ;nolh:r;:::o:;?;:: ‘))';
many efforts at social intervention completely ignore t ese sy o fens v
discover them too late. Among the most common unanu.clpz e e
the destruction or weakening of integrative values in the s&:_clcfy, Cha gow“ o
balance between aspirations and achi , and streng the p
one group at the expense of another.
One of the latent

dernization is to
quences of many prog .of , i
undercut or challenge existing values and norms, pamculafly in rural;l;:‘g
‘The introduction of a new road, building of an ind\:\stnal pla_nt, tﬁ o .
literacy, or even selling transistor radios may.:.xpos: lsola(e.d wl';ahg:u o
variety of new stimuli that challenge their traditional world view. T ‘cgc and
direct effects of such programs often serve the values of wcl.fare, Justu 'arch
freedom, the indirect effects may generate abundant confusmn' a’nd a st:h .
for new alternatives, Similarly, quasi-coercive population Pollclﬂf. su;:gn)
penalty programs, can affect societal values in subtle ways. Warwick (m .
points out that they might increase political corruption since some peop

“may find it more palatable to bribe local enforcement officials than to hTi‘;
their procreative behavior”; or cynicism about government in g:n:ra.!, l
cases where the moral or even political legitimacy of a program was scnousii
questioned by large segments of the population.” Incentive programs that,

effect, bribe people not to have children, may also have undesirable long-term
effects, such as “encouragement of the

spheres of life. . .. Before experimenting with financial incentive P“?g’“ms:’
therefore, it would be prudent to ask if there are certain goods which W/
would rather not have bought and sol

's
d on the open market, such as on¢
body, one's vote, and onc’s personal liberty*

. o er
same commercial mentality in oth

On the one hand, 1o do

the other hand, in raising aspirations 1,
Program may overshoot jts mark. The

ns of this type co

n endorsement of the status quo, O
0 sur up motivauon for changs, 2
umintended result may be a risc in
uld be rased about the innovative

€y instruction developed by Paulo Frere (1971), which

2empus to develop not only g5 ability to read, bur also a heightencd
Onsciousness of o 'y and the forces shaping one's destiny-
One can certainly argue ther this experience enhances the person’s freedom.
But 2 change un criricay consclousness and political aspirauons without 2
corresponding modification of the social environment may also be a souree of
profound frustration, Where collectiyve acuon to change the system is

ne's position in socief
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impossible, either because of strong political repression or other barriers to
organization, the net effect may be short term enthusiasm followed by long
term depression In fact, the expenence of having been sumulated and then
frustrated may lead to a lower probability of future action than existed before
the ntervention One must then ask 1f 1t 1s morally jusufiable to raise political
aspiratons without ensunng that there are opportumues for implementing
those aspirations
A program of social intervention may also have the unintended effect of
strengtheming  the bargainmg posiuon of one group ws-a-ms another This
problem was well illustrated in a debate at Harvard Umwversity in 1969 The
focus of the debate was the Cambrnidge Project, an mteruniversity program
amed at developing and tesung computer systems for use in the behavioral
sciences The major pomt of contention was the project’s sponsorship by the
US Department of Defense Though the project was not designed to carry
out military research or provide other direct services to the sponsor, 1ts
connection with the Defense Department aroused considerable concern in the
Harvard community The strongest objection was that acceptance of funds
from the Defense Department might increase jts mvolvement i university
affairs and broaden 1ts constituency among social scientists In this way, some
felt, the project would remforce the dommant role of the military in US
soclety and simultanecusly weaken the umwversity’s capacity for cntical
analysis of that role In other words, by accepuing a major grant from the
Defense Department Harvard would be lending 1ts msututional prestige to the
sponsor, legmimzing the Defense Department's mvolvement in nonmihitary
actiities, and perhaps creaung pressures within the unwersity to refrain from
pohitical dissent The opponents also argued that a heavy infusion of funds
mto the area of computer apphcations would change the ecological balance of
soctal science research within the umwversity According to this line of
reasonung, students and faculty would be drawn to computer oriented research
and away from areas lacking comparable support

FOCUS OF THE BOOK

We have reviewed some of the general ethical issues that may anse as
social intervenuon acuvates confhicting values or interests—whether through
the ends served by the change effort the targets at which it 1s directed the
means chosen to implement 1t, or 1ts direct and ndirect consequences To deal
with these wsues responsibly 1n 2 specific instance req; clanfi of the
values that are implicated by the partucular type of intervenuon and
assessment of the ympact of the intervenuon on these values Assessment of
the impact, i tm, calls for empincal knowledge, not only of the gencral
processes of social nfluence and social change, but also of the spealfic vanety
of intervention volved Tins book 1s devoted to such an empinically based
analysis of ethical issues 1n several domains of social interventon
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A toul of ecight varieties of intervention were .sclfctcd ;or lanazcs:t-'
behavi difi groups, organization ~ deve opmer
ity-controlled d ional reform, intcrvcnn'o?l in commul:;;’
disputes, income maintenance cxperi.m:ms, publ.ic hOUSH"‘lg Ezgg::um;};lybc
family planning programs. These eight mstznc;s of intervention o e
ordered on 2 continuum ranging from microlevel to macrolevel. e
extreme is behavior modification, in which the tzrgct} of m.tcrventlon
individual. At the other extreme is family planning, in which the targ

target
typically a whole society. Between these extremes are programs whose targ
may be a group, an

ion,

ganization, a

, or a large segl t of (:e
population. These distinctions are, of course, somewhat arbitrary, s;lvn:cﬁz;
target of any given type of i tion on the petspective 7o
which it is viewed. Thus, behavior modification—when carried out n:A mm:l
tutional settings—may be part of a macrolevel intcrvcnt%on program, dm: o
at particular social groups. At the other extreme, famdy_ pla'nm_ng progr:

often come down to microlevel interventions aimed at specific individuals.

Essentially, the first three types of intervention—behavior
encounter groups, and i

4, )
P

modification,
jon  devel —arc di d to client
4 P .

1 1 SN
problems. The intervenors are typically professional change agents, afldx;s aﬁ
themselves to the problems of a specific client system—whether it .ct.vc
individual, a group, or an organization. This does not mean that the initiati

i i 3 up.
for the intervention necessarily comes from the target person or group.
Behavior th,

erapy or T-groups may be imposed on some of the participants,
and ization  devel directed primarily to the lower
of an organization. Indeed,

many of the ethical problems in these types of intervention stem preciscly
from such possibilities of imposition,

The sccond two types of in(erv:ntion—mmmunil:y-controllcd educational
reform and | jon in ity disp are largely directed at
community conflicts. The intervention introduces, at the community level, 2
mechanism designed to resolve conflict, whether it be a chronic system
conflict or 2 conflict generated or exace:
initiative for the intervention
outside. The intervenors may

P prog
echelons may be initiated by the top

may come from the community or from the
be a

ity-based 1om, an outside

agency, or some combination of the two.
The final three types of inte
tenance experiments, public hous:
are largely designed to contribu

d N
gr

rvention covered m this book—income main-
INg programs, and family planning programs—
! e to the exccution of national policies. The
prog In this category typically have specific communities s
theie targets of change. These Programs are, however, local or regional ex-
pressions of larger, macrolevel Programs designed to deal with national
problems such 2 Poverty, urban decay, or population growth. The funding of
these programs comes from national sources—the federal government or large
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foundations—and so does at least a major part of the mtatve and leadership
Programs vary i the degree and nature of community participation

Though diffening 1n the level and target of intervenuion, the eight types of
programs selected for analysis in this volume share, to a greater or lesser
extent, four common features

dehberate ntery In | g with the narrower working

1 They are P
defimmion of social mtervention presented at the beginming of this
chapter, they are expheitly designed to change the charactenstics of
mdividuals or groups, or to influence the pattern of relationships between
wdwviduals andfor groups
2 They are carried out by professional change agents The eight mstances of
mtervenuion differ m the degree to which the role of intervenor has
become professionaized For example, the practitioners of behavior
modification, sensivity traimng (with some exceptions), and orgamzaton
development clearly sce themselves as professional change agents Inter-
venors in community conflicts are just begmnming, with some degree of
reluctance, to define themselves as professional change agents Intervenors
i national programs are more likely to sec themselves as professional
consultants or evaluators than as change agents per s¢ Nevertheless, 1t1s
fair to say that, i all eight cases, we are dealing with professionals
engaged or participaung in the dehberate production of individual and
soctal change
3 Ther theoretncal and/or methodological approach has a socual science
base Most of the eight instances of intervention are directly linked to a
partcular psychological or sociological model of change, denving from
such diverse theoreucal sources as operant conditioning, group dynamics,
organizational behavior, systems analysts, conflict theory, or population
dynamics  Alternatively or in addition, they are linked to a particular
systemanc analysis of the application of social science, derving from
vanous theones of pracuce or models of evaluation or consultation
4 They are benign interventions, in the sense that they are ntended to serve
the needs and interests and enhance the personal welfare of the target
indwiduals and groups There 15 often considerable ambigusty about the
benign character of the intenvention and differcnces of opinion about whose
wmterests it actually serves For example, programs of behavior modification
1n msutunonal setungs, or certain kinds of intervention 1n commumity con
flicts, or some approaches to family planning may be more oriented toward
achieving social control than toward enhancing the welfare of the target
populatien Similasly, sensitvaty traimung or organizauon development pro-
grams within a business or burezucrauc agency may senc the interests of
those who commussion the program ar the expense of those who parucipate
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in it. Indeed, these possibilities represent some of the most pervasxvc.:d?lcal
issues that arise in these various forms of social intervention. In principle,
however, they are designed to contribute to the welfare of the target pop-

ulation, and their rationale and justification rest on their adherence to that
principle.

These four features make the cases of social intervention selected .for
analysis in this book particularly suitable for an initial exploration of ethical
issues in social intervention. Since the intervention in cach case is deliberate, the
change agents generally acknowledge some responsibility for its form and con-
sequences. Since the change agents are professionals, they are concerned with
the develop of and adh to guidelines for ethical practice. Since the
procedures are anchored in social science, there is a systematic basis for pre-
dicting and assessing their impact—an essential step, as we have pointed out
earlier, in any ethical analysis. And, since the intervention is designed to serve
the interests of the target population, there is at least some agreement about the
criteria on which ethical evaluation must be based. For all of these reasons, then,
there is a greater degree of readiness for a responsible, empirically based ex-
ploration of the ethical implications of social intervention in the particular cases
that we have selected for analysis. It must be remembered, however, that these

cases represent only a subset—and, in some respects, the least troublesome
subsct—of social intervention as it is broadly defined.

Two chapters are devoted to cach of the eight types of intervention. The
fus.! chapters in all cases (e, Chapters 2, 4, 6, 8, 10, 12, 14, and 16) ar¢
written by practitioners of the particular type of intervention under dis-
cussion. Although these authors are committed to the approach they describe,

they were specifically invited to contribute because of their demonstrated
strength in social-scientific anal

these ch clent ysis and sensitivity to ethical issues. All of
consid zprers begin with 2 description of the type of intervention under
G“;ﬂ‘::l;on; z;(hough they differ in their choice of objects for description-
P + % 6, 10, and 16 describe an entire category of social intervention
{such as behayior Aificnst or family planni Of socia
b H . . g
;“z "Yal;: ::ddmuoducmg concrete illustrations as xhpéy go along. Chapters 8,
g:;xcnl cate; Sm'bc : Sgeqﬁ: intervention program, 1llustrative of a mors
some of mfzrz;- : ‘comld.cr:ble depth. The authors then proceed to raisc
their own view :; i:s::s involved in the parucular type of intervention (in
their own penspective, ¢ view of certain cnitics) and to discuss them from
The purpo:
7.9, u.pr i oai::h ;-,‘“P"d chapters i all of the pawrs (e, Chapters 3, 5
N ) is to discuss or respond to the presentations of the
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have been engaged in similar forms of pracuce, but react to the intervention
they are discussing with some degree of skepucism Sull others are moral
philosophers who approach the task with the analytical tools charactenisuc of
their profession The discussants vary in the way they have defined their roles
Some respond directly to the presentation of the preceding chapter, reacting
to the issues raised and the solutions proposed by the ongmal presenter,
others use the preceding chapter pnmanly as a starting pomnt for developing
therr own pomt of view on the 1ssues All the discussion chapters are designed
to examine the ethical implicanons of the parncular type of social inter-
vention from a different analytical perspectve

To maximize continuity, the contnibutors were asked to center therr
analysis, msofar as feasible, on three key quesuons that anse, respectively, in
setting the goals, selecting the means, and assessing the consequences of social
mtervention The significance and the precise content of these questions vary,
of necessity, from one type of intervention to another In their general forms,
however, they can be stated as follows

1 In setting the goals for any social imtervention who speaks for the

person, group, or communmty that is the target of the change effort? What s
the source of an intervenor's authonty to decide what changes would be
desirable i the hives of others® Are there any crcumstances under which
mntervention would be justfied without consultation of those intervened up
on? What happens when the target persons or groups are considered n
competent to speak for themselves (e g, because of mental, physical, or
intellectual disabslities, minor or crimunal status, or lack of information)?
Who can properly represent the target’s interests under these circumstances,
and how are these representatives selected? When the target 1s a large group or
2 community, who serves as 1ts spokesperson in setting the goals of the
wmervention? How are competng interests within the target population
weighed and adjusted and who decides what Interests are to be represented
and how? In deciding whom they will recognize as spokespersons for the
target group, how can the intervenors avoid conferring power upon some
segments of that group at the expense of others and taking upon themselves
she role of kingmakers?

2 In selecting the means of mtervention, bow does one assure genuine
participation in the change process to the people who are s targers?
Assuming that 1t 15 generally desirable to mvolve people in the deaisions that
affect thewr hives, when does a mechamsm of participation become a form of
mampulation? Can one identfy means of intervention that provide the ap-
pearance of participanion or self detenmunation without its substance? Under
what circumstances does parncipation have the effect of coopting members of
the target group to serve the interests of the wntervenor or of the sponsor of
the intencntion? For example, when the sponsors of a welfare, housing, or
other official program prowide direct finanmal support to representatves of
the target populaton 1n order to facilitate ther participauon 1 the
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decision-making process, does this have the effect of committing these rsp‘
resentatives to the views and intentions of the sponsors? How can those thll
power and influence help those lacking such resources to participate in
planning and deciding without incvitably biasing the outcome? How can they
do so without being placed in the paradoxical position of bestowing on the
target group the right to determine their own fate?

3. In assessing the consequences of social intervention, bow does one take
account of bigher-order or unintended effects? Who ought to take responsi-
bility for such effects and how can this be accomplished? This question has
come to have increasing importance in ccologically oriented discussions of
economics, wherein industries are charged with the obligation to internalize
the costs of their products {e.g., to include pollution and resource depletion
costs in their prices). The rel of higher-order q for social
interventions is obvious at a number of levels. For example, when urban
renewal has the effect of displacing individuals and existing ncighborhoods,
what are the obhgations of those who planned for the renewal and how
sho.uld these be discharged? Similarly, within therapeutic or encounter ex-
periences, what arc the intervenor’s obligations, if any, to deal with changes in
r.h.c lives of members of the client’s family? How does one predict and deal
with the possibility that positive changes in one part of a system may be
accompanied by negative changes in other parts? For example, increased
insight may be accompanied by greater anxicty, increased feelings of efficacy
by greater frustration, increased mobility by greater alienation, and increased
power for some segments of 2 population by a decline in power for others.
How does one predict and deal with the possibility that an intervention may

backfire—that a thc'mpcu(ic Of encounter experience may induce a breakdown,
or that an educational enrichment

h TOgram may inc: e gap between
social classes that it was intended to flosgcl: or [haty a na::;:]t:ovfrtl; program
may p‘l;oduc: new mechanisms for exploiting the poor?

how they have been d:alls: °_‘hQP¢5‘l°n5 arise, what specific forms they take,
the shortcomings in deali b ke past (if at all), what have been some ‘.)f
the future. The Glucszicnsng ;”"h e, and how they might be approached i1
the different typre of o ,_r; course, t'ake on different shades and nuances for
0 restrict their ana) sisma itervention, and the authors were not expected
develop their lrgumc{ns ito them. R"h"., the authors were encouraged to
most congenial to thete o vrvlnwa}’s most suited to their particular topics and
of questions, however, will Perspectives. The framework provided by this set
i » w:) ““kf It casier to compare different types of
chapter attempts to integr:::rs,md 10 an ethical evaluation. The concluding
Fecurrent themes and i ¢ analyses of specific cases by extracting

. lentify:n.
across social interventions 1 vyans some of the broad ethical issues that cut
Us contexts and at
various levels.
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In the history of avilizatton, people have continually tried to control theiwr
environment and find ways of teaching themselves and their children bertter
means of acquinng new skills and capabilines Common-sense notions of the
ways that reward and pumshment can change behavior have existed since tme

121 Thus, el of what 1s now referred to as behavior medification
were used long before psychologists and other behavioral scientists developed
systematic pninciples of learning and a technology related to them

In recent years, the developing technologies of behavior contro! have been
the focus of many different concerns First psychosurgery and now behavior
therapy and behavior modification have acted as conceptual ightning rods in the
mudst of stormy contraverstes aver cthical problems associated with attempts at
soctal influence. These behavior control methods have drawn to them such
ighly charged issues as fears of mind control or concerns about the treatment of
persons institutionalized against their will. App or actual fr s of
rights, as well as some abuses of behavior control methods, have led to Ltigation,

Portions of the matenial n this chapter appeared in shightly different form 1n Stolz
Wicnckowsk: and Brown (1975) I thank Dr j G Holland for ntroducing me to sumulaung
and thought provoking 1deas on both formal and informal occasions, and Drs. D M Baer
G Bermant, 8 H Pickett, R, K. Schwizgebel and Ms. L. Scallee for helpful comments on
casher versions of this chapter

-~ a1
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congressional hearings, and calls for curbs on the use of behavior control
techniques (e.g., U.S. Congress, 1974).

DEFINITION OF BEHAVIOR MODIFICATION

This chapter focuses on behavior modification. To clarify what procedures
are and are not considered relevant, let me first i
behavi dification to a broader pt—beh
infl occurs wh

ndicate the relationship of
influence.

one person exerts some degree of
control over another. This happens constantly in such dwerse situations as
formal school education, advertising, child rearing, political campaigning, and
other normal interpersonal interactions,

Behavior modsfication is a special form of behavior influence that primarily
involves the application of principles derived from research in cxpctimcntal
psychology to alleviate human suffering and enhance human functioning.

havior modification izes systematic monitoring and evaluation of the
cffectiveness of these applications. The techniques of behavior modification are
v &

B y ded to facilitate imp d self-control by expanding individuals’
skills, abilities, and independence.

Most beh '_ dification p d are based on the general principle
that people are influenced by the es of their behavior. The cumrent

environment is believed 1o be the most relevant factor affecting the individual's
behavior. Insofar as possible, the behaviorally oriented mental health worker

hml.is the conceptualization of the problem to observable behavior and its
environmental context,

beavmr 't{wnfpy is 2 term that is sometimes used synonymously with
behavior modification. In general, beh: dification is idered to be the
!:mal;ic:' ixncl'm; behavior therapy refers mainly to clinical interventions, usually
a on i i 3 i
ssf ne-to-one, d““l_’“l'Pancm relationship. Behavior therapy may be
n las :sp:cml form of behavior modification,
n s . . g

by chm‘!‘:"w‘;m“d‘{‘m“o", attempts to influence behavior are typically made
im:n»cmil gdix:ﬂm“mnmcm and the way people interact, rather than by
ning (sudf LZ' ‘h':’ugh medical procedures (such as drugs) or surgical
of e x;u: o ¥). The effects of behavior modification, unbike
"ical procedures, are relauvely changeable and imperma®

As more publici
come 10 1 u::d 1:221 has :ccn BIven to behavior modification, the term has
negatise connotation, ly a‘y;‘ tmprecisely in the public media and often carries 2
sl 10 include pg c}? at vemn, behavior modification has someumes been
noncontingent admi:i osurgery, clectroconvulsive shock therapy, and the
wndependent of any sp::lnﬁ‘c“l;nhOf g, that s, the admimstration of A

Howeser, coen Bough p:(,:::lm of the person receiving the medication.

not make them “behavigr modnﬁcwcs like these do modify behavior, that does
ation techniques™ i the sense in which most

P
the results
nent.
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professionals 1 the field use the term In this chapter, the use of the term
“bebavior modification” will be with its profi ! use behavior
modification will be used to refer to procedures that are based on the expheit
and systemanc applicauon of principles and technology derved from research in
expenmental psychology, procedures that involve some change in the socral or
environmental context of a person’s behavior This use of the term specifically
excludes psychosurgery, electroconvulsive therapy, and the administration of
drugs independent of any specific behavior of the person recewving the medica
non.

Behavior modification 15 a famly of techmiques, includmg a vanety of
methods based on positive reinforcement, such as token economues, contingency
contracting, and modehing, aversive techniques, such as punishment, the removal
of positive remnforcement or “ume-out,” and fines, overcorrection, systematic
desensitization, and assertiveness traming  Behavior modification methods can be
used in a broad range of situanons, including the child rearing efforts of parents
and the mstructional actvities of teachers, as well as the therapeutic efforts of
mental health workers 1n treating more serious psychological and behavioral
problems.

ETHICAL ISSUES IN SETTING THE GOALS
AND MEANS OF THERAPY

This chapter addresses some of the ethical 1ssues that are mvolved m the
apphication of behavior modification methods to the therapeutic process
Although these 1ssues are discussed here as they apply to behavior modification,
they have relevance for all types of mental health interventions. Even though
this chapter does not attempt to address the 1ssues i this broader contexr, the
full range of concerns mentioned here applies 1n all mental health setungs

In an ideal situation, mental health workers using behavioral procedures
would plan the goals and methods of the therapy together with therr clients
Those using behavioral approaches would follow the same generally accepted
ethical principles guiding other therapists and so would strive to mamtain a
suitable balance between the nghts of indwiduals and of society Although, on
the whole, researchers and therapists using behavior modification methods have
exercised normal caution, some aspects of the relevant ethical 1ssues have not
always receved the attention they deserve Further, apparently simple issues
tumn out on closer scrutiny to be very complex

In the last few years, a number of different suthors have discussed the
ethical issues involved i psychological interventons and i behavior therapy
speaifically and have suggested broad prnciples of ethical conduct for the
delvery of behavioral services These prancsples include the mvolvement of the
chent 1n deaision making, informed consent, the balance of nisk and benefit,
Teview by outside persons, and monutoring of the cifectivencss of the
Intervenuon (Bandura, 1969, Franks & Wilson, 1973, Krasner, 1969, Stolz,
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Wienckowski, & Brown, 1975; Wilson & Davison, 1974; Yates, 1'97“))i Thl:_
chapter explores the ramifications of some of these proposed principles o
cthical practice. Thesc topics are complex, and there are no easy answers.

Who Sets the Goals and Means of Therapy?

The decision that a client’s behavior should be modified, as well as decisions

about in what dircction it should be modified and how it shoul(li be modified,
c2n be made by sociery's 1

ives, such as teachers or p , by the
therapist, or by the dlients or their agents. This general issue is treated first hC:;
0 emphasize that the most basic d made by the behavioral mental heal

worker—whether to modify, which responsc to modify, and how to modify—
involve value judgments (Begelman, 1973; Halleck, 1971; Krasner, 1962;
Speee, 1972; Stolz, 1975) and thus raise ethical issues. ..

In the past, mental health workers of all types often made those decisions
on their own, using simply their dlinical judgment, their experience, and their
assessment of current social values as the basis for determining treatment goals
and methods (Hawkins, 1975). Many therapists have only recendy b

egun 1o
affirm the propriety of involving their clients’ rep ives more realistically
in the planning of programs, including the selection of the goals and
the methods that will be used to achicve those goals.

Who Is the Client?

In each seiting where treatment is delisered, for each type of population

found in those scttings, the mental health professionals must decide
who their client is; that is, who the

. person o group is with whom they should
negotiate regarding the choice of g0als and means for a behavior modification
program.

Typically,

the client is the source of the professionals’ salary or fee; ideally,
! be the person whose behavior is being modificd. It is often both
obvious and carrect that the ostensible client 15 the actual one. For example, 2
peurotic patient comes 1o a clinic to be relicyed of a fear of flying i planes; the
patient has chown the goal of the therapy and is also paying the pmf:ssion’l'
and hence the pauent is the true client. Or, when a husband and wafe ar¢
teferred 10 2 mental health worker 10 Jearn contingency contracungasa method
‘:;{‘mi‘:‘:"‘_dlm marmiage, it s generally clear that both partners have chosed
woriers m:;;::;;:f;::{ thewr interpersonal relations. The mental health

1310 assist them both in achieving this goal.
Rewponuble pracuce calls for the prof, 110 obmn‘ : . from the
agr

Y:.: ng:::: ‘;"wn whose behavior 15 10 be modified—about both the goals
S rosment programs, before programs are ntroduced to chinge

tah
a0t Byven iy sppuready clearcut cages where the person paying the mental

the clicnt wall
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health worker 15 the person whose behavior 15 to be modified, issues anse when
the process of obtamming agreement 1s analyzed (Some of these issues are es
pecially thorny, however, when the person paying themental health worker 15
clearly someone different from the person whose behavior will be modified )

The ethical situation 1s somewhat clouded, for example, when a behavioral
consultant 1s asked to help a teacher keep pupils in their seats, working quietly
at all umes Are these the optimum classroom conditions for learning, and are
the children’s best interests served by teaching them to be sull, quier, and docile
(O’Leary, 1972, Winett & Winkler, 1972)? The mental health professional may
be able to suggest alternative goals, or may work together with the class and the
teacher i developing appropnate goals.

Similarly, when an administrator of an wnsutution for the retarded asks
behavioral professionals ta establish a token economy to motvate the inmates to
work on jobs for the hospital, the professionals may want to work together with
an advisory commuttee to determine the relative value of that work actvity for
the hospital and for the retarded person. When they are asked to have the
hospital as their chent, they need also to consider the nights of the patients, the
potential benefits to them of the activity, and any risks that may be mvolved
The professionals may deaide, for example, that such hospital jobs have mimal
benefit for the patients and thus may feel that the msutution’s goal 1s an
Inappropriate one

Identifying the true client 1s 2 cntical problem when behavior modification

Programs are used in prisons Persons using behavior modification procedures in
prisons have been frequently cniticized for their attempts to deal with the
inmates’ rebelious and nonconformust behavior (e g, Dirks, 1974 Halleck
1971, Opton, 1974) Because behavioral professionals are often mn the position
of assisting in the management of prisoners whose rebelliousness and antagonism
to authonty are catalysts for conflict within the mstitution, the disunctions
among the professionals’ muluple functions as therapists, managers, and
rehabibitators can become blurred and their aliegance confused Although the
professionals may quite accurately perceve therr role as benefiung the
wndividual, they may at the same ume appear to have the msutution, rather than
the prisoner, as their pumary chent.

When the client 1s not the same as the person whose behavior 1s o0 be
modified, special precautions are required The less directly the parucipants i
the program are 1volved 1n the iitial determmnation of the goals and means of
the program, the more protections for them should be built into the system
Thus, when the client 1s an nsutution rather than the target dividual, an
advisory commattee should be established to cooperate with the menual health
professional 1n choosing the goals and methods of the behavior modification
Program This commttee should include representatives of those whose behavior
is 10 be modified, their guardians, or advocates

The establishment of a switably consmut:d review commuttee docs not
automancally g that app will include appropnate

P
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p ions. The official g of the participants may, for example, have 2
vested interest in controlling them in 2 way more convenient for the guardians
than beneficial for their wards. Mental health professionals, too, cannot be
viewed as entirely disinterested parties, especially when they are employed by
the institution charged with the care of those in the program. Further, conflicting
philosophies and differing loyalties may make it difficult for the panel members
to agrec unanimously on decisions.

Such a panel does, however, provide a regularized opportunity for
conflicting points of view to be expressed, an opportunity generally not
otherwise available. The more public these discussions are, the more protection
they will offer for the less powerful participants. The group’s discussions cam, at
2 mini itize program ad to the critical issues and help them
become aware of the conflicting interests involved. Hopefully, the members of 2
panel would be sensitive to the factors influencing their own and each others’
behavior, so that subtle coercions are not used to manipulate the decisions.

Therapists, especially those working in institutions, should be sensitive 10
the implications of their obligations to the institution hiring them (Bandura,
1975; Halleck, 1971; Holland, in press-b). Because they are paid by the institu-
tion, therapists owe allegiance to the institution; because of the traditional
therapist-patient relationship, they also owe allegiance to the patient. The
gx.czlcr power held by the institution makes the mental health worker’s tru¢
client 1!\c person or institution who is paying the bulls, the one who has hired the
professional (Holland, in press-b). Behavioral professionals working for a school
system, mental hospital, or prison cannot avoid having that institution as their
fhenl, .r'cgardlcss of the extent to which the pupil, prisoner, or inmate is involved
in decisions about the goals and means of therapy. Bod; Holland and Halleck
feccimn}cnd that clinicians redirect their energies from individual reatment 10
msn?uuonal change; Holland (in pressb) even su; that therapists only
modify the behavior of whoever is payi gpcsts that terap

paying them,

Informed Consent

g intervention P

Prof; 1

P .
which those who will

. . B need to eval the extent t0
consent to their parti , Participate in the programs can give wuly informed
ceentral lsus o;; ::?auon. Informed consent has been characterized as the
experimentation’ (Bu ‘h‘h hang most of the ethical problems of human
in therapy as well u‘::;:r.dlf :;). P-18). Reflecting the importance of this issu¢
of variaus aspects of lﬂformcd' m:::l{_k of this chapter 1s devoted to a discussion
In s broadest sense,
whether they want 10

nformed consent refers to chents’ right to decide
told what 13 ¢

i after they have bee?
informed consent has thre®
and competency (Friedman, 1975)
Pt of informed consent. This refers 1@

0103 10 be Pate 1 2 proposed

@ be involy

p Knowled Wed. More speafically,
“Knoaledge™ 1 the _‘"‘lhm;‘:xmcu,
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information that describes the program and its goals, explamns that chents may
refuse to parncipate before the program begins or at any tme dunng the
weatment, describes the nsks and benefits associated with the program, and
offers alternative treatments. “Voluntaniness” refers to the absence of coercion
when the decision to consent 1s made “Competency” reflects an assessment that
the clients can understand the information that has been given to them and
make an approprnate Judgment about 1t (¢f Friedman, 1975, Martin, 1975)

Broad Issues Involving Informed Consent

As with other issues discussed i this chapter, the extent to which truly
informed consent can be obtamed vares across populations and settings.
Ascertaiming  knowledge, voluntariness, and competency is sumplest 1n an
outpatent setting with adult patients, yet even there, subtle issues arise, as wilt
be descnbed 1n what follows With other client groups, in other settings, deter
munauon of the adequacy of informed consent becomes increasingly complex

The types of people that tend 10 be mmvolved in behavior modification
programs are children, institutionalized persons such as the senile, retarded, and
mentally l, and pnsoners With children and institutionalized persons,
uncertanties about whether their consent 1s truly mformed revolve chiefly
around their knowledge and competency (Lasagna, 1969), with prisoners, the
primary 1ssuc relates to voluntanness (Kassirer, 1974a, Spece, 1972)

When the competence of clients to understand the explanations given them
and to make a switable decision 1s questioned, the alternative generally
recommended 1s to have an advisory commuttee act as a surrogate for the chients
and give consent for them (e g, Brown, Wienckowsk, & Stolz, 1975) Some of
the difficulties associated with relymng on adwvisory commuttees have already been
discussed

A prior problem 1s mnvolved, however, in the very determmation that the
clients are mcompetent No abjective, generally accepted procedures have yet
been developed for doing this, and no operational rules exist specifying how the
description of the goals and methods of a proposed program should be modified
so that otherwise incompetent populations might be able to understand the
explanations.

As a result, chient populations can potentially be abused in the determina
tion of their competency, for those i power i schools and mstitutions, or thase
with legal responsibility for the clients, can decide arbitranly that weatment 1s
tequired and then determine the methods of treatment without consultation
with the clients, even though the clients may acwally have been able to
Participate 1n at least portions of the decision mahing process Parents of
retarded persons, for example, are heavily dependent on the saff of the
Instututions where their children are being cared for and arc unlikely to
contradict staff req the r ded child on the other hand, might be able
o understand the proposed program Simularly, the guardians of psychotic
Patients tend to have z strong mvestment 1n their rematning insututionalized, so
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i i dations
e guardians are likely to be unwilling to disag -wnh ; i
;}:::nmmgu institution’s staff (Spece, 1972); the panc‘;uzis f:fh:, in many
i es, be able to participate actively in treatment decision.
mc“;;:::;g \'olun:arin:fs is cis’pcdzlly difficult wh':n '!hosc pamcxpat{:‘f l:n ;
program are prison inmates (Shapiro, 1974), but it is 2 problem wif >
institutionalized group (Martin, 1975; Spece, 1972). Pnsoncrs' may not v ”
able to be true volunteers, because prison inmates generally bc.llevc fhat they :lls !
improve their chances for carly parole if they cooperate with prison uft’;lcl pod
requests to participate in a special program. There are other pressures as wel .lh:
example, participation in a novel program may be a welcome relief from
onotony of prison lifc.
" r‘A r:icntpcoun decision' held that involuntarily confined paticx‘ns cannot
give legally adequate voluntary consent because their environment is “mhcxcnds'
cocrcive™: the patients privileges and even their cventual discharge may depen!
on their cooperation. Although this decision, concerning one patient a:nd one
experimental psychosurgery, scems to have obvious and important implications

for those in other institutions and for other treatments, one analysis (Wexler,
1974) suggests that di

ions b this decision and many others will
prevent its extension.

Alternatives to Informed Consent

The preccding section ded that obuining truly informed consent
from those who participate in behavi modification prog is more complex
than it might appear at first. The el of ¥ ledge, vol 20
competency arc all

critical for consent to be valid; with most of the POP“l“ions
that 1 icipate in beh: modification, some aspect of at lcast one
be questioned. As a result, some alternative method seems
to be necessary 1o protect the rights of participants in treatment programs and
to cnsure that they are decently treated.

One possibility is to treat informed consent as a continuous dimension,
rather than 25 2 unitary concept that cither is or is not fully achieved

{Wollensberger, 1967). In that vein, Davison and Scuart (1975) have proposed 3
hicrarchy of constraints on the givi

y nz of consent. In their schema, four scts of
factors must be considered in the determination of the level of protection that
chients must be afforded in ing to p:

of these clements can

iepate nay
1.

8!
The extent of freedom or

. constraint in the setting

2. The extent o which the Procedure o be used is an expenmental of 29
esuablished one

i. The degree of nsk 1o which the client wall be exposed

» The degree o which the client can reasonably be expected 1o g#n

personally from Particpation in the program
' Kamouus & Depa

2063 (1973),

TIEnE of Mental Health for she Stare of Michigan, 42 US.LW-
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Dawvison and Stuart recommend that different levels of protecuon be offered,
depending on the deaision about each of these factors
Ellis (1975) has recommended thav the dumensions of hnowledge, compe-
tency, and voluntanness should be increasingly important and more strictly
defined as proposed treatmenis are more intrusive and arreversible, less
important and more casually waned as treatments are less mtrusive and more
reversible Both this recommendaton and Dawison and Swart’s suffer from a
weakness discussed earlier in connecnon with competency—the absence of an
objective method of measuning critical concepts Were Ellis’s recommendations
adopted, who would determine the extent 1o which a proposed recommendation
was reversible and nomintrusne? Were Davison and Stuart’s hierarchy of con-
straints adopted, who would decide about the four factors® In both cases, the
individual who makes this key determinanon 1s the one who 15 actually making
the decisions about the treatment, regardless of the use of other ostensible
protections, such as consent forms and adwisory commuttees
A third alternatuve conceptualizes treatment as a contractual actmvity
(Schwitzgebel, 1975), in which the outcomes are specified in advance, with
explicit contingencies for success or falure Schwirzgebel criucizes the rehance
on informed consent on the ground of the relauonship of consent procedures to
tort law Under this type of law, a person who touches another without consent
1s guilty of a tort Schwitzgebel (1975) argues agamnst the current practice of
broadening consent for otherwise “‘unwanted touching” to include consent to
therapy He contends that using consent procedures in therapy implies that the
therapist would be performing a torr if consent were not granted, that the
therapist may be domng something presumed to be harmful or wrong, or consent
would not be necessary As an alternative to consent he recommends contracts,
contract law, he says, already prohibits fraud, misrep 100, and duress in
the treatment situation
Schwitzgebel's recommendanons hinge on his fegaf analysts of tort faw and
contract law He pomts out (Schwitzgebel, 1975) that consent will continue to
be necessary for the legally permissible conduct of treatment It 1s nonlawyers,
however, who for the most part are involved mn the pracuce of therapy and the
development of procedures for the ethical conduct of therapy Thus, although
an overexpansion of the legal concept of consent may have been made, consent
procedures, rather than contracts, are the current focus of attention Contracts
may well be a useful ¥ der to therap of their responsibilities to their
clients (Stuart, 1975) Contracting does not, however, resolve the problems
nvolved i obtaiming miorm:d consent because the same coercions potennially
Ived 1n ob g would be equally present in ncgotiating a
contract
Wexler (1975) has suggested that at least in cases where the goals of a
Pl'ngam are legally adequate and the remnforcers mnvolved are above the legally
quired mformed nught not even be necessary Instead, he
suggests, clients could stmply be offered a program that imvolves “nonbasic™

-
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reinforcers; they then could cooperate or not cooperate with such a program.
Although this is an intriguing, if limited, solution, it may not b'e gc:le.m“}’
acceptable, at least in the present climate of strong concemn for patients’ rights
and adherence to traditional methods of obtaining consent.

An important step in clarifying these issues would be made by mscar.ch
addressed to key issues, such as developing an objective method for assessing
competency, and determining how procedures should be explained and
alternatives described to various client populations (Lasagna, 1969).

Another Look at Informed Consent

These alternative approaches to obuining consent have been described i.n
the literature, but have not, 1o my knowledge, been implemented. Usually, if
client populations are thought to be incapable of giving informed consent, an
advisory committec is used to pass on the goals and methods of proposed
treatment programs. 1f clients are capable of consenting, then they are prcscnt‘cd
with a. description of the proposed treatment goals and some alternative
treatments, and their choice is taken to reflect consent to both goals and means
{Brown et al., 1975),

However, these solutions do not reflect some of the more subtle problems
with the consent issues than have been discussed here. Offering a clienta choice
of treatments or establishing an advisory committee may be an illusory solution
to the thomy problems of informed consent, merely a shift in the locus of the

cthical dilemma. This secuon discusses additional issues thar arisc when
treatment decisions are being made,

Selection of Program Goals
\thn. the client or advisory committee is participating with the therapist in
l};‘t scle:uon’of the goals of the treatment program, what array of goals do they
Zn‘:(’:d::rmu-‘ Og[“;‘-dl:o 'I'arﬂy" of goals may be offered, but rather only a single
. ¢© goal the client requests i jst after
hearing the client's ¢ plai qn h ora goal :lecxdcd‘oany the therapis
their role simply as *

ch P , cannot view
supertechnicians who [help} in the
o’ people leam to behave i
::i::x:“ ‘.hcy prefer” (Halleck, 1971, p. 19). Thas scemingly uncomplicated and
€ way to deal with the ethical issues does not reflect the realities of the
h ent may seem to be selecting the god
the process 1s more complex Initally, clients
.nonbchzvmral goals, and they must be taught to specify
hc they have leamed 1o do this, the behavioral
M 1o wdenufy the therapeunc goals, but by this
ready been influenced by the therapist's values (cf-
al
pu:sc:;?:cst:d by the chient, 1t becomes the target of therapy
. When the values nvolved are widely agreed on, it

of weatment, 1n actuality,
typically request

pownt, the chients have 3
Frank, 1971),
Whatever g

Q.
only +f the thera
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matters little whether the therapist or the patient decides (London, 1964) Few
would protest the goal of increasing academuc achievement 1n school children,
or of elmnatng severe phobias or life threatening, self-destructive behavior
Some patients’ goals are so mnappropnate that the therapist clearly must make
the decision Few would endorse a goal of helping harsh parents become even
more oppressive or of elumnatng the anxieties of a chromic rapist or pedophile
Many possible therapeutic goals are more controversial than these, however, and
customs and values are conunually changing

A prablem anses with the process of selection of goals because typically the
therapist 1s from the more powerful classes or has a higher status, while the
chient 15 from a less powerful class or has a lower status In all mental health
fields, therapists have tended to view problems from thewr own perspecuve, so
that treatment goals chosen were those that they would want for themselves or
that would benefit those to whom they owed allegiance (Frank, 1961, Halleck,
1971) Thus, the goals of therapy have tended to be 1 accord with the values of
the therapists and their social class Miller (1969), for example, has cniucized
behavior therapists for their “unquestioming acceptance of value systems—and
mpliatly of the social systems which support the definstions of the deviant
person or the persons who presents a ‘social problem’’ (p 75)

In many mstances, the inclusion of clients or their representatves in the
decision makang process 1s begmning to redress the power imbalance, and often
this 15 an effective way of dealing with this aspect of the problem In prisons and
mental hospitals, however, this may not be an adequate solution Although some
poson behavior modification programs are designed to educate the prisoners and
benefit them in other ways other programs are directed toward making the
Pprisoners less troublesome and easter to handle thus adjusting the inmates to the
needs of the institution

Adwvisory commuttees, while helpful in dealing with this problem, cannot
Tesolve all the issues, for the reasons discussed earher Special ombudsmen to
handle complamnts from patients or pnisoners are not adequate solutions either,
especnally because they are likely to be employees of the mstitution mvolved
(Gray, 1975)

Advisory commuttees therapists and pauents alike are all bound by societal
condiuoning, so that however much discussion 1s engaged 1 and however much
informauon exchanged, the behavior finally selected to be modified 1s hkely 1o
be a behavior that society defines as deviant The behavioral professional then
Proceeds as though the deviance resides in the environment or i the chents’
learning histones as a product of thewr environment and sets up a therapy
Program that will erther alter the environmental contingencies to shape different
behavior, or give the individuals new learnmg expenences, again to shape
different behavior

Impheit i this approach are the assumptions thar it 1s appropriate for
society ar large to define dewviance, and that those who conform to that
defimyon should change (Bandura 1975, Beit Hallahmi, 1974, Miller, 1969,
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i ing the
Stolz, 1975). For cxample, Krasner and .Ullrtmann (19?553; sg:g‘i“:mi e
circu;nsunces under which behavior modiﬁcanon-xs approprial de,r e ethod
factors to be considered should include the behavior to be modified,

1 1 ivi ¥ Ch 1 !d
of influence used, and the impact on socicty of the individual's chang
behavior:

. . sarric

if a person is being supported by society (as in afps:cci}:lt-’;ﬂ(lo

hospital), then it is appropriate for an authonlcd. agent of rs i

alter his behavior. On the other hand, bchavnof m'odx icaf xbcr i

inappropriate if the personisa sclf—supponin.g, ccnmbum-\g x'r:t:x:cr ol
society. The ultimate source of values is ncither the patient’s

jety i i th
therapist’s wishes, but the requirements of the sociery in which bol
live (p. 363).

: : a
This statement implies that therapists, paid by the institutions oisoa;ty‘h};:n
primary cthical obligation to uphold society’s values. Krasner an o pefuse
appear not 10 have considered whether the patient might ha‘:‘: a'nght ates
treatment or the therapist the option to attempt to alter society’s valucs.d by
(1970) similarly suggests that decisions about treatment should b? ma l:t A
socicty, although he doesn't present any specific indication of how this migl
implemented.
This

i hositarian
PP ¥ aut

has been ch istic of mo;t
n i bl
persons writing about psychological interventions until very recently, -prol'z’arh ‘);
because these issues have been widely discussed for a relatively short 'ume.f e
approach within behavior modification may also be in part a function ©

in the
history of the ficld. Beh modification developed on a base of research in th
animal faboratory,

and, at least in its carly applications, was "d""m“:‘:,
pamanly to psychotics, retarded persons, and young children, persons for who d
innructions seemed inappropriate and with whom discussions about goals 20
means seemed impossible, or at least very difficulr. <call
For whatever rcason, the approach of behavior modification typically
defines the problem as existing within individuals, 2nd the goal of wreatment ”_
achicving 2 change in their behavior. An alternative approach, scldom m:n‘
uoned, sees individuals behavior as a result of larger socictal forces, oncs tha
may need 1o be changed (Halleck, 1971, Holland, 1 press-a, Winett & Winklets
1972). Even though behavionsts commonly reject the medical model e.g
Kraner and Ullmaan, 1065), they sull generally 2ccept the values of sociery 3%
©ven and define the 1ndmiduals! behavior, resulting from their renforeement
h'n:u(m. 33 the problem, Ths scems litdde

dufferent from saying that they have 2

s v (pp 181-182), jcal
1Y Practice of behawor mudification, then, 25 with other psycholos®
BRI ety by coatrulied the defingo

n of devunce, Tocated the problem™
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within the individual, and directed treatment toward changing the mndividual
Rebellious school children are taught to follow rules, questions are seldom raised
about whether the classroom actuvities are bonng or aversive (Winett & Winkler,
1972) Alcoholic persons are punished for dnnking or traned to make social
responses considered more adaptive, questtons are seldom raised about the many
pressures for the consumption of alcohol, such as cochtail parties, attractive
advernsing, and mterpersonal activities for which drinking alcohol 1s an essenual
entrance behavior (Holland, i pressa) Homosexuals are shocked in the
presence of photographs of males or given orgasmic retraiming, questions are
only recently being raised about the societal pressures forcing homosexuals to
request 2 redirection of their sexual interests (Begelman, 1975, Davison, 1976,
Serber & Keith, 1974)

What can behavioral professionals, aware of this 1ssue, do that s different
from what 1s now being done? Currently, therapusts, probably workimng together
with their clients, dectde on the goals of treatment after a consideration of the
chients’ report of their problems One suggestion that follows from this analysis
1s that therapists should be especially sensitive to the source of the definiion of
deviance and should as part of the decision making process, spell out their
entena for determuning what 1s appropnate and nappropriate When clinicians
are negoltating with an mstitution or advisory comnuttee, they should idennfy
the mstuunon’s goals, as well as recommending goals for their chent

Some have suggested that practice should include not only a balanang of
the interests of society and the chent, but also an expectation that 1t may well
be society, rather than the chent, that should be changed (Dawison, 1974,
Halleck, 1971, Holland, 1n press-a) Begelman has put 1t this way “Behaviorists
should make strnides 1n the resol of the real ‘problem’ the public deroganon
of diverse hfe styles” (1975, p 182) The least radical expression of this view
sull suggests that 1t 1s the therapist’s respensinlity to deade “whether the
behavior he 15 being asked to help change should really be changed” (O’Leary,

1972, p 509) and to alter the chent's environment m order to mantan
improvements achieved dunng therapy (e g , Atthowe, 1975)

To summanze, when therapists present chents with information about
Possible goals for therapy, the goals offered by the therapists and selected by the
chients may reflect a compromise among a vanety of pressures—the clients’
wishes, as determined by therr histonies of reinforcement, the therapists’ values,
as determuned by their histones of remforcement, and soctety’s valucs, as
expressed in the interests and preferences of those in decision making positions

Pr of A T
Further issues anse if the offer of a choice of treatments 1s scrutmized
Here, too, therapists are not d d decision makers (Gray, 1975), and

here, too, neither they nor therr pauents are free of pressures from society
Sumply by thew nterest 1n one type of treatment over another, therapists subtly
nfluence their chients to choose the alternanve preferred by the therapists After



50 §.B.57T0LZ

deal of
all, when therapists recommend a treatment, they confer a great

i e i i ve led
lcgm:ltﬁ;:gh the current discussions of ethics and mformcd' cons:txil:nl:: © e
mental health professionals to realize the importance of of;;r;ni:ﬂhcr e
choice between alternative treatments (Wolfcnsbe:\g:r, '19 73, wheth

1 : T, h

actually possible is ly q A

doubtedly prefer a beh

1 will
P
| intervention and will find it difficult to a;gl::
ients ha
persuasively for an altemative treatment. Further, the mere fact t.hda‘t d}::rc oo
come for treatment to this particular therapist generally means that ey gl
trustin that individual’s judgment and will tend to agree to whatever is et
When, in addition, the therapy is part of a research program, Pfgcr Laly,
the therapist-researcher to obuain enough subjects for the study (Bar on'lpound
Makarushka, & Sullivan, 1973; Beecher, 1966; Gray, 1975) further ¢ P e
the problem. In bining therapy with research, the hopes

Mt s 1969)
therapist and “the inbom optimism of youthful science” (Moore,
combine to design the choice so that the client will consent.

X i d on the
Behavioral professionals, whose approach to treatment is base
notion that behavior §

is sensitive to its should be aware that this

ir i § 5 ir cli those
generalization applies to all their interactions with their clients, not only
Jesigned to produce th

d
ic change. The very choice of treatments ?{f.“;‘c
to the client is going to be 2 of § on the p

. : . > - ision most
therapist will design the altematives so that the client makes the decision
inforcing for the therapist. Unf,

ly, most clients arc g:n:rall.y not zwa;:
of these pressures on therapists (Gray, 1975) and, hence, are likely to

insensitive to these problems.  rention-
The many pressures on therapists, leading them intentionally or uninten

t
ally to coerce the client into cooperating, have led Slovenko (1975) to >ugges
redefining informed consent to indude a ¢

onsideration of the source of 'hf ‘1n'
formation given to the patient. To expand on his suggestion, it might be possible.
at least when seriously i ive and p ally § ible ¢ are b‘“;,g
considercd, to have one treatment descnibed by an advocate of that approachs
and altematives descnbed by other persons, advocates of those zppmﬂd’;"
What other solutions can be offered? It may help to increase public
awareness of behavioral principles, so that dlients will have a better und"r'
sanding of how environmental eve;

modification muy use they g of behavioral ipl
0 alter other penvons behavior,
uadentanding ang <ontrol of
indeed ta Countennfluence,

in an attempt
F - wn
those other persons can make usc of theit OW

ist, of
themselies and their environment to resist, ©
the behaviot of the professionals.

Selection of the 8ehavioral Treatment
What are the 1flueaces on the therapsts’ behavior that determine whish
behaviota) Uratment they weleey from

Among the amay avalable? In general, 50
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spectfic behavioral technique 1s mandated for any particular behavioral problem
Rather, when determining treamment for clients, behavioral professionals use
therr judgment and select from among the famuly of behavior modification
methods
Of the aversive consequences used i behavior modification, many, such as
tume-out, fines, overcorrecuion, and covert sensitizatuon, are not physically
painful (Kazdin, 1975) In covert sensitization, for example, the unpleasant
stimult are umagwnal Qnly a few pumshers used in behavior modification are
actually painful or physcally unpleasant eclectnc (faradic) shock, emetic
(nausea inducing) drugs such as apomorphine, and paralytic drugs, chiefly
sucainylcholine chlonde (Anectine) This last produces a brief but total
paralysis, including paralysis of the respiratory muscles, and thus a temporary
but ternfying sensauon of death by drowning
An imponant disunction between the pamn associated with these particular
aversive sumul; and the pan associated with common medical procedures such
as moculations and dental operations 15 that for these behavior modificauon
methods, the sumulus must be unpleasant 1n order to be effective, for the
medical methods, any unpl ness 15 an dental and y
tant of the techmque Pamnless denustry and inoculanions would sull be
effecuve, pamnless electnc shock or discomfort free pausea would not function as
an aversive sumulus and hence would not be an effectuve therapeutic agent
For what behaviors are unpleasant or pamful sumuli and drugs used as
aversive treatment® Shock 1s widely acknowledged to be the most effective, if
not the only effective, treatment for severe life threatening behaviors such as the
self injunious behavior of aunstic children (Bucher & Lovaas, 1968, Rusley,
1968) and violent attacks on self and others by psychonc adults (Ludwig, Marx,
Hill, & Browning, 1969) Shock 15 also used as a for h bty
(e g, Callahan & Letenberg, 1973, Feldman & MacCulloch, 1971, McConaghy,
1969, Rachman & Teasdale, 1969, Serber & Keith, 1974), pedophilia (Callahan
& Leitenberg, 1973, Wolfe & Manno, 1975), alcoholism (e g, Sobell & Sobell,
1973, Wallerstein, 1956), voyeunsm (Gaupp, Stern, & Rathff 1971), fire setting
(Royer, Flynn, & Osadca, 1971), shophfung (Kellam, 1969), exhibitionism
(Callahan & Leitenberg, 1973, Fookes 1960, Kushner & Sandler, 1966),
transvesusm, fetishism (Callahan & Letenberg 1973, Feldman, 1966, McGuire
& Vallance, 1964, Marks & Gelder 1967, Rachman & Teasdale, 1969),
compulsive gambling, and nfidehity (Barker & Miller, 1968)

Emeuc drugs are a common treatment for alcohohism (Muller & Barlow,
1973, Rachman & Teasdale, 1969) Also, for over 60 years, emetic drugs have
been mven to panents for homosexuality Recent cases have been reported by
Feldman (1966) and McConaghy (1969) Emetic drugs have also been used to
treat drug addiction (Liberman, 1968, Raymond, 1964) and transvesusm and
feushism (see review by Feldman, 1966, Lavin, Thorpe, Barker, Blakemore, &
Conway, 1961, Raymond, 1956)

Sucanylcholine chlonde 1s used chicfly as a climical treatment for substance
abuse, including heron add {Th &% Rathed, 1968), glue smffing
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(Blanchard, Libet, & Young, 1973), and alcoholism (Clancy, Vandcrlfovf. &
Campbell, 1967; Farrar, Powell, & Martin, 1968; Laverty, 1966). Ancctfnc was
also used in a prison as 2 punishment for “deviant sexual behavior,” evidently
fcllatio (Reimringer, Morgan, & Bramwell, 1970). i
Behavioral practitioners have been accused of emphasizing pumshmfnt
techniques (c g., Opton, 1974). When this charge is responded to, it is denied
(cg., Birk et al, 1973). Yet the avemive techniques are part of the
fum of the behavior therapist; even those who deny their widespread
ledge that they are used occasionally (Birk ct al., 1973). .
This bricf and certainly not exhaustive summary of the literature on aversive
was included to emphasize that it is not only an occasional, isolated
British clinician who uses these treatments for these particular behaviors. Rather,
shock and emetic drugs have been deseribed as “the most accepted behavioral
methods for changing sexual variant behavior” (Fensterheim, 1974, p. 21).
Aversive techniques are s2id to be y for the of sub €

abuse and certain sexual behaviors because the immediate consequences of these
behari
are

ar
use acknow!

v
y re

ing, even though the long-term conscquences may
be quite detrimental to the individual (Stolz et al., 1975). Note, however, that
these strong aversive techniques are generally used for alcoholism, sexual
s

substance abuse~in short, for beh that socicty considers repug
nant (Holland, 1975a),

Holland (19752) has insighefully pointed out that although aversive
treatments are used for behavior that is the object of severe sanction and
liation, scorn and ibug

: » they are seldom if ever used for behavior that
docs not draw society's censure, For example, shock and Anectinc ar¢

not for imp e or ive beh When b ls ae
treated, shock is used to

. ' punish arousal clicited by one set of stimuli, so that the
behavior will be. ditected 1o different stimulus objects. Compare this 10 2
treatment that might be suggested for a comparable but socially acceptable case.
changing 3 preschool child's behavior from staying near the teachers 1o playing
pumanly with peers: extinction (inattention) would be the strongest treatment
used. Alcoholics and pedophiles are admin; d shocks to d the fuwre
P“)bﬁbﬂ"y of behaviors that society defines as inappropriate. Compare this t0 3
panalle example, trextment for nonassertive adults, where the therapist gcn:rl”Y

1ZD01C nonuss .
Ibkx: o sertive behavior while modeling and reinforcing assertive responses-
resunction treatment used to remove the

cams to be the s

undenred responses. trongest
This view of

. € ue of averne . ing 10
Jehnston's (1972) g, ' '.‘Chl’;l:un gn‘u a new meaning 10

wgated thar & b 8 the use of p h J
d;:cmt foe l“?::”:; on whether averyve control would be valuable and
empncal :\Linzpz rn'.‘u behavior be made on the basis of scientific a4
uyeg tha, he _ 41567 1han on the basy of a personal moral philosophy- 18
p-tadment on h.‘:n“.'u.n; 3kt thowe who would opposc all uscs of
TR pounds. Thy discussion of avensine controk
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however, suggests that the moral philosophy of the behavioral professionals may
well have been part of the basis for their use of aversive control techniques

Johnston (1972) makes a good point when he says that “applied researchers
and therapists must not fall mto the trap (which they insist 1s already full of
others) of investigating and using only those therapeutc tools which sust therr
personal theories and philosophies” (p 1051) On the other hand, even if
scientfic and empirical evidence has shown that a techmque s efficacious, 1t
should not be used if st 1s unacceptable to consumers or their peers (Brown et
al, 1975), or if 1ts use 15 a disguised reaction to the therapist’s repugnance with
the patient’s behavior

Behavioral professionals have been selecting and recommending treatments
not only on the grounds of effectiveness but also because of unrecognized
elements of social retahation (Holland, 1n press a), 1n at least some cases In
creased sensitvity by mental health workers to the contingencies operating on
their own behavior would help to recufy this situauon London (1964) has made
a simular recommendanon, although in different terminology, in urging thar
more attention be paid to both chients’ and therapists’ ideologies, philosophies,
and moral codes

Conclusions about Issues Related to Consent

Issues 1nvolved 1 obtawung consent to the goals and means of treatment go
far beyond the questions of whether a given population 1s competent to arnive at
an informed judgment and 1s free to do so Consideranon of the problems of
cbtammg informed consent from prsoners has led some persons to recommend
the elmmation of expenmental therapy programs m prisons on the grounds
that partcipation must be coerced since consent cannot be truly voluntary
(“Expenments " 1976, Footnote 1) Robinson (1974} also has made the strong
recommendation that when consenr 1s compromsed for any reason, as when the
mdividuals to receve the treatment are mnsutunonshzed, “practitoners must
exercise informed restramnt™ (p 238), refusing to admunister therapy unless the
individuals have physically harmed others or themselves.

However, not only m pnsons 1s 1t questionable that truly informed and
\oluntary consent can be obtamned, rather obtaimng truly informed consent in
Outpatient settings or even wn prvate practuce (Halleck, 1971) 1s questionable
because of the wide array of pressures on the therapist and the client Itis of
course, abhorrent to comsider abandomng all attempts to help others simply
because of defects nherent 1n the concept of informed consent Rather, persons
€ngaged in therapeutic endeavors should be sensitive to these complex issues and

should stnve to behave as decently as possible for the benefit of the client and of
Soaety It seems better to educate therapists about these issues so that they can
be aware of the pressures on them, and to bwild in what safeguards are possible,
than to discard all attempts at rehabiliration, whether beh modification or
any other therapeunc method 1s mvolved
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ETHICAL ISSUES RELATED TO
THERAPEUTIC METHODS

The preceding discussion has been concerned with ethical issues pertinent ;0
both the determination of the goals of therapy and the planning ?f the methods
of therapy. Some additional issues are relevant only to the practice of therapy,
once the goals have been decided on, however that might be done.

Accountability

Integral to the planning of the methods of therapy should be a plan for

i iving information
g the progress of the therap prog and for giving in

resulting from that monitoring to the clients. In behavior modification, as m;ll
other therapeutic interventions, the results of the therapeutic program must b¢
carcfully monitored to ensurc that the goals agreed on at the start of therapy ar¢

. . . . i d
being achieved. If they are not, sound practice requires a reevaluation an
revision of the methods being used.

In addition, those conducting behavior modification programs musf be
accountable to those whose behavior is being changed or to their representatives-

Information on the effectiveness of the program should be made available to the
consumers on a regular basis.

In short, cffectiveness and accountability are key clements of ethical
P bility in behavi dificati

v and, indeed, in all psychalogicaﬂ
intenentions.

Aversive Techniques

Bchavior modification has drawn much criticism because of its inclusion of

aversne procedures. These methods can be and have been seriously misused,
becoming means by which tho

over those in their charge. The
it therapeutic and labeling it
While many aversive tec

5¢ in power can exercise control or r:tribullf’“
abusive treatment may then be justified by calling
“behavior modification.”

hniques that are used in behavior modificaion, such
as shock and time-out, are effective, it is unfortunately true that they are als©
cheap and casy to apply, fequiring litde if any specalized knowledge on the part
of the pcno'n Usng—or misusing—them (Bacr, 1970). Further, aversive tech®
mques are widely known to be included 1n the family of behavior modification
r::;hodn Thus leptimized, these simple aversive methods are subject 1©
en‘r‘nc;:m::\:eik nd other abuses, withouy regard for individual nghts. Fof
periods ;,{ e u}(‘. which when appropnately used should be for only Sh“';
isolation 1n s-mﬂ‘l ‘l:-:'l’l‘:if(r)n: sestings, nvolved extraordinanly long penods ©

PRI pton, 1974)
HOUSY aversine (ech: 3
uaquUOonsbly “"P(usan‘ ™MYues have great potential for mususe and &

T 0 conuder,
[RESLY

featening, the alternayye o aversive trey
RNt i i Bitituton

tment may be long-term confiné”
©f prulonged penods 1n

total restraint (Baer, 1970). Thus:
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a recent policy paper on behavior modification from the Naunonal Institute of
Mental Health (Brown et al , 1975) concluded

Aversive techniques are appropnately used when the nsk to the
pauent of conunung the self injurious behavior 1s serious alternative
treatments appear to be ineffective, and potential benefits to the
panent from the treatment are great On the other hand, aversive
methods should not be used to enforce compliance with mstitunonal
rules (p 16)

Such restrictions would prevent the use of aversive methods for nonelife-
threatening behaviors that nterfere with the “good” functioning of imstitutions,
such as prisoners sweaning at guards Confining the use of aversive methods to
the instances described m the quotation would also, by implication, prevent
therr use for nonlife-threatening, socially despicable behavior such as pedophilia

For problems like these, more positive remedies would have to be devised

SUMMARY AND CONCLUSIONS

The technology of behavior modification, says Skanner (1971), 15 “ethically
neutral It can be used by villan or sunt There 1s nothing 1n a methodology
which determines the values governing ats use” (p 150) The mere existence of a
technology of behavior change may pose challenging ethcal problems (Muller,
1969), but 1t does not do so because 1t introduces opportumties for control that
were not there before In the view of persons working 1n the field of behavior
modification 1t 1s the nature of social interaction for people to influence each
other Ethical issues anse because of the way the technology may be applied, the
ISsues are the same as they would be n any attempt to manipulate, change, or
control the behavior of others Bandura (1969) formulates the issue tn this way
‘ The basic moral question 1s not whether man s behavior will be controlled, bue
rfather by whom, by what means and for what ends’ (p 85) Behavior
modification then, mnvolves altering the nature of the controling conditions
tather than imposing control where none existed before

Any approach to the alteration of human behavior raises these questions
especially 1f the approach 1s relanvely successful The ethical problems discussed
m thys chapter apply to all types of interventions, these issues do not have any
umque relevance for behavior modificanon

This chapter has analyzed issues related to setting the goals and methods of
therapy In calling attention to problems such as the determinauon of who the
frue chient of the therapist 1s, where possible defects are likely to occur tn
Ohtmmng informed consent, how goals to be offered to a chient are selected, and
how therapeunc methods are chosen as alternauves, 1 have attempted to reflect
the complexities of these issucs

Howeser, this hand of detailed scrunny raises more 1ssues than 1t settles At
this fame, no defimtive solution has been found for these ethical problems
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Safeguands must be developed that will prevent abuses of the therapeutic sceting
and yet peemit appropriate, ethical practice. .

In recent years, an aceclerating serics of court cases is gradually setting
limits within which therapy can be delivered. One with wide-reaching implica-
tons was the Wyate decision that, among other rulings, defined as basic rights
many items and activitics that had been used as reinforcers in token economy
programs (Wexler, 1973). The Kumows decision (sce footnote 1) related to
whether prsoners could give informed consent; the decision in Knecht o
Geiman® Lsted spedific guidelines under which certain kinds of treatment must
be adnunistered. These and other cases (cf. Begelman, 1975; Kassirer, 19743,
1974b; Stolz et al., 1975, Wexler, 1975) are gradually building a body of rulings
and case law that is defining more cleatly the rights of paticnts, prisoncrs, and
other partiapants in therapy.

Concern has been expressed that these decisions will cventually prevent the
uie of some effectne therspeutic techaiques (Mabe, 1975). However, the rulings
are ansmportant step forward. Even though dlinicians may be inconvenicnced by
baneg to adjust ther pracuce so that it is in accord with the decisions, this
aumveniende 1 far outwerghed by the gain in human rights for patieats. No
therapeutic program should have to depend for its existence on the continuation

I % P
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COMMENTS
ON “ETHICAL ISSUES
IN BEHAVIOR
MODIFICATION”

IRWIN G. SARASON
BARBARA R. SARASON

University of Washington

The emphasis gven by Stolz to the careful defimtion of behavior
modification s pethaps one of the most salient points m her chapter (Chapter
2) In the public mind the term sull carries the mysuque of the all powerful
Process that can compel an wndwidual, whether or not he 1s conscious of the
Process, into the adoption of whatever behaviors or models of thought are willed
by the controller of the process The defimtion in her chapter makes clear the
hmus placed on techniques and on the kinds of behaviors controlled

Once an expliart definition 1s 1n hand 1t 15 easier to clarify what behavior
modification is and 15 not and how the process 1s simply a speaial application of
prinaples that are operating constantly (both randomly and by intent) in daily
life Bandura’s (1969) often quoted statement to the effect that the question s
Pat whether behavior 1s controlled but how, by whom, and for what ends should
be kept 1n mind A careful consideration of these questions together with a
fecognition of the conflicts to be encountered ethically and legally and the
difficulties 1o resolving them have been parncularly well handled by Stolz.

Many attempts have been made to- set up gwidelines for the behavior
modification process Some of these are logically appealing None, however,
SEmS to be more than partially helpful when 1t 1s impl d While emph
on needed safeguards for the pauent should improve the standards of practice, 1t
also carrieg an inherent danger Many of the suggested cniterna have a rational
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appeal and imply that the ethical problems may be solved in a manner as simple
as the checklist used before takeoff by aircraft crews to assure that all systems
are functioning. As Stolz points out, these suggested safeguards are usci\.xl w
heighten awareness of problem areas. They should not be considered as critera
that can be met with ease or perhaps ever be met to perfection because of the
conflicts built into the system.

The most difficult problem is related to the dependency of the clients for
whom behavior modification is often judged appropriate. Many of the
individuals are judged by society to be incapable of major decision making by
virtue of mental incompetence or disturbance of thought and for that reason
have been institutionalized. Thus it may appear illogical to expect decisions on
treatment or goals from these patients. Perhaps it is this situation that makes K.hc
courts and the public regard the professional-client relationship in this case with
greater concern than the ordinary relationship between physician and palic‘nh
lawyer and dlient, or accountant and dlient. In each of these latter casesaction
may be taken, whatever its merits and possible consequences, without 2 real
understanding by the client of the alternatives and hazards or benefits. Y¢t
l'ncausc the dient is assumed to be capable of accepting or rejecting such action,
in general the spirit of caveat emptor prevails. The rise in malpractice litigation
seems to indicate that some individuals, at least, are beginning to doubt the role
of the professional as an unquestioned authority figurc.o i

The situation of the prisoner client has some of the same implications-
Perhaps the question of ability to make judgments is less important, but
nevertheless (hc.qucstion of ability to judge on the basis of accepted soci

::::‘::;":’;:‘m' Si'_’“ it may be assumed that a difference in behavior from
oud xlris drm’:::::zwc (cfauscd d.l: institutionalization of such prisoners, ho}‘/
gonls? ¢ affect their role as a decision maker as to therapeutic

advocae o e Insituionalized patients, the dual ol of the therapist 3537
causes serious probl est for the patient and what is best for the instiution
oo inpzhc ems. If the patient is not considered competent to make
considered as the u::;sc of a retarded or psychotic patient, the family may be
because of the need t’::“e chent. Yer the family may have a vested meerest
may become s e £ continued institutionalization of the patient and thus
A famitis e 1)::\;! of the institutional bureaucracy.
is the use by rcpr“?wco the extreme to which
i.nﬂucmizl dissidents, H,
influences  such 5 1

insututional power may reach
sovernments of mental insututions as repositories for
ovarw“- €Ven 1 more usual arcumstances, TEPIESSIVE
“problems thay migm““ﬂ:"“"“mmm workload, and the avoidance of
powerful and sometimes cf&“ unfavorably upon the admumstration can D€
adherence to the ethical sun:" forces that may divert clinical workers frclj‘
something very reinforcin, wrd‘ that they endorse 1n the abstract. There is
smoothly functioning msg the diniaan about working 1 an orderlys

tity s " 5
Hon. It is in this regard that some behavior
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techmiques are subject to misuse The dimcian must resist the pressure or
temptauon to rationalize pumuve or overly controthng procedures as treatment
Institutional efficiency and stability are important considerations both for
staff and patients However, one might argue thar, except for purely custodial
settings, the job of the institution 1s to help patients acquire more adapuve ways
of responding so that they can lead productive, sausfying lives Is a token
economy the most effectve means of helping individuals acquire new adaptive
soctal responses such as the ability to trust and share with others> While the
technology of the tohen economy 15 a valuable one, 1t 1s subject to simplistic
applications and to abuse Most of the behawors of hospitahized pauents for
which tokens are given are not “new” responses, for example, most patients
know how to make beds, mop floors, and speak when spoken to Often the
major contribution of a token economy 1s to provide the motvation for use of
responses already 1n the individual’s behavior repertory
Braginsky and Braginsky (1973) have compellingly described the mental
hospital as a haven for certamn mndwiduals who elect to lve the type of
Insttutional Lfe 1t provides The Braginskys point out the individual who wants
to maintain his adaptation to hfe by residing mn an institution will learn the rules,
mores, and conventions of the mental hospital If the Braginskys are correct in
believing that the mental hospital s a resort or haven of a sort for a large number
of pattents, then 1t would not be especially noteworthy if the patients adhered
to the rules of the game as laid down by the token cconomy Furthermore, if the
Bl'3gmskys' research has generality (as 1t seems to have 1n the case of mental
retardation), 1t would be desirable to explore therapeutic environments other
than the mental hospital that show promise of gong beyond institutional
stability to providing individuals who have a maladaptive behavioral repertory
with opportunities to do more than conform, to help them achieve higher
degrees of h ppiness and independence Farweather’s (1964) efforts to create
Personally meaningful work and social setungs appears especially promising in
this regard as does the Braginskys' suggestion concerning the establishment of
Coaperative retreats.

Common 1o the approaches of Farrweather and the Braginskys 1s the
emphasis on gving panents, chents, or resid as much r bilizy for them
selves as they can bear Clearly, there will be many instances 1in which an
indvidual 15 not 1n a position to assume much responsibility Yet mn any given
€ase the chnician or intervenor should, to the greatest extent possible, plan a
therapeutic approach in concerr with the pauent Yet another problem
¥ecogmzed by Stolz and others lies in the possible divergence between the value
System of the therapist and the pauent This divergence would be hikely simply
from the class differences often found between therapist and the pauent mna
Public institution  How much consideration should be given to differences in
these subsoetal norms? Here the adaptation value of the norms for the patient
must be scrutinized

The guidelines suggested by Davison and Stuart (1975) have a rauonal
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appeal and Tepresent a coherent approach to the many questions raised in work
with institutionalized persons. The contractual model described by Schw:tzgcbfl
(1975) also has considerable rational appeal. The danger in such approaches is
the seductive effect of using these guidelines as criteria in their narrow sense and
not recognizing, as Stolz has so succinctly pointed out, that to fully meet them
is impossible. On the other hand, if they are used as reminders and consciousness
raisers, they can serve a useful function.

Perhaps the most useful guideline is that suggested by Morris (1966)-the
“principle of least severity.” Under this precept clients should be exposed to the
least possible risk and discomfort to obtain the greatest possible expected
benefit. This would require that patients or inmates not cnter programs with 2
level of comfort less than the institutional practice it is intended to replace. This
principle together with the principles of the Wyatt decision' which began
enumerating the nights of hospitalized mental patients should prevent many of
the abuses that have been cited,

Wexer (1973) has pointed out the need for some comparative data on the
effectiveness of the token economy as compared with other approaches. He and
others suggest that the previously mentioned work of Fairweather must be taken
into account as an alternative approach. Wexler believes that, in addition 0
reliance on behavi dificati hniques, the development of problem

. on sary. Some information is al
ready available to indicate that token economies are not effective in altering

the behavior of. a sig.niﬁmm number of individuals. If recent legal decisions in
the ficld of patient rights and the trend to increased legislation in this area ar¢

solving and decision-making skills is n;ces

not to drive out xhc. use of this tool, it must be made clear that the procedures
are at least as effective and humane as available alternatives.

_ As Wexler (1973), Davison and Stuart (1975), and Begelman (1975) have
P°Ir_1t':d out, in spite of the narrowing of options for the therapist because of
decisions regarding patient rights, the rights of the patient to secure treatment
and o reﬁ'xsc trcatmc.nt are unclear areas as is the possible conflict between these
and the right of society to enforce certain behavioral standards. An additional

docs snuc'ty have to ‘csnblish homogeneous behavior?
Stolz’s summation of the y

darify the problem areas and di o annd dificulues involved Sho“‘ld ]

‘Wyatt v Snckn
.3
Hospatals), % 344 F. Supp. 373, 379-382 ., Ala, 1972) (Bryce and Sear<Y
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ETHICAL ISSUES
IN AND AROUND
ENCOUNTER GROUPS

JOHN C. GLIDEWELL
The Unwversity of Chicago

The purposeful use of the forces gencrated m small groups to mnduce 2
sclf—sust:umng development of human resources 1 individuals 1s a controversial
and sharply challenging actvity In spite of this, the use of such forces 1s
widely prevalent today The conflicts of values and ethical issues that sur
round such groups deserve careful analysis This chapter 1s an attempt at such
an analysis by a sowma!l scientist who 1s experienced n the study of small
groups and mexperienced 1n the study of ethics

It 1s important to understand that 1t 1s not my purpose to evaluate
cncounter groups I have conducted such groups for over 25 years, and 1
believe that on balance they have been valuable to the partictpants and to the
soclety I also believe some temble things have happened in the name of
encounter groups, largely as a result of conflicts in values held within the
groups as well as between the groups and their environment Some agents have
Publicized most unhkely goals, some cmployers have forced employecs to
attend traning groups under threat of economic punishment, and some agents
have exploited the ! i of participants to satisfy their own
sexual desires Such things have occasionally happened My purpose 1s to make

exphait some of the value conflicts ivolved and to proposc possible manage-
ment or, where feasible, resolution of the conflicts
In addition, I shall not undertake to scttle quesuons of fact with
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ion is not
empirical data, as important as 1 believe that task to be. My q}xcs;’l:)n
“What is happening?* My question is “What ought to be happening

THE PHENOMENON

The term encounter group will be used to .includ-c_a variety Oicxs:cxcnﬂ
interventions in group contexts: T-groups, sensitivity training -%::‘il:;:cl‘: vorke
prowth groups, human potential groups, marathon. groups, T s along
shops, and so forth. I shall specify some characteristics or dxmen;x e
which these groups may be differentiated among themselves and froi

oups, L.
“ ‘li'hc general goals of encounter groups are to .im.iucc sc]f—susta-l;::f1
changes in the usual behavior of the participants, first inside the group, on
in a larger environment. Specific goals are quite varied, but a few are cozs o
enough to justify using them as a basis for analysis. These common goals
the  develop of  self: , empathy for others, authcnuﬂklt')ﬁ
emotional expressiveness, joy, self-esteem, and knowledge of—-as'wcll as Snal
in—controlling such group dynamics as conformity pressures, interpersol
conflict, attraction and repulsion, or allocation of social power. Joned

The prime movers in attaining these goals are the social forces devel ofP "
in 2 small group, which is usually composed of 6 10 15 people, in faf:-m' ac
interaction, with or without a leader. One such force is often described 35;
structure vacuum and is evident when the participant is deprived of the US“ia’
social cues specifying acceptable and relevant behavior. The lack of su'ch soc "

cues forces individuals to rely on personal predispositions as determinants o
their behavior., Through this process,

n fact clearly established. For "fmplc-'
when there are insumxionzlly designated agents, they announce their posl;
tion. They often explain that, because the method is cooperatve, they wil
not be conventional leaders, will not sct agenda, will not give instructions, and
md:.:q will take less responsibility for the success of the group than the
Participants migh usually expect of 2 group leader. It is, however, clear that
xhcsclpcople have been appointed by the sponsoring organizanon to take sOME
apecially imporane role, and, within some humits, they are prepared to 12ke
mponnbml'y for the welfare of the individual participants.

.T'h:re 1 at least one role complementary to that of the agent: the
puuc:pz.nL The participants are less expenenced 1n this sort of acuvity, heY
are sceking some goal and expect the 8roup to be 2 means of attaining it, 29

of o i .
hey e to femain, 8 0 negouate 2 division of collaborativé

esponsbiltics bevmgen a2 "
onubilitics between them, ther fell, ent for the
success in attuning therr souls, OW parucipants, and the agt
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High value 15 placed, expliertly and mmplicitly, on open exp of
feelings, opinions, and 1deas Particzpants are usually encouraged to say what
they think and how they feel about what 1s happening 1n the group

Attention 15 focused on the here and now Participants are discouraged
from discussing acuons, opions, or feelings expenenced elsewhere unless
these are clearly connected as antecedents to or consequences of their current
group behavior

The groups tend to move, usually rapidly in repeated cycles, through
some  charactenstic social-emotional climates  a chmate of prudent ex-
ploration 1n search for accommodanon to unexpected or disconfirming exper-
tences, a chimate of conflict and confrontation in search for norms controlling
the kind and mtensity of hosulity to be expressed, a cimate of solidanty and
mutual affection 1n search for norms controling the kind and mtensity of
Momacy to be established, and a chmate of dependency and counter
depcndency In search of an acceptable division of social power and re-
sponsibility between agents and participants

Often nonverbal methods of communication are emphasized as a part of

iy chmate Such nonverbal acuvity 1s especially provocatve because 1t 1s
difficult 1o interpret and because 1t symbolizes many taboo behaviors, for
€xample, hosule stnking, infanule chinging, and erotic touching
Ongunally (1947-1957), self analytc groups devoted much time and at
tention to Teview, analysis, and consensual control of group chmate, group
Pressure, individual mnfluence (especially the agent’s), or nonverbal actvity
Indeed, 1t was often felt to be a bit absurd that quite short events could lead
0 quite long analyses Currently, however, some hold that it 1s the exper-
lence, or the process of expresston, which is the goal and the essence of the
learning Analysis, especually consensual analysss, 1t 15 held, would 2dd nothing
and perhaps even destroy the essence of the learning
In addition, some groups simply provide a context—almost a2 theater—for
the dyadic Interaction between the agent and one participant The use of the
BY0UD as audience for a sequence of agent participant exchanges entails httle
attention to the understanding or control of the social processes or social
forces Benerated 1n the group
In thys broad and rough sketch, then, I consider 2 wide range of small,
faceto face, self improvement groups differing 1n speafic goals and extent of
Prescnibed sttucture, emphasizing open verbal and nonverbal expression of
Wdeas and fc:lmgs, usually about what 1s currently taking place in the group,
UE Varying widely 1n attempts at analysis and control of group forces
For several reasons 1 use the word “agent” to refer to individuals who
Conduct ncounter groups An obvious and easier alternauve 1s “leader,” but
' spite of the widespread public tendency to think of the agent as a leader,
Mdwviduals whe conduct encounter groups often (although not always) inten-
Bonally refuse to act mn a way typical of leaders m other groups, as I have
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alrcady indicated. Encounter group agents are in fact authorized to act on
behalf of others (participants and sponsoring agency), employed to .obta.m
specified results, however personal or subjective, and trained to induce
reactions by their actions. Thus, the usual dictionary definitions of agent are
satisfied. In addition, the term is consistent with the term change agent used
in this book. The most pertinent reason for using agent is that it serves 10
emphasize that the duties and values of the agent are often in conflict with

the dutics and values of conventional group leaders. Ethical issues may thus be
made clearer,

VALUE SYSTEM AND SOCIAL SYSTEM

At this point 1 shall set out 2 conceptual structure to be used for the
analysis of the cthical issues.

The concept of value is not very precise, but for the present purposes, I
conceive of a value as any quality or conditon held by the members of 2
culture (or many cultures) to be good cither as an end in itself or as a means
to other ends. The values at issue when encounter groups are used as 2 means

of social intervention are life, welfare, justice, freedom, truth, and develop-
ment,

The value of life includes not only the sustenance of life but also ph)’Si‘"]
safety and precedence of humanity over property. Welfare is used in its

broadest sense to mean an extension of life by the availability of food, health,
space, time, privacy, beauty, or money to exchange for them. Justice is the
ff:r distribution of goods and harms based, by some standard of comparison,
cither on equality, or on contributi to the collectivity, or on need for
welfare or development. Freedom is defined following Warwick and Kelman
$l973). and the Population Task Force (1971) as opportunity, capacity, and
incentive to make reflective choices and to act on them. Truth is valid
knowledge and valid Tepresentation of the world and the self, based on
exirapersonal criteria of validity. Devel, means an i in the
fi 4 utility, or timespace availabul; : of
mu’\ “h"lnﬂ running ‘h{OUEh the arguments to be presented locates the
€3 involved in 2 reflexive cycle of values, | assume that indwvidual develop”
l:;:xl da;pcnds on mdiv.iduzl life. Life depends on the availability of food,
dthl:h ::l'ﬁ-d;l’ne; time, or the money to secure them. Life, therefore,
act depends o lj::!i:: li:m‘}llh:ugcnnal welfare of all those affected by zn);
ume or money. In jts turm, © 2locauon of food, safety, health, space, a0

tice— —
depends on freedom, Fair al{u‘ oihe fur allocation of goods and harms
requires the opportuniry,

ocation requires that people act fairly and thus
€2paaity, and incenuse § ming

b ve for individuals or gove
cnm:o:zo ':::; teflectne choices 2bout what is fayr and 10 act accordingly. (A
—— ‘1 " icauon o.l URJUSE 3¢ts 15 that of social constraint: “That's the
Y3em works.") Reflective choice requires foresight, the capacity t©
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anticipate the quences of one's ch , which 1n turn depends on vahd
knowledge of one’s sclf and the world Thus freedom depends on the avail
ability of truth Recognition of the truth depends on increasing refinements of
cognitive, emotional, and social differentiation, ntegration, and adaptability to
new informanon The recogmition of truth thus depends on development
De\elopmcnt depends on Ihife, and the cycle 1s complete In summary, develop
ment depends on lfe, life depends on welfare, welfare depends on justice,
Jusice depends on freedom, freedom depends on truth, and the recogmtion of
truth depends on development

Shiftng now from the assumed value system to the assumed socal
System, consider that three principal actors are 1nvolved i the encounter
8oup phenomenon the agent, the participant, and the society While
ents vary widely 1n their roles, cach 1s readily identifiable The same clear
Wentity apples to parucipants The society, however, has a much vaguer
Wentity One might speaify “interested society” as a geographically scattered
collection of people who (1) are 1n some way exphcitly affected by encounter
Broup acuvities, (2) are 1 some form of intermittent communication with
each other by some media, (3) have an interest n achieving some degree of
consensual validation of the claims of group prop and op
Ponents, and (4) have the social power, separately or jointly,~to appomnt social
2ents and warrant ther use of coercive power over those who conduct
€ncounter groups To the extent that the conduct of encounter groups 1s 2
professional practice members of the society are likely, based on past ef-
ﬁcac)’- to appomnt some small board of trusted professional pracutioners to
certfy and mamtam survelllance over encounter group actvities in the
society’s general interest In addition, the practitioners themselves are likely to
form a professional association with the aim of presenbing traming, hmiting
€ntry, and mamtaming survellance over encounter group actwvities in the
Interest of the profession

Because the soclety 1s an inescapably vague entity one has a tendency to
overlook 1ts role and to focus on the dyad of agent and participant As I have
argued before (Glidewell, 1972, 1975), society 1s cntically important It has
nghts and duties to move the conduct of cncounter groups toward core
values—those quahties and conditions widely hcld to be good by the members
of the society The members of the socicty may take action through informal

means (such as withdrawal of patronige) or through some authonzed social
agent
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of this definition of 1 tarity in

iological theory and its distinction
from the definition of “reciprocity” as used in the following paragraph. ‘Table
1 illustrates the minimal duties and rights of the agent, the participant, and
the society as they are involved in encounter groups. .

The values involved in evaluating the i hanged d the
reciprocity of the interchange, If one receives from the system resources
valued equitably to those one has supplied to the system, reciprocity is
implied. 1 assume (with Gouldner) that reciprocity is a strong SOCI.al fm:cc,
indeed, a universal social norm. At the same time, I also assume that mcquft)’.
a violation of the norm of reciprocity, is quite acceptable under conditions
when equality is valued more than equity or when some actors are bclicvfd 10
have more strongly urgent or vital needs than others. The seriously injured

person is not expected to reciprocate for help offered; the small child is not
expected to reciprocate for nurturance,

! also assume that value priorities depend on time. Some values are
sacrified in the short term with the goal of recovery in an enhanced form in
the long term. This time factor is critical in most efforts to learn, because
learning often involves the disruption of some valued present condition, belicf,
or skill in order to develop, after a time, 2 more valued one. Accordingly,

time must often be included in the conceptual structure of the analyses 10
follow.

The agent-partici

iety i h ins inh

value conflicts.

P
Between the agent and the participant there is an issue of justice. The

participant exchanges short-term welfare (money, privacy, anxiety) and free-
dom for both the truth about and the development of his or her capacitics.
Because of the personal nature of the development, the possibility exists that
the participant will acquire a false but enjoyable sense of having struggled and
developed, and in return quite willingly pay the agent for that acquisition.
Several subtle aspects of such an exchange will be analyzed.

The socicty loses values in such 2 shared developmental myth, Justice is

TABLE 1. Some Minimal Rights and Duties of Actors Involved in Encounter Groups

Right to expect
Agent

Participant

Society

Ennched opportunity

Enhanced, socially
10 develop human

valued human
Duty fesources cesources
to Partcpanon
opty Money

Uulization of
enhanced resources

Social power Protection from

Esteem xpionation
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lost, and welfare, freedom, and truth may also be sacnficed The interested
society, however, may accept the nisk of an uncxammed myth A society wall
often maintam a myth to protect an 1deal of enablement and to relieve an
anxiety about the abuse of such an enablement The role and the several
mnterests of the soctety will be analyzed

In the following secuons I employ this conceptual structure to consider the
value conflicts entaled 1n goals and goal settng, entry and exit (the process of
target selection), the actions of agents and parucipants (the means chosen), and
the assessment of the consequences, anticipated and unanucipated

ON GOALS AND GOAL SETTING

Three categones of the goals previously specified can be used as vahd
Tepresentatives of the range of goals currently aruculated The first category
ncludes emouonal expression as an end 1n 1tself Closely related 1s joy, an
emotion of great delight, keen pleasure, and personal fulfillment Such goals
ate emphasized by growth centers such as those sumulated by Esalen and
described by Schutz (eg, 1968) The second category wcludes two goals
self awareness, 2 valid and accurate recogmtion of one’s actions, thoughts,
Motwves, and feelings, and self respect, the positive valuing of one’s self Such
goals are ph d by the ter groups conducted by Carl Rogers
(1961) and s associates The third category mncludes two goals interpersonal
competence, the capacity to influence one’s social environment with efficacy,
Specfically to influence the social forces generated by interaction in small
&oups, and sensitwity, a capacity to sense and empathize with the feehings
and 1deas of others The goals of sensitivity and interpersonal competence are
emphasized by the regular T groups of the National Traming Laboratories
(Benne, Bradford, Gibb, & Lippitt, 1975, Bradford, Gibb, & Benne, 1964)
All the goals are shared to some extent by most forms of encounter groups,
but thys differentiation 1n emphasis aids 1n specifying the ethical issues sur
rounding the conduct of the groups

The Agent’s Duties and the Participant’s Rights

The role of the agent 15 the pont of focus in the ethical questons of goal
SEMNg 10 encounter group actvities Should the agent set the goals for the
Participanes o should the agent simply prowide the freedom necessary for
2ch participant 1o pursue personal goals? Should agents provide opportunity,
Meentive, ang ability for negotiation between themselves and the participants,
and among  participants concerming what the group and mdividual goals
should pe» Should the agents ensure that the goals, however set, are attamnable
2 far costs, sigmificant for individual develop and extrap lly ven
fiabley Tpe . of the attamnability of goals at a far cost 1s cntical 1n
Many of the aspects of these controversics
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agents maintain that (1) it is not possible for any agent ]:ou]l:d}ﬁ:
Somcls ) attainable by any individual, and (2) all participants s oI b
;Vh“tgozhma):: their own goals. Two values are thus invoked: (1} tll‘\c v:::on‘s
t:nclh about the limits of the agent’s ability and dlc[c:;:l'lst :vfw: gco:ls. e
individuali the value of the freedom to se :
‘i:jx::]dc‘::lc?r’nsa::c(ﬁuth about the agent’s ability. If the agent’s dcltp;::f:;‘
with encounter groups does not make the agent more able t;ha: the ent's
pant to know what goals are attainable at W}}at F?SS'E e e
influence on goal setting will not enhance attainability. xp:;l"abk o
counter groups does increase ability to judge ‘what goals are att: 1;jming i
costs, and by offering their services pubhcly: agcnfs aremc Tt eability
greater experience. They thereby claim their ability to judge the ao ot
of goals. Accordingly, the value of the agent’s knowledge (the rcchil’sc heis
truth) is in conflict with the value of the participants’ freedom to ca! o deed
own goals. Freedom to select an unattainable or extravagant goal ol i
freedom. Further, some development may accrue from the .expcncn ol
confirmation of the idea that a particular goal can be att.aincd in an encocl; dy
group. But I maintain that such development is less likely and more

than the development accruing from attaining a realistic goal.
Other agents maintain that,

because of their experience in cnw“ntc:

. i h 2ol 1 t_hcy are comp!
groups and their knowledge of psy d P o ch
to judge not only the attainability of goals but also whether arumlng‘:“ly
goals will contribute to the devel P of most individuals. Accordingly,

they make public announcements or advertise specific goals that may be
attained at fair costs by participation in encounter groups. s

The agent’s interest in attracting participants (the value of the age .
welfare) may lead the agent to advertise unobtainable goals, or goals no
readily attainable by most participants.

The participants’ interest in their own
development may lead them to be ary

conflict with the Pparticipant’; personal development.

To cope with this conflict, agents rarely guarantee the atainment t)'f any
goal. Agents often value collaborative goal seting and initiate and m“‘"“;n
fations between themse] and participants and among participants. The
negotiations concern what goals are to be set and for whom. Inherent n the
negotiations is a joing P Iity for the attainabit y, the cost “f‘ma“’
and the developmenta) significance of the goals negotiated. Accompanying the
ati is 2 grad y i g specification of the commitment to
Boals. Pror to entry, the agents specify some very general goals:
s the group develops and Regotiations continue, the goals
speeific and imited by conditions 1n the group as well as "“mf
and particular to 2p ndwidual participant. Each of the stages ©

agreed-upon

After entry,
become more
differentiateq
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the negotiations depends on the outcomes of the prior stages, so that the goal
may change to become more realisuc and more significant for the development
of the participant.

The conflict between the development and freedom of the participant must
be confronted at all those umes (during the contnuing negotiations) when the
agent 15 Judged to know better than the parucipant what goals are attainable and
significant for the development of the participant. As the agent’s influence m
Creases, the freedom of the parucipant 1s reduced. The opportunity for the
Partcipant’s development 1s enhanced up to the limit of the agent’s true ability
As the agent’s influence decreases, the freedom of the parucipant increases The
opportunity for the participant’s development 1s reduced to the extent of the
foss of the use of the agent’s true abiity As the agent and the parucipants
become preoccupied with cxtending freedom, they find themselves, often 1mn
fetrospect, missing opportumties for realistic development. Similarly, as the
agent and parucipants become preoccupied with quite specific and realisuc goal
accomplss} t, they find th Ives, often in retrospect, missing opportunities
for freedom of choice and action In the extreme, either condition 1s Likely to
€ause alarm 1n both the parucipants and the interested society

Agents may clam no special knowledge of what goals are attamable or
developmental, They may thus accept no duty to recommend goals and no
nght to deference to therr recommendations They may sull have a duty to
Regotiate Such gz duty 15 1mphed by a jont interest in the value of the truth
of attamability or by a jomnt interest in the value of development, even highly
ndvidualizeq development.

I mantain that the agent has a duty to provide, and the partictpant has a
nght to expect, freedom 1n two domains The first 1s the freedom for the
Participants 1o pursue their own goals Because individual goals often conflict,
2 second freedom 1s viral—the opportunity, capacty, and incentive to
fegotiate concerning goal sclection Negotation does not preclude extreme
Positions that sacnifice the values of development or of freedom, but, in groups
with Participants from diverse backgrounds 1t provides some checks and
balances 2ganst extreme sacnfices of one of the conflicting values, When both
3Bent and pary, P are cc lly d 1n one of the values, the
BrOUp may sacrifice the conflicung value so extremely that the interested
So¢iety becomes alarmed,

The posiwon taken 1s summanzed 1n Table 2 The agent has a duty to
Provide ang the participant a night to expect

! The truth in the speafication of goals, including attunability, develop-

mental benefits, and welfare costs.

The freedom to pursuc the parucipant’s own goals.

The freedom 1o negotiate with the agent and other parucipants about
80al selecnon,

2
3
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Such conditions allow for but do not guarantee the emergence of attainable
goals at farr costs and the emergence of developmental goals for all mvolved.
The conditions neither preclude conflicting goals nor ensure the resolution of
such conflict. The conflicts occur between agent’s values and participant’s
value They also occur between the several values of each

The Participants’ Duties and the Agent’s Rights

Implied 1n the agent’s duty to provide negotiation 1s a joint responsibility
The Participants also have a duty to provide the freedom for the agents to
pursue their own goals as long as these are not 1n conflict with those of the
Participants  When goals do conflict, the participants also have a duty to
Provide the freedom to negouiate This requires some competence in
fegouation by paracipants and some knowledge of their particular broader
Interests i other domains of development—for example, health, economucs,
tehigion, politics, aesthetics—domains with goals potenually in confhict with
those to be pursued n an encounter group

Further, the parucipants’ duty to supply the opportunity, capacity, and
Incentive to negotiare mmplies that they, too, have some share of the responsi
bility for settng attainable and developmental goals The amount of responst
bility taken by agents and participants 1s determmned by their relative levels of
€Xpenience ang psychosocial knowledge The agents’ greater experience and
km’“’ledgt make their duties primary and the participants’ secondary As spect
fied eather, the conflict 15 between freedom and development of the partici-
Pant The sharing of dutres 1n accord with capacities does not resolve the conflict

A related ethical 1ssue anses from the position taken by some agents that
they must nor set any goals for the group or the individual parucipants These
agents feel that setting goals would ascribe to them greater hnowledge than they
have ang unethically curtail the freedom of the participants Back (1972), how-
ever, has maintained that such disclaimers made by agents of cncounter groups
are fraudulent because they in fact do pursue a goal—spontancous expression of
fcclmgs 3 an end 1n atself Thus, Back clamms, the ethical issue mvolved 1s not a
onflict between values but a simple fraud, a violation of the value of truth

Clearly pory the agents and the participants have the duty to tell the truth, as
well a5 they know the truth, about thair own goals and thar willingness to
fegotiate with others about their goals There can be no foresight to judge the
amunablllt)ﬂ costs, and developmental sigmificance of any concealed goal This
duty 15 4150 2 duty to the soctety, because the socicty has an interest 1n knowing
the trugy about the goals of any activity promusing the enhancement of human
Tesources

The second catcgory of goals—sclf awarcness and sclf respect—presents
wherent conflicts between the value of development and the value of freedom

Svelopment can also be a short teem threat to welfare One participant sad this

dunng aT group
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I began to realize I was being attacked, mostl.y unfair, a;c::::l
me wrongly. Everybody. And then I caught one thing. I had,. ¢ b,
when 1 would see a weakness in somebody, I'd, I'd, uh, bo.rc in, :m 3
1 did alright, 1 did.. . . And 1 suddenly knew it, and I died. 1 ur;_’
It was like 2 pain deep in me. I was miserable, hurt, guilty, ashame

dumb, awful. I had ncver seen it before. I paid a lot for that, that
moment, that truth. I paid a lot.

The goal of self-awareness assumes a prime value of truth, in this caif;
truth about one’s self, Granting for the moment that the truth about onb
sclf is available, should one be compelled to know it? May one choose to 1;
ignorant of one's sclf? What sacrifice of the value of freedom (for s:h?
deception or self-ignorance) is justified in a search for the value of tru'.hc
Encounter group members may be subject to pressures and a_ttzcks by
agent and other members. Some of these attacks may be invalid; 0‘%‘“‘5 md;:i
carry some truth, How much freedom from abuse must one forfeit in

. t
quest for self-awareness? Even when validly represented, some truths abou
one’s self can be ignored with little loss,

while others may be worth a sacnfifc
of freedom, especially if it is a limited freedom to choose an uncasy peace in
ignorance of one’s self.
Further,

is self-awareness to be sought at the sacrifice of welfare, that is,
health, space,

,
: . i ]
tme, or privacy? A new awareness of some true fault in on
self can injure one's

health. Shame is not a natural enemy of welfare, but it is
hazardous to it. The acquisition of self-awareness in the course of group
some degree of public disclosure of strengths and weak-
nesses, 2 violation of the value of privacy. What intrusions on privacy are
justified in the interests of self-awareness? -
This conflict between truth and welfare is a source of continuing
negotiation between the 2gent and the participants. It also involves int’cf‘ﬂ‘l21
communication between Prospective participants and others in the socicty-
Cascy (1972) has

given an expressive example of this in her account of her
decision to join a group:

interaction involves

In the days before going to the first mecting of the group I
talked with friends and acquaintances of mine about my forthcoming
activity, Invariably comments and questions were couched in risk
!anguzgc. The stak~ seemed to be my mental health or some part of
it Comments like, “p'y heard (or 1 think) those groups can really be
dangerous wathout 2 really qualified leader,” seemed to speak to the
stake. .., Sometimes the people 1 discussed this with felt the need 1o
place themselyes along the nsk continuum with comments like: “I'd
ki

like to do something lke that but I'd haye to be very sure of the
leader.” (p, 5)
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Generally, the nsk of welfare and freedom 1 the quest for truth about
one’s self 15 seen as a short-term nsk. Any temporary loss of welfare 1s
expected to be more than regamed i the long term. In my schema, freedom
and welfare require foresight, and truth contmbutes to long-term foresight.
Thus, the short term loss may be more than reguned n the long run The
conflict 15 generated each time personal welfare 1s put at risk 1n the quest for
self awareness

The thurd category of goals—! ity and mterp ! comp
nvolves behavior contingent on the behavior of others Thus, these goals are
more nearly amenable to extrapersonal venficanon But they, too, may gen-
€rate a conflict between truth and welfare. If self awareness places one’s
welfare at nsk, so does sensiuvity. The sensing and empathizing with the
fechings and 1deas of others mclude especially feelings and ideas of others
about one's self In this respect the ethical issues are sumilar to those sur-
rounding the self awarcness and self respect goals. What sacnfice of welfare 1s
Justfied 1n the quest for sensitmty? The agent has a duty to protect the
Paricipants from long-term losses of welfare due to goals that demand a
saenfice of welfare. The participants have a duty to msk thewr short term
welfare 1n the pursuit of personal development.

My position 15 summarized 1n Table 2. Participants have a duty to supply
and agents have a night to expect

! The truth 1n the participants’ specification of their goals with secondary
responsibility for estimaung the attamability, welfare costs, and develop-
mental benefits.

2. Freedom for agents to pursue their goals.

3 Freedom for agents to negotate about goal setung

4 Acceptance of a short term nisk of welfare.

The Rights and Duties of the Interested Society

As speafied carlier, the wnterested society has an investment in the
Possible human resource dn:lop;ncm or d:lcnurzulun In encounter g;cups.
loyers, cmployces, customers, clients, or sponsors have a2
szhurzs,cix;::;is, b::Pmy; agent and the ]'Dszlpants to tell the tuth about
thar goals for enhancng the parucipants’ resources, which are of value to
these interested parues. They also have 2 nght to expect that these truthfully
tepresented goals are developmental, attainable at fair cost, and venfiable
A difficule ethical issuc 1s generated by the fact that some of the goals of
encounter groups (expressiom, Joy, affccion), however well chosen, are nher
ently personal and 1diosyncratic, It 15 difficult for one to deny or confirm
another 1ndividual’s behef that he or she has attaned a capacity to express
great dehghe or decp grief. If validity, that 15, truth, requires that progress
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i conflict is
toward such goals must be extrapersonally vcnﬁaal;le, tl;cr(lm z:h e
ue o s
ch personal goals and the v;
gtncmc':i bcmccn slu E : group prop often value the trutl:r:f
v 0 >

e truth of extrapersonal vcnﬁczuo'n. i
in the interes
society, however, which requires some shared standard of value in o rcen
of dis;ribuliv: justice in exchange of resources, even human foen plares
demands extrapersonal verification. This conflict, 'among. othex_s.o:mcms e
groups emphasizing expression and joy at odds with thcnr' fnvu;bou[ s

agent in such cases has a duty 10 the society to take a position

i ifiable
i is 1 o extr 1 and to provide goals that are verifi

v L1 ¥
according to the chosen standard.

P Y ¢
autonomous expression above th

e in on

Agents of encounter groups often mainxain.thzt society's lfnst:::‘a‘mk‘
extrapersonal verification undermines the po[c.nual .us:fulnas of 1o of their
because the society scts criteria quite incompatible with the true go: her hand,
cfforts. The interested members of socicty maintain that, on the o " cside
denial of extrapersonal verification places the agents and lhc}f wor ol of
the general duty of accountability. The participants are ofr'cn in the mi ol
this conflict. Sometimes they share the agent’s commitment to pe o n
verification—they feel they are the only holder of the m.uh about their it
feclings. Sometimes, however, participants share the society’s cor{cm ’d by
their vulnerability to emotional contagion and to fraud if they are mfectc b
such contagion, The conflict is between two (or more) ways of seeking tmnal
ton is the most acceptable verification, but persol
a8 much as can be cxpected if the specified goals :“:
entirely personal. Along with the right to expect the truth ;bo.ut go:is
thercfore, gocs the right 1o xpect 4 clear statement on how goal attainmen
1o be verified, pessonally or extrapersonally, i 4

An additional nght has already been mentoned: the right of an mlctesud
socicty 10 be accurately informed about the likely developmental benefits an
welfare costs of the goals available, This right may limit the lczmlns‘OPPm;
tunities that arise from highly desirable goals thar demand great risks ©
welfare,

{a return, the society has 3 duty to provide both participant and agent
with the freedom 1o Pursue their own 8oals and ncgotiate with others
conceming group and indsvidua) goals.

The 055 and duties of the interested secicry generate conflicts bc(v.ccr;
the valucs of individual welfare and individual deve] P The P °
<4bes and nghts of all the Parties vanes in cycles, As welfare is sacrified more
€xtensively and ntensively, the partics becom,
towatd maater contervation of welfare, Syb, g1 P
telitos age Constneted or fr:qumdy allowed to
darm, 1ad 2 gy ¥ mide toward FFeater nsk ¢,

ol means that lepumate ethea) alanms
Etervaly,

akang, The continuing value
€an be expected at regular
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Com:t:"tcn:ees oefxstz:,il thatth encounter groups develop new interpersonal
Play. Competence worth, the values of development and justice come mto
should the new res mpresezts a new refinement of a human resource. How
soctal power, the :humes ; dlSt.ﬂbUth? Insofar as competence 1s a bass for
social Power: Becausmc; of participants constitutes a long-term allocation of
Ny 1nto and e fe this conflict takes 1ts form pnimanly at the point of
the follown, Tom encounter groups, 1ts analysis will be postponed until
g section.

Summary

of Vl:;::s Ofb;h;v:fhtsdand duties of the parties involved generates some conflict
welfare, ang be:wn evelopment and freedom, between development and
concerning the g een different bases of verification of truth. My position
SUMmanzed 1 T:btlles of the three parties with respect to goal setting 15
with dedicanon, ; 2. However, even if all parties performed therr duties
the conditions ’ \;m; fom, and expertness, the value conflicts would remain As
Pronues 1o 0ne° a.lx e and the condiions 1n an encounter group give high
valie pronues ‘; ::, the conflicting value will be sacnficed. As long as the
generate mutualod e agent and the participant are consistent, they will
Benerate mupya} evelopment. When their values are i conflict, they will
Monitors of ¢, interference, and all parties will become more vigtlant
e others,
the l'::c:::tidaz the value priorities 1n the group are consistent with those of
€ group acuvzcmty’ the group will be approved. Once the priontcs conflict,
Sventually, g g lcfs will conflict with those the society belteves are nght, and,
Process of‘SCt:ne ‘orm of social action wll be taken to linut the goals and the
This ds ing them,
ey ang cussion of goal setting necessanly overlaps the nese scction on
Participany :x“’ because much goal sctung must be renegotiated as the
Tepeated) nters the group and afterward. In fact, as will be pointed olm
tive Pmc};'ssp“““PaUOn n encounter groups requires 4 gradual and cumula-
P, of commitment to both goils und means of attalmng them, as
Proceeds lmc“m'-"ml management of the value whtlicts cl\(nl'ml"lhc proc?ss
OUtcompes n{ stages, and commitment to cach stage 1w depent cnl( oy:' ,lc;-
Problen, of the prior stages. It 1s neeeavaiyy then, to tuen next to the cth
s mvolved in entry and exit.

ON ENTHY AND EXIT
be Because goal sctung wan be rencgutiated after an cnvounter group has
mS"n 'S acuvines, parucipants way il that advame knowledge of goals

1Y not be an adequate basis for Judgingn prior to entry, whether partice
Pltion be 1 their best nteroste 1t s fore becomes partcularly
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important that participants should have full and informed freedom of fholcc
to leave as well as to enter an encounter group. Each of the actors in {hc
encounter groups process—agents, participants, and society—has specific dutics
toward the other two actors, In addition, value conflicts among these actors
are likely to surround the points of entry and cixt,

Agent to Participant

Agents have the duty to supply all available valid information—the "“_th
as they know it-conccrning the possible benefits and costs of entry and exit,
stage by stage in the development of the group. The agents are obligated to
specify what values may have to be sacrificed in favor of others,

The truth of any public statement by an agent or an association of 38“3'5
may be questionable, There is no escaping the fact that agents or an 355"?“‘
tion of them may—even ingly their welfare by exaggerating
the value of their services and by limiting the ication of in lon
about any particular exploitation of participants. Reputation is often cited as
the best check on the statements of agents and is indeed the only recourse for
the participant in choosing to enter an encounter group. ,

It would appear that agents implicitly accept a duty to provide a basis
for a reputation, as well as a right to issue announcements that enhance that
reputation. Such announcements may take such forms as advertisements,
brochures, articles, books, research reports, and public addresses. Reputation,
however, must entail a2 conflict for the agent between the truth and 2
jeopardized income (welfare), The conflict for the participant is between the
wuth and the freedom 1o choose an attractive agent with a reputation for
questionable practices,

Warwick and Kelman (1973) and the Population Task Force (1971) have
defined freedom as i OPportunity, and incentive to make and act
on reflective choices. The issue of Capacity Ppresents knotty problems, Can the
agent be assigned the duty to assess whether 2 participant has the capacity to
make a reflective choice? Must the agent screen prospective participants and
deny entry to those judged as unlikely to benefitp

On.: of the great ethica) controversies centers around the clajm that
professional pmcti!ioners—physicians. lawyers, architects, teachers—know
bcltef what is good for the client than the client does, Such
eir own best interests is u

an appropriation
sually based on some

Ommunicable

Y, guage, and that the ap-
f::s{::"::[;ﬁ, the d'"’.‘s" nghts to determine their own self-interest should
ractical Ve negotiation, FEEMENt, and regular reconsideration. As 3
Practical  example " of gpyg controversy, should people undergoing
Psychotherapy be required to provide thelr therapicre® mo. . o .
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mendation before being allowed to join an cncounter group? The National
Training Laboratones has decided that they must. Others would claim that
each person should be allowed to make the decision for him or herself—after
being supplied wath all available valid information about the possible costs and
benefits, The critcal question is, under what conditions can a person be said
to lack the capacity to grasp the significance of the possible costs and
benefits?

The agent of an encounter group may forego any claim to the arcane
knowledge necessary to antcipate «c q not app to the parti-
cipant. Under such conditions the agent must either assume the participant’s
capacity to choose or refer the participant to some professional practitioner
who does claim such arcane knowledge. If the agent assumes the participant’s
capacity to choose, the agent must also point out the risk that this assump-
ton may be incorrect.

The key duty of the agent to the participants 1s to supply them with a
clear and truthful statement of all available information about the costs and
benefits of entry into and exit from an encounter group (see Table 3). Such
truth depends on the agent’s competence. Thus, the statement may vary n its

TABLE 3. Rights and Dutes Involved m Entry into and Exit from Encounter Groups

Rught to expect

Agent Participant Society
Truthiul basis Trushtul) and
for reputation clear explanation
{demystitication) of benefits and
All available costs of entry
Agent vald informa- and exit
tion on benefits Usual terms of
and costs of entry and exit
entry and exit
Careful consideration Acceptance of
Duty of the information risk entailed 1n
t0 Particrpant | avaslable about the entry and exit
supply benefits and costs
of entry and exit
Review of agent’s tnformation, op-
explanation of partunity, and
benefits and ncentive for
costs of entry reflective choice
and exit of entry and
exit
Society Reputation of
agent
Appesl from co-
ercive entry

or exit
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truth value directly with the agent’s competence. Acc?rdingly, a pz::::t,dt);
agent’s duty is to specify personal competence, and, with respect a.n‘h i
invite the participants to examine their own competence to use 'c—oncc
mation the agent provides. Agents have no duty to deny entry or exit i
they have provided full information about the benefits and costs of entry
exit,

Even given the most conscicntious performance, some vz:hfcs “c;,a:':;
rificed, If the agent’s true information unduly frightens the participants, ‘c
capacity for choice and thus their frecdom are sacrificed. If the agent’s true
information stimulates unrealistic hopes for personal development, the parti-
cipants’ capacity for choice and freedom are again sacrificed. If the 35";‘
minimizes the risks of welfare, and this sacrifice of the truth goes undetected,
even if duc 1o the participants’ wishful exaggeration of the value of the

prospects, the agent may thereby gain in esteem and in fees. Such situations
tend to develop in the short run and ma

y continue in the long run, if the co:]:
of the sacrifice of truth is lower than the gain in experienced welfare to bo
2agent and participants,

Agent to Society

The agent has a duty to supply society with a truthful and clear C{‘le"
tion of the possible costs, benefits, and the usual terms of entry and exit. Onc

may argue that the issue of freedom of entry and exit should be left strictly to
. the agent and the participant,

but only the society has influence over both agent
and participant. Thus, only the society has the power to protect both partics
rights and ensure that both fulfill their duties, In spite of the social isolation
of some encounter groups, all BIOUPS are open systems and are greatly
infl d by their envi . If agents do not supply an explanation of
their work, journatists and competing agents will fill the gap—clearly a recent
response to the Ppopularity of encounter groups,

ion is quite technical, that agent’s duty may

If an agent’s conceptualiza;

c members to periodically submit a theory ex-
plaining why they employ specific means for spectfic ends, including the
means of entry and exit, These theories are reviewed for adequacy as one part
of 2 peer evaluation process,

e is important thay the agent’s duty to society be hmited to truth and
clarity. It would be counterproductive to force agents to conform 10

ones, that facy
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Perhaps, with respect to each of the threc categones of goals of groups
{exp n joy, self ~respect, and sensitvity competence), some
consensus of good practice 1s now developing It 1s sull the case, nevertheless,
that encounter groups, like most new purposive human development practuices,
challenge some strong values (e.g, welfare as expressed 1n privacy) and some
well estabhshed 1deas (e g, extrapersonal venfication) m the society Back
(1972) has proposed that thus challenge of values and 1deas, along with the
affluence that gves people tume to pursue thewr own development, accounts
for the populanty of encounter groups Whether or not his interpretation fits
the data, such a value challenge 1s enhanced by a diversity of approaches,
expenimentation, and emphasis on creatmvity In ume, a consensus of good
practice and consistency with accepted knowledge (scienufic or otherwise) 1s
Ikely to become established, and also, farther in ume, challenged anew
Encounter groups and their agents will eventually be required to meet some
standards of good pracuce 1n their public explanations and will eventually find
those standards challenged. But the value of development 1s served by allowing
an exphat, carefully reasoned, and publicly observed deviatuon from some old
values and ideas The fact that the pracuce 1s a deviation, however, does not
relieve agents of the duty to be truthful, clear, and speaific in their explana
nions of the costs and benefits of entry and exit.

Participant to Agent

Participants have a duty to carefully consider the explanauion given by
agents of their goals and procedures and their costs and benefits. This duty of
the partcipant to think 15 indeed hmited by the ttme beheved to be available
and by the sigmficance assigned to entering or leaving an encounter group
Assuming that any planned modification of the course of human development
entails some dangers, to fal to consider the mnformanon available 1s caprice

Participant to Society

The parncipant has the duty to accept the nsk involed m choosing
whether or not to enter or exit As in most cases of nghts and duties,
reciprocity s mvolved. Once participants have claimed the night to all available
valid informauion about possible costs and benefits and the freedom to
choose, they accept the reaiprocal duty to accept the nsks that accompany
their choice. Once the socicty ensures the opportunity capaaty, and incentve
to choose and acr, 1t accepts no responsibility for protecung parncipants from
2 nish they have reflectively and volunranly accepted.

Society to Agent

The soacty places the pnme value on truth and thus on an mcreasingly
precise explanation of goals and methods of achicving them. The society has
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the duty to periodically review agents’ explanations of their w?rk. Thls:c:‘l;:
is usually delegated to some special group, of(:n‘thc agents' pccrsz‘:m o
petitiors, composed of people trusted by the society 1o be cm’npcf e
interested. Often this periodic review is followed .by some form ob pboth
legitimation such as licensing or certification, a sacrifice of fr.ccdol!.n Zin -
agent and participant. At least some encounter group agents reject licen lgal
certification, but most of them scek some form of legitimation, whc_thcr OC.ai
regional, or national. The International Assaciz(io.n of Applied 50:;lc
Scientists is making a strong bid to become the special group to whom
sacicty delegates its power to review the planations of agents of

oups,
i l;nc can argue that the society has a duty to the agent to SUPPI}:
opportunities for supervised training toward acquiring and maintaining :0’“
petence. Where only truth and clarity of explanation are required, such a u:}l’
would be difficult to specify. Where consistency with science and consensu
good practice is required, the duty to train is generated.

Society to Participant

The society has the duty to supply to the participant freedom o Ch°°5.°
entry and exit. The society’s power over both agent and Pﬂm‘-'.'f’.mt :s
required to supply such freedom. Agents may enhance the participant’s

capacity to make a choice and they may advocate the opportunity and
incentive for that choice, but

only the society may grant the opportunity and
control the incentives available. Consider the following lustration. 3
One of the most irksome tasks of the encounter group agent is to
blish 2 develop 1 hange with a participant who has been fOl'C'Cd
to enter the group by some social organization or agency that has coercive
power over that individual, Such Participants can, of course, be rejected !7)’
the agent, but if their welfare is at stake, as is often the case, a value conflict
arises,

Once the coerced participant has been ex
negotiation in the carly stages of the group,
rather than mere attendance, may be baseq
salvaging of freedom of choice with litle s:
resolve the conflict, b

posed to the activity and g_Oﬂl
full entry, that is, participation
on informed choice—a kind of
acrifice of welfare. This sort of
ut, more often, these participants
not out of their choice but out of

In such situations, a duty to inform the society, and the
sponsoring agency in Particular, thar
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result in the development of the individual or the orgamizauon Such a duty 1s
a part of the agent's obligation to provide informanon about the benefits and
costs of all forms of entry and extt. The social power, however, to punish the
participant for refusing to enter or for msisung upon exit, 1s out of the hands
of both the agent and the parucipant.

To what extent can society ensure that participants have the opportumity,
capacity, and wncentive to make a reflective choice of entry or exit? The
society, as defined here, 1s only a scattered collection of people who are in
communication, have vested interests, and have the authority to nvest social
agencies with coercive power Accordingly, the society can provide some
agency to which either agent or participant can appeal aganst a coercve
demand for participation The traditional agency 1s the court, but until legal
precedents are established or codes enacted, some form of professtonal or
trade assocration offers the best hope Currently, in the nterest of the agents
and the society, the International Associatton of Applied Social Scientists 1s
trying to develop a program of public education as a means of preventing
both 11l adwised and coercive referrals to applied social scientists, including
encounter group agents

The fact that the society has npot yet acted to estabhsh an agency

ensunng freedom of entry and exit does not mean that it cannot act. Indeed
several professional associations have taken action to inform thewr members
and the public of the ethical issues wnvolved, especially those surrounding
entry into and exit from encounter groups Informanon only exphcates the
conflict between the value of freedom of choice and the value of legiumate
guidance (truth) By the definiton of freedom and justice proposed here, the
society must provide opportunmty and incentive to make a reflective choice,
and 1t must exther assume the mdividual’s capacity or provide some assessment
of that capacity. As long as the society has doubts about the capacty of
people 1n psychotherapy to make considered choice of entry or exit, ques
tons about who s to assess capacity wall abound Should 1t be the therapist,
the agent, the legal guard or the paruciy lves?

Agents, ke other practinoners, do develop reputations among the mem-
bers of the interested society The communicated judgment (the contnibution
to reputation) 1s often a retrospective one, based on an cvaluauon of the
outcomes actually experienced and their costs i1 time, money, and nsks to
welfare There may be a tendency, as I have reported before (Ghdewell, 1972,
P 232), for participants to retrospectively perceive the outcomes to be more
valuable than they really were, E groups may this tendency
Back (1972) has asserted that, mn senstivity trumng, “the deep emotional
experience may somecumes be threatening and fnghtemng, but gcncmlly it s
ntense enough to leave a feehing of strong ach t and
frequenty enjoyment 1 1ts wake” (p 128) If, as scems hkcly, the emotional
intensity of encounter groups does induce overevaluation, reputanion 1s less
valuable a5 2 gude to entry
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Encounter groups also have a tendency to induce sgr}xmy:xc;lc C\::::n
tions. In describing their experiences to o:h:rs, pammpa: et
ambiguous and may make such comments s, S{ou have t(:hc fmc o Backy
understand what it is.” This tendency was the stimulus to the e oo
book, Beyond Words. The peculiarity of encounter g;oups acan —re
ambiguous or even mystical rcputatior.l for the mcth‘od or u'r a.nfogrm i,
mystical reputation may atwact participants, bu[ it doesn't in. T epuration
deciding to enter or leave. Even with these limitations, howcvc: eeually
may aid in making an informed decision about entry. The sociery
accepts a duty to convey the reputation of an agent.

Summary

Table 3 presents a brief review of the exchange of duties among agent, :’(ﬂifs
ticipant, and society concerning entry into and exit from cnco.untcr gmups.:her
important to note that the duty of each actor is also the ngl{t of thc' ©
toward whom that duty is directed. That is the ing of social omp e
tarity as Gouldner (1960) has defined it. If any party—agent, Pﬂm_C’P‘“_“’has
society—regularly performs a duty, the other party will come to [?clxcv-c ‘l: .
a right to have that duty performed. If any party comes to bcllc\"c itk ”r_
right, the other party is pressed to take on the duty or discontinue mtt:f
action, Clearly, much ambiguous negotiation is involved in the ch.CIOPmC"[ o
complementary rights and duties, and that is what is currently taking place, at
least in the U.S. and Europe.

Must all possible s
whole truth less fri

ks be specified? Is that the “whole truth?” Or is the

ghtening? Should coerced participants be accepted? Many
coerced participants find the training valuable. What i

of agents’ practices? These controversies focus on
actors will accept as duties the supplying of those resources that the others
maintain they haye 5 tight to expect, .
The fundamental rationale of this position about rights and duties begins
with the argument thar (develop ) s ¥, but not
sufficient, to recognize and communicate the truth, and, therefore, the agent’s
OWR competence must be specified along with the truthful and clear infor-
mation and explanation the agent must supply to the participant and the
society. The freedom of choice of entry and exit depends not only on
Opportunity and incentive, but also on true information. 1f opportunity and
incentive, for reflective chojce are to be available, f!“
socicty m of preventing coercive demands from social
institutions op Prospective particj; abling these participants to ZPR“]
such demands. The society, having provided Opportunity, capacity,
and incentive for 5 considere, untary choice, may in turn require that
the paticipant accept the g 1Pto and exit from an encounter group.

s well a5 capacity,
ust find some means

d and vol
k of entry
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ON CHOICE OF MEANS

A major concern about the choice of means m encounter groups 15
focused on the acts of the agent Most agents clam that the learning ex-
pentences 1n the group can be temporanly stressful and disconcerung, but that
the sigmficance of the learming 1s worth the shortterm cost of the stress
What, then, are the agent’s duties to himit the losses? What are the duties of
the participant and of the society? The agent's duties are the most salient in
this regard

Agent to Participant

Both the agent and the paruapant find themselves committed to the vahd
(truthful) development of the human resources of the participant To that
end, each 1s prepared to nvest some tme, energy, and short-term sacnifice of
freedom and welfare

In the commutment to develop there 1s a duty to provide information, to
pronide an opportumity to act and respond to others, and to provide an
mcentive to observe, review, and analyze one's actions and responses Within
all these provisions, there 1s a duty to rep t reality, espeaially those
aspects of reahity thar disconfirm the participant’s current ideas, beliefs, and
expectations Inaident to the duties specified may be a number of skills 1n
the creation of settings, in the design of exerases, in the observauon of
behavior, tn the articulanion of nterpretations of behavior, n the expression
of a group mood, i the explicaton of a latent consensus, and in the
reflection and clarification of the expression of others Because there i1s so
little current consensus on what constitutes good practice, ethical 1ssues rarely
mvolve the duty to provide a parncular skill, except for the skill in rep-

resentng reality Incompetence or capnce in the confrontation of parucipants
with disconfirmations of current beliefs dramauzes the inherent conflict be-
tween development and welfare

In the willingness to sacnfice some freedom and welfare, there 1s a real
and pervasive danger Particular te each ndividual—agent as well as
parucipant—there 1s 2 different and undiscovered hmt past which the loss of
welfare or freedom 1s not only overly pamnful but also deeply harmful m the
long term How can that lumuit be set? 1f the lumut 15 too protective, develop-
ment 15 reduced to msigmificance If too mush nisk 1s allowed parucipants not
only fail to develop their resources, but may destroy other important re-
sources, for example, their health

Many agents blish some prohib at the outset. For example,
physical wviclence or drugs that reduce inhubiions may be prohubited. At
various umes, various agents have set limits on the tme of mectings, on the
discussion of certain problems nvolving people not in the group, and on the

N
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i xplicitly sct
exploration of childhood r.x?cncn;‘cs; Ag;:;;:at\:cawiluf;yrctzfcpznicﬁp);nm
some specified limits on actions tha :n' ! Further, enplicic
Such limit setting is not uniformly enabl'mg or reassuring. ceventhomptat
limit setting in advance introduces the idea that. some n: AL

fons (c.g., violent attack) might have been considered and t Yy

?:::nof(mﬁér unknown dangerous actions one ha.d not even 'th?u'gh:h‘;f'cxplid!

Perhaps the most common and most nearly innocuous lm:\l.t is e
understanding that all participants have complete fr.ccdom tr]:djom(oon bt
apart from any discussion or activity that Ehey believe would not, an cseape
contribute to their learning, Such an option may secm too easy gt
from discomfort, but generally it is 2 mild coun(cra.cnon to the strong o
pressure to subscribe to 2 value on risk that often is brought to or gene:
in encounter groups, ) L.
B A limit oi sc:pegoating is relevant in groups where em'ouonal contagl:;:c:
likely. Prohibition is not relevant or effective, The agent is often consn’f o
o support a person being scapegoated and 1o point out the .fac( omion
scapegoating, along with the conditions giving rise to it. Such an interve

ght it on?). From such considc.rations-
and those norms blish limits on pegoating. As
always, the norms require a sacrifice of some freedom and s_or_n: P?Ss‘b‘lltf“:s
for development, both of which are in the interest of the participant’s we are.

How is it possible to know what limit is optimal? It is not possible (g
know, Both agent and participant must estimate, conduct low-risk CXP‘"'
ments, reestimate, and reexperiment, in their attempts to increase the pos
sibilities for learning and reduce the danger of destruction of long-term
welfare,

There are ethical advanty,
the undcrstznding and contry
versa, In such groups,
the psychosocial force:
ing experiences. One
right 1o interrupe any
and jts conscquences.
development and wel
reviewed for priority.

In summary, in order to
freedom, truth, and welfare,
some limits on the sacrifi
t0 opt out of ap activity and the prohibition
the agent has a duty 1o § i
their own vulnerabily,
contagion,

Many

group norms develop,

ges to the means chosen by groups whose goal is

olling of group pressures on individuals and vice
any event is subject to analysis,

and actions to control
s of groups on individual
activity in order 1o anal
Under such conditions,
fare are regularly recons

lyze its nature, its antecedents,
the perpetual conflicts between
idered, and values are regularly

make expliat the conflicts a
the agent has 3 ¢
ce of short-term we

mong development,
Uty to make explicit in advance
fare, for example, the frcc(!om
of physical attack. In addition,
™M to protect participants from

pressures, for example, emotional
d S¢apegoating.
<l that the

Y to some group
conformuzy Pressures, an
competent observers fe, agent in encounter groups, by
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encouraging uninhibited expression of feelings, creates a pervasive and inten-
sive emotional state of affarrs that leads participants to believe that they have
freely chosen to perform some act But, mn fact, the agent-created siwation
demands the act, and thus there i1s no freedom at all These observers assert
that the agent has deceptvely induced the particzpants to act according to the
agent’s wishes
Now that 15 saying quite a lot [ have often been in the agent’s role, and there
may have been times when I would have enjoyed having such knowledge and
power, But the lumit on my power has been just the expressive norm that
participants may choose to express any feelings they have about what 1s going
on 1 the group As long as that norm holds, any totalitarian suppression of
opposing feelings 1s impossible
In contrast to totzlitananism, some crtics have attnbuted anarchy to
encounter groups It has been argued that expressions become autistc so that
one hears only one’s own expressions I have never seen such a thing, but of 1t
appears, then there 1s no longer a group, and one may not refer to or decry
the power of the group or of a shared emotional state of affairs, or indeed the
shaning of anything Further, under such autisic condinions, agents have no
influence, they are neither seen nor heard In my opinion, the agent’s primary
duty to prevent such autstic condittons 1s a simple one The agent must
maintain as close 2 communication with parucipants as possible to avoid this
situation
Aumnbutions of totahtarianism and anarchy probably have their basis in
the fact that parucipants sometumes feel as if such conditions exist Where
analysis 15 a part of the work, once the group has reviewed and analyzed these
conditions, fuller understanding and safeguards against the possibility of such
conditions are developed Where experiencing 1s the only goal, or where the
group 15 a theater for an agent parncipant dyad, less understanding develops,
and distorted percepuons are. more likely to be reported The fact remains,
however, that the norm of free expression of feehngs and 1deas 1s a powerful
deterrent to totahtanamsm, and both the usual solidanty and the usual
mterpersonal conflicts of group members are powerful deterrents to autism
There 15 a related but more subtle danger The participants’ expectatons
and anxietes combine with the symbols of the situation (dress, language, even
furniture or the lack of 1) to create p toward disinhib expres-
siveness, and spontaneity that appear to be widely permissive but are 1n fact
quite exacung social norms As a result, some people who would prefer to be
quict become loud, some who would prefer to analyze and intellectualize
become zestful wanderers, and some stoics are badgered into expressing
feclings that they sumply do not expenence
Added to the expectations and symbols may be the agent’s acts—acts that
unintenuonally 1mply to parucipants that certain things arc appropnate for
discussion and others are not. The clearest of such acts 1s the close attenton
the agent gives 1O some iteractions as compared to others By their responses,
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agents can legitimate certain jokes, feelings, and expressions, which may come
to be felt as pressures and constraints. The danger lies in the fact that it is
difficult for agents to be aware of all the implications of their acts to the
participants. In the interest of truth, agents must try to act authentically and
openly. In the interest of both freedom and welfare, they must be aware of
how their acts subtly imply uni ded legiti dards of d

What are the feasible duties of the agent to the participant? Agents have a
duty to the participant to set some advance limits on the sacrifice of the
participant's shortterm welfare, to intervenc to protect any participant from
group pressures, and to explicitly articulate the norms they intend to
legitimize, to acknowledge that their aets may have unintended implications,
and to regularly review and analyze the implications of their acts.

Agents often do not perform as I maintain they should. The most simple
explanation of this fact is that it may be to the agent’s advantage not to
perform the duties outlined here. E ination of the i plications of some
agent’s acts may reduce their welfare and jeopardize their reputations. On the

other hand, participants are sometimes quite capable of protecting themselves
from threats to their welfare or freedom. Sometimes groups are remarkably
protective of their bers. S €s particular bers become specialil

st

Participant to Agent
R What is needed from the Pparticipant? If the agent is to provide informa-
tion, opportunity to act, Incentive to review and analyze, and representation
of reality, what must paricipants do tg realize their potential development?
At 2 minimum, participants must consider the information, analyses, and
disconfirmations,

If the agent has 2 duty 1o se; advance limits on sacrifices of freedom of
short-tem threats to welfarc, the participant has 2 duty to accept those limits
more "ltgomte Chz"-g“ In them as expenence makes individual vulnerabdities
z:: € ear and precise, If the 286Nt Must intervene to protect the participant

BTOUp pressures, Participants have 2 dg t jon. If
. © accept that protection.
they do not, they rele. ty P p

3¢ the agent from any liability for a loss of welfare. If

All of this implies an interdepe;
ndency. 1f the
oup ae o vy zgm:p y. If the developmental goals of
Tesources thar wip gener,
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and negonation, protection and acceptance, regulation and conformity or
challenge, and analyses of smplication and analyses of inference

Agent to Society

Society 15 nterested b the to be developed by the par
ucipant are resources later to be employed 1n the jont interests of the
parucipant and the socicty Thus the agent’s first duty 15 to return to the
society a participant with enhanced resources Because this development has a
cost 1 welfare, the agent has 2 minumum duty to do no harm, that i, to lumt
the welfare costs as discussed earlter

Further, because there 1s only lumited commumecation between an en
counter group and 1ts environment, agents have a duty to make their acuwtes
open to careful scrutiny by representatives of the society This duty entails a
new conflict of the values of freedom and welfare and development En
counter group participants and therr agents require wide freedom to explore
and necgotiate the terms of their relationship Participants often have com-
mitments to significant others in the environment of the group One of the
functions of the imited linkage of encounter groups and their environment 1s
the mimmzation of confhets between the temporary, expenmental com
mitments within the group and the more lasung and tested commuitments
outside the group Accordingly, the group’s openness to scruuny by the society

must be hmited to scrutiny by disinterested parues, i order to protect the
freedom of the participants to make temporary, experimental commistments

Society to Agent

While the society has an interest in protectng participants from exploita
uon or from the agent's failure to protect them, 1t also has an mterest in the
protection of the agent from unjust complaints of exploitation Agents’
performance of their duties does not eltminate some nisks and liabihities taken
by the partucipant Where there 1s confhict n the clums of the agent and
parncipant, the society must provide some adjudicanion of those clams In
that adjudicauion, the society has a duty to ascertan by careful scruuny
whether the agents have performed their duties and 1f they have, to protect
them from unjust accusations The value 1s placed on justice, and losses of
welfare are deemed just if the loss was n an expenence properly hmited by
the agent and chosen by the parucipant with full knowledge of the nsks
wmvolyed

Participant to Society

The parncipants’ duties to the soacty are pamanly to make usc of therr
new resources i socially valued action But the socicty also depends in part
on the parucipant to report any dercliction of duty on the part of the agent
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Encounter groups cannot be kept under constant serutiny. The participant is
thus the basic link between the socicty and the group. . e
Participants also have a duty to articulate the nature of. their H:jc::smnd
experiences. It is not enough to say, *You must experience it to un -
it.” The freedom to remain silent and the privacy that entails mus
sacrificed in the interest of truth. The question remains, how much freedom

: : at
and privacy must be sacrificed in the interest of the access to the truth abo
any encounter group experience?

Society to Participant

Perhaps the first duty of society is to provide participants with mfor;
mation about an agent’s practices—by reputation, by reports t?f careful
scrutiny, and by more systematic evaluations. In addition, the society has 2
duty to adjudicate disputes about dereliction of

duty between participants and
agents, .
Even though the participant must accept losses justly suffered, the society
has a duty o provide some partial, sustaining compensation for such losses.
When t

he society supports a tisky system, it enters a joint risk with par-

ticipants. Thus, society has a duty 1o provide some partial compensation to
members who take the losses required by the system. i

In summary, the issue is the clarity and authenticity of the negotiation of
agreements among the agent, the participant, and the society. On entry, and
by a repeated renegotiation,

experience makes greater truth available. Greater
foresight and enhanced capacity to make reflective choices follow. Thus, all
become more and more clear about the real limits on the sacrifice of welfare
in the interest of other values, such as truth, freedom, or development. The
duties in this regard are summarized in Table 4.

To repeat for emphasis, the basic rationale is that, as competence
develops, true foresight becomes more available 10 all, Such enh d fore-
sight increases capacity for reflective choice, and thereby freedom. Freedom
of choice promotes justice in allocating the goods and harms of encounter
BIOUp actwvities among agent, Participant, and the society. Such justice pro-
motes a fair allocation of welfare and ultimately enhances life.

ON THE ASSESSMENT Of

l'f 2geNts accept the duty to make acn,

scrutin, and if the society upholds 1ts righ
of the ¢ i

h q 5 pated and icipated, 1s 1n the hands of all threc
Parties, The most com agent Agents, however, must be
suspcc.x. because any negative g t endangers their y and
Psychic rewards, Participants are also suspect because th,
or, at lease, subject 10 a short-term ¢motional confy,

CONSEQUENCES

ons in their groups open to public
t 1o such scrutiny, then assessment

cy are unsophisu'czt:.d
sion that limits their
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objectivity. The sociery may mount~or induce the agent to r?ount—fhc
resources of careful and sophisticated observers. Any group of scientists having
an interest in an unconventional and diverse approach to purposeful human
development may design controlled experiments or other evaluation efforts.
By many means, given public scrutiny,
feasible, but as specified eatljer,
Controlled experi ion,

careful assessment of consequences is
not without costs in values sacrificed.
for ple, may mean that some individuals
bave their crucial entry and exit—fully informed though they may be—
controlled by a table of random numbers,
One of the most vexing aspects of igning the responsibility for
outcomes of encounter groups is the wide variation in the extent to which the
agents claim arcane knowledge on which to base the design of such assess-
ments. if agents say they are professional practitioners with arcane knowledge,
they imply a special responsibility to extend that knowled

ige and to improve
. . . - . I3 . P *
the practice by relating their acts to modifications in their participants
behavior,

followers, In addition, they must neutralize or contain the defenses and
counterattacks of those whose activities they hope to reform. If they say they
have some religious or special hy ic faith, they must both satisfy their
followers and adhere to the social constraints against coercion to perform
religious practices, 1f they make no claim at all, they avoid responsibility for
outcomes, but they also waiye their right 1o compensation in moncy or
esteem. Except for the case of the disclaiming agent, there is a basis for
cxp.ect.mg agents to take a special ponsibility for ing the of
their interventions, 1f they fail to perform this duty, public scrutiny will
reveal the failure, and social sanction wilj likely follow, Note, for example, the
action of the Russell Sage Foundation in supporting Back’s (1972) analysis,
which includes, a strong censure (justified or not) of
give enough attention to assessing the
Xample is the controversial report of

failing to
ctions, Another e.
and Miles (1973).

A more difficuly task is to assess outcomes
Pated but also sreyek at val,

sacrifice of yal,
Is onc of long-term follow-
OUS encroachments o5 freed

outcomes of their a
Licberman, Yalom,

up of encounter group acuvities. If there are

om, justice, or welfare, such outcomes can be
of participan

Mmarized in Table 5. The rati sement of ¢

by now is faimulyag, Assessment of outcomes
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TABLE 5. Rights and Duties Involved in A the O of Groups
Right to expect
Agent Participant Society
Followup Qesign of
observation approaches to

Duty
to

supply

Agent

Participant

Society

Report of unex
pected conse~
quences
Cooperation in
assessment of
outcomes within
limits of accepted
sacrifice of welfare

Support competent
assessment of
outcomes

Compensation
of unexpected
losses of wel
fare
Clanfication of
own motives,
based an pub-
tic scrutiny

Follow-up
observation
Ensure freedom
wn choosing to
cooperate 1n as-
sessment of
outcomes

Enforce himits on

the sacrfice of

welfare 1n the as

sessment of
outcomes

assessment of
outcomes

Modification of
goals and means
based on the
assessment of
outcomes

Report of unex-
pected conse-
quences
Cooperation In
assessment of
outcomes within
himits of accepted
sacrifice of welfare

d

on

P

enhances the recognition of truth even

n uncxpcct:d outcomcs, truth leads to enhanced foresight and thus to

The enh

d £ L

P

tof p

also leads to anucipation of

future outcomes and, thus, to greater justice m the allocation of goods and
harms from encounter groups That new allocauon contributes to welfare, and
ultimately to hife, 1ts sustenance, 1ts dignity, and 1ts meaning

In the f

SUMMARY

4

L4

some

fic duties of the parties involved in
cncounter groups have been advocated. Supposec that the agent performed
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those duties well, the participants did their du:'es .l:;yalli);,d:rx;d ::: Js‘?sc;tc)"
er it all, informed and adjudicated wi Wi "
:::i;‘;gd;vknows t.:l’at they don’t, but what if they did? Would everything
e best? No. X
mm'l?:: f':;:f:umcr group undertaking contains inh.erent va'luc‘coxnlﬂl:}t:
Between the agent and the participant there is an issue of justice ll; o
exchange of the participant’s short-term welfare {money, privacy, anxiety, m
freedom for both the truth about and the development of 'thc pamu?}j‘[i
capacities. The vulnerability of the exchange lies in the pamcul:-sr possibil :Z
that the participant acquires an enjoyable but false sense of having sll'ujif:lat
and developed, and in return quite willingly pays the agent forf m
acquisition. The cliché is, “It was the most important cxpcncnse of my
bfe. ...1In what way?...You have to experience it to undcrs.tanfi. g
The society loses values in such an exchange, especially Jusucc,.but 50
welfare, frecdom, and truth, The society—those persons having an interest—
may, however, accept the risk of an unexamined testimonial (why argue f*’"-h
satisfaction?) in preference to the cost of examining it—the cost in time,
cffort, and risk of dcnouncing 2 popular avenue to development. A focncty
will often maintain 2 myth to protect an ideal of enablement and to relieve an
anxicty about its abuse,
In general terms, my position is th:

at the ethical challenge to the pro-
ponents of encounter groups is to

provide an unflinching exposition of the

2t surround their use of groups to develop human resources.
In the long term, such developmental attempts undertake to enhance the truth
world; to extend Opportunity, capacity, and incentne
m; to thereby promote
uals; and ultimately to
welfare can be endangered by
make choices for which one

justice in the distributj
enhance Iife jtself.
wondrous new op,
lacks the Capacity

ion of the welfare of individ
In the short term, however,
Portunities and incentives to

term sacnifices of vl
long-term cnhancem
justice, and welfare
ment, in the hope
welface. A sacnfice
development endang,
sacnifice of freedom
3 sacnfice of welfy,
development, Thy,
force 1 Lfe ang

icts takes several forms. Short-
€3 are accepted within specified limits 1n a belief in the
ent of the same values. Within the short term, freedom,
may be sacnfi

that the truth will lead to

of any onc valye endangers the others- A sacnfice of
% tuth: 2 sacnfice of grych endangers freedom, 2
endangers Jusuce, 5 sacnfice of yustice endangers welfare;
F€ endangers Life; ang 5 sacnfice of Life endangers indwvidual
oughout the entre 3¥3tem of values and acuons the vial
the Possibility of the development of foresight.

new freedom, justice, and
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5
AN ETHICAL CRITIQUE
OF ENCOUNTER GROUPS

KURT W. BACK
Duke University

Encounter groups have flowered and decayed for some tume It 15 ne
longer enough to talk about them only 1n programmatic terms or as an ideal
to be achieved One can look at the way encounter groups work, how the
encounter movement 15 organized, and how it affects the mdwiduals mvolved
and the larger society From a different perspective, one might inquire how
the clauned long range gamns compensate for the acknowledged short term
mjuries

The values John Glidewell hsts as important 1n encounter groups—lfe,
welfare, justice, freedom, truth, and development—derive thewr meamng from
events i Western hustory The position of encounter groups in relation to
these values 1s a result of thesc events and a reaction to them The history of
wdeas 1n the last few centunes has been concerned with the relation of society
to the individual Society as a whole may be said to pursue two kinds of aims
m controlling the individual One 15 to reach certain social goals, such as
rebwilding a community, pursuit of a certain foreign policy, or provision of a
labor force The other 1s to change individuals so that they will be healthy,
happy, or mvolved with a pamucular :deology The first deals with changes in
society, which require certain changes i the behavior of indviduals The
second deals with changes in the individual’s atutudes, beliefs, values, and
needs Socienies duting recent times have evaluated the legiimacy of inter-
venuon differently in each case

103
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The development of democratic ideals during the l.ast few cfcntuncshhaz
produced certain safeguards against the first type of intervention, perl ;}1:
summarized best in the phrase government by consent o.f the g?vemzd. 31:
aim is to protect the individual against society’s intervention for its own goals
through definite rules of behavior limiting the intervenor, r.hc political ?ow;)r.
Acceptance of these rules in an intervention program is rcﬂccfcd. n e
concern about consent of the target group in setting goals, about limiting the
means of intervention, and about ensuring genuine participation. In Lh'c scc.ond
type of intervention, however, there has been a trend in the opposite direc-
tion, which can be described as totalitarian, perhaps as a reaction to .thc ﬁl'Sf
tend. This type of intervention has legitimized indoctrination :cchmqucs in
the name of health, sanity, or correct ideology. It has ostensibly been directed
at the individual, but has actually been used to further social aims. It looks
almost as if a compensatory principle were atr work: While individuals are

freed from d pl , social p on internalization
increases.
Historically, the interaction of these two trends can be seen in the

development of the concept of freedom of religion. As this development is

crucial to an understanding of encounter groups, I shall discuss it briefly here.
Traditionally, the state has required observance of religious forms of a par
deular kind fr

om all citizens or at least from those citizens who wanted to

participate in the rewards of the state, Looking back at the past three
centurics, we can sce that the original requircments consisted mainly of
participation in ceremonies~the obligation to perform the correct rituals and
to absuin from other rituals—but thar these requirements placed little
phasis on belicf, Rel and abolish of these requi arc the
main features of the rise of civil liberties and of tolerance. While the statc
ithd from religious tests of citi hip, we also find the rise of mass
i, religions, and ideologies that quired not so much outside con-

formity but dee

P cmotional commitment to the tenets of the group and the
80al of change of indwiduals. Terms such as rebirth, revival, or recducation
have become familiar to us,

In cither of these »ays, the am of religious control is control over the
ional life. Ritualisti i

! fi Y €an prevent the expression of emotions
fwm. affecting social structure and can keep a tight rein on indwiduals by
making them take 3 very long-range point of view: 1 cternity their wishes will
Wmt}ully .bc_ fulfilled. The individual, expressive kind of intervention keeps
otion within the group situation and makes people change toward 2 unificd
Kind of Personality, which is casily manipulated and controlled by leaders who
:’hPPWdIY know the Way to salvation In both cases, emotional life is scen 28
w;p:::i to be controlled angd 18 even personalized 1n demons that must be
« ;ounull fl976) has shown a simylyr development in the public control (.:f

xulity. Eatlier control of sexua behavior has given way 10 a pervasive strain
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toward conformity in sexual attitudes, which are being defined more widely
and which nvolve more and more different areas of social and personal hfe
Encounter groups that accept many varicties of sexual acuon but msist on
bemng 1n agreement on sexual liberation as a value would be an extreme case
1n point.

The shift of emphasis to mdividual freedom has been accompanied by a
shift away from old concerns Intense emotions ar¢ no longer held in awe,
considered as unavoirdable dangers to be controlled for the public good
Posiuve attitudes toward emotions, perhaps first expressed m a sentimental
way by Rousscau and the Romantic movement, were later jusufied 1n the study
of modern psychology and psychodynamics Further understanding of emo-
tionality through the work of Freud and other depth psychologists gave
legiamacy to claims for accepting emouonahity for its own sake The affluence
of large parts of the populanon was also important, as 1t made 1t possible for
many people to concentrate on their emotional development rather than
merely contend for survival The conjunction of all these forces sets the stage
for the development of intervention techmques in which the uninhibited
expresston of emotions could be scen as an unquahfied good

The success of encounter groups seems to be, therefore, a product of a
combination of cicumstances the mustrust of political intervention, the
appearance of intensely emononal mass movements, the nse of social science,
and the general affluence and availabiity of leisure for part of the population
(Back, 1972) This unusual conjunction of several trends has also exacted s
price The different sources of the success of encounter groups have left
mherent contradictions creating technical as well as ethical problems Some of
these contradictions are as follows

1 A behief in democratic 1deology while using, ar the same tme, totalitanian
techmaques to ensure interna) conformity

2 An exaltaton of leaders into samnts or gurus while at the same ume
claiming that each member 15 just 2 voluntary participant who can leave
at any ume

3 A fechng of sacred awe 1n response to an essenually commercial enter
pnse

4 A claum of socal responsibility and soctal concemn 1 an actvity denving
from upper middle-class problems and directed toward this group

5 An attempt to usc a vanety of psychotherapy in an essentially religious
framework (we are all sinners, hence pauents)

6 An aura of scienufic respectability, use of scienufic language, and claim
of denvauon from group dynamics and social science coupled with an
antt intellectual outlook.

These and similar problems anse i many encounter groups and dis
cussions about the encounter movement They are the results of the
confrontation with reality of such vague and exalted goals as self-cxpression,

tsl ~
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j - ess, self- t, interp 1 P , and sensitivity. Tl‘us
i?;f:::i:::::as und:rmi’r’lcd the ideal interrelations of the rights and g:zﬂj
of the parties concemned in two contrasting wzys.‘For some p“?mio s
members of an affluent, leisured population that still pays hr—scmcc o
Victorian gospel of self-i — groups have a x;lol
kind of recreation. For the other participants, who really come fO{ ct:.
encounters hide uncontrolled dangers. Similar dangers are present in (:
import of encounter groups for the society at large, as an instrument
facilitate establishment of toralitarian democracy (Adler, 1972).

PROBLEMS OF LEADERSHIP

The central position in encounter groups is that of the leader. The
participants see little of the commercizl and organizational stru‘ctflre of an
cncounter center. They sce only the leader of their group. Similarly, the
sanctions and expectations of society may be nominally directed toward the
encounter movement in general or some branch of it, but in fact they relate
to the control of the claims and the behavior of the encounter group leader.

Thus, 25 Glidewell also implies, many of the ethical problems of en-
counter groups revolve around the leader (or agent). Along the lines of the
issues raised in the Introduction to this book, we must ask to what extent the

leader shares in the goal setting, how much he! accepts the pam'cipaﬂ'f’ﬂ of
others in the conduct of the group, and what efforts he makes to avoid un-
forescen consequences,

In spite of the leader's crucial role, the rhetoric of the encounter move-
ment plays down the leader’s ;

mber to the
attention of the whole group, precluding a special position for the leader. The
rejection of norms of everyday activity, of any structuring of society, would
Presumably also inclyde rejection of l:adcrship. The fact is, of course, "f“
7s and that these leaders usually have a definite

nduct of the group, Recent research has shown
the leader, not the

Program planned for the co
that the personal style of
probably the most important variable in the conduct of groups and their
effect on their members (Lieberman, Yalom, & Miles, 1973).

An expression of the ambiguity and conflicy inherent in the leader role
has been the long search for 3 term designating the leader 1 an encounter
voted some thought to this. There has been 2
» fo use terminology to blur the distinction between
of the group. From such strong terms as “teacher.”
or “doctor,” on the onc hand, and *pupi,” “follower,”

system he professes to use, is

in general,
leaders 2nd the rest
“leader,” “trajner,”
or Ipatient” on the other, encounter People have tumed to more neutral terms
such 23 “change zgenr, BN or “intervenop and “client” or “the on
BOINg system.”

18 €233 such a4 thas, be can *efe7 10 & person of either sex.
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These problems of termunology are more than purely semanue games
They reflect a real search for the basis of legiumation of the leader’s power
In fact, the leader may be, at one extreme, a social director and, at the other,
the chansmatic guru who can do harm as well as good. Frequently, leaders are
both or play one role while they adveruse the other In both roles, however,
society has a stake in the leaders’ actvity, as does the client Following
Ghidewell, we can analyze the three possible relauonships among leader
(agent), group (participants), and society

LEADER-GROUP RELATIONSHIP

Because of his overlapping position, the leader 1s forced to stress that he
1s Just a member of the group, that he has no more power than any other
member, no more nghts, and hence no more responsibhity However, the
group depends on 1ts leaders and on the tradivons of the movement they
represent Sometmes leaders must even exert their power forcefully because
of ambiguity 1 a particular simanon If the regulated means of social control
are unavaiable, leaders must resort to more direct and dictatonal ractics The
seemung abdication of the leadership role creates a vacuum with some quite
curious results

Leaders are relieved of any democratic procedures 1n setting the group’s
aims, i hmiting the means of achieving them, and 1n securing the cooperation
of the group An effect of this lack of structure 1s that the personality of the
leaders, their style of conducting and developing the group, becomes all
umportant This has been shown n the study by Lieberman, Yalom, and Miles
(1973), which also shows the importance of a warm, supportive personality as
against a strong, charismatic leader who may hurt as much as help

Leaders of encounter groups have mn their hands a great arsenal of means
for domnating indwidual The feedback techmique, which gves the
encounter group 1ts strength, the high emouonal pitch, the ban on intellectual
discussion, and the use of physical methods of interaction make it possible to
exert any amount of pressure on group members It 15 the plastaty of the
approach 1n the hands of a skilled leader that makes groups so impressive to
their members The group expenence will be r bered as 1 dous!
important after a long ume, even iIf no change or httle change can be
measured by any conventional means

Cnticisms from group members, as expressed in personal letrers, usually
center around this fact. Group members are exposed to unrelenting pressure
and attacks by the leader, which result in their eventual dependence on the
leader Group members who did not accepr the leader’s position to begin with
frequently resent this pressure (Maliver, 1973) Deletenious cffects do not
necessanly take the form of spectacular breakdowns, which are relanvely rare
The expenence of beng forced to drop defenses under group pressure for a

prolonged ume without any gwidance mn finding substitute defenses 1s the

e el
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most common cause of negative consequences. An im:cstigam?n of the :]s; :‘f
encounter groups in psychological training drew attention to hidden casu n'ccd,
those who felt rejected, dropped out of the group, and thus were nol‘ m: e
by the leader or mentioned in reports, “By far the worst trauma is to
ignored” (University of Michi. an, 1969). X
@ lnqui(rics to awnumbcr ogf encounter centers organized accofdmg to th;
Esalen model have led a variety of b kgrounds among Ehcu' l:adﬂf‘
large proportion came from the traditional helping professions, csP:lﬂiu)a’
clinical psychology, social work, and adult education, but' there was 5‘])“_
significant number of leaders without any relevant professxfmzl ttan’lu'lg-l -
sponses from the centers showed [ittle concern with this difference and lo
regard for qualification for leadership,

The threat poscd b
the safeguards thar exis
under diti

y a leader who does not accept or finds unnecessary
t in many institutions becomes especially important
groups function within these institutions.
e from real life, serving mainly as forms f’f
and thus do not interfere with the social

A PR : r
structure. However, some occur in the regular institutions of soclfty- f‘j
instance, as instruments in labor and p 1 relations. N 11

y, safeguard
are established within these institutions to protect workers® rights to maintain
privacy, to have representation,

.

where
Many encounter groups are scparat
recreation or personal adventure,

and to oppose management interests. Also,
institutional are blished for Iving i 0
groups, however, tend to bypass these safeguards. In management training of
personnel relations, for 1

the guise of self-expression,

pie, groups may be introduced under
letting nature ¢,
the rhetoric of naturaf groy,

ake its course; and, by adoption of
PS, many of the safeguards that have been CS‘fb'
ost. There are other institutional contexts in which
cncounter groups may allow leaders to use influence techniques that would
ered inappropriate, Thus, school systems may conduct

ps that deal with the personal feelings of members toward each
cven though these €Xpressions m:

training groy;

$ accept the positve value of a policy of
rondiscnmination apgd racial gr and gnize that

fzthr{xqucs may be an effective way of changing personality characteristics and
ingrained habits opposed 1o in;
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groups may lead to a totahtaran acceptance of attiude conformity The
encounter techmques, of course, are not so well developed that they always
lead to posiuve results, but they may be sufficient to produce discomfort
The same problem anses when group techniques are used in some labor-
management conflicts Again, these techniques may not, m fact, succeed They
may backfire and lead to greater confhicts and to stnkes that are even harder
to settle Bur, even if they are successful, the question 1s, do they really
represent opportunities for the members to express thewr potenual or for the
leaders to use therr strength to push through thewr views? The fact that
techniques depend so much on the charactensucs of the leader would suggest
that the latter 1s probably true
Finally, what 1s the responsibility of the leader? Encounter leaders have
been trying to avoid this problem by stressing the chent's responsibity They
have become more and more exphcit in claiming that people coming to a
group are expected to know what they are downg, therefore, whatever happens
to them in the group represents their own choice and thus thar own
responsibilicy This 1s frequently interpreted to mean that if both parties to
the contract, the leader as well as the parucipant, promsse to do their best,
everything will turn out well QOther defenders of encounter groups claim that
many of the untoward happemings, breakdowns, or even swmcides might have
come about anyway, and thus the group should not be held responsible for
them It 1s pointed out that those things happen m the course of daily lving
as well that there are other events 1n society that may lead to the same
result Finally, 1t 1s proposed that some of the events that may look
untoward like psychouc episodes may really be blessings in disguise or at
least lead to an acceptance of therapy as a way of working through problems
All these arguments may be true in some cases but they show a real
confusion about the effects of abdication of responsibihty n the conventional
sense They also distegard the uneven distribution of power between leader
and partcipants Even the least expenenced leader has already scen several
groups and knows what can happen while most participants have much less
expenence Many participants also come because of a serious personahity
problem and place themselves tn a dependent postion In short the whole
assessment of responsibility turns out to be a doctnne of caveat emptor
which s the opposite of consumer protection

LEADER-SOCIETY RELATIONSHIP

Different kinds of leaders not only exert influence differendy, they also
have different kinds of impact on others Professionals concerned with change
follow diffcrent models of human nawre the nawre of influence and the
context of the relanonship and perform different roles 1n society The
social psychological rescarch on causal attmbution can help in understanding
cthical dilemmas

Social psychologists  have subjected the condinons of artnbuting
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responsibility to others to intensive analysis, both t'hcorctlcal and c;lptmc::p ;:
is clear that there are certain conditions under which wf assume ahp pe
have acted on their own and were responsible for their acts, and o er; "
other conditions under which we assume their acts were clctcm.unca-l i
circumstance or were the consequence of other people’s acfmns. This ev; Uis
tion depends not only on the circumstances under Yvhu:h t.hc z;tl:nmis
performed but also on the set of the perceiver. In experiments in whic e
set has been manipulated, it has been shown that evaluation as wel o
perception of the same acts will vary, depending partly on the perceive
ones et al., 1972). .
¢ It is so;ncwhat risky to extrapolate this analysis to social situations and
social movements, but it is worthwhile to attempt it. Thus we have, on the
one hand, the religious point of view,
themselves and all they might do. Thus,
punishment even if the origin of their
by themselves but inherited from their

medical and sociological point of view, which assumes that people are really

L P i or
victims of social circumstances and, therefore, cannot be held responsible f
their actions. Each of these points of vi

model or central myth. The myth of i
salvation, stresses the importance of indivi
their own election. The mythology of
part on the Ocdipus complex and shor
childhood upbringing and the stresse:
human tragedy that can only be alleviated by trained analysts,

The myth of the cncounter group, which can be gleaned from the
writings of various group leaders, draws on the models of both religion and
science (Back, 1972, Ch. 4), 1t pictures the individual as a fallen soul or fallc‘n
8, healthy, and good, but is imprisoned in
convention, law, and other restraining mechanisms.

mind is not able, at least in our society, to fully
assert jts own potentiality, Everything bad in life is outside the human essence
and is the consequence of jis imprisonment in th
these layers can be femoved—and ths 3ppears to be the goal of encounter
groups—then the original self

which holds people responsible for
people may be guilty and deserving of
objectionable actions is not produced
ancestors. This has given way to the

psychoanalysis, by contrast, is based in
ws the individual as the victim of car.ly
s of socialization. This is the essential

angel: The human soul is stron,
several layers of the body,
Thus, the essential human

40 action. Models of hyman change distinguish the
locus of causes of human acuon, the condinons under which personal change
can oceur, and the Proper role for each Parucipant 1n the process. Many
proffmons are involved in human change, but the principal models one can
consider before WMINg 10 encounter Broups are the legal, the rehgious, the
medical, and the socal refonn models,

These models duffer 1n the extent to which therr intervention is based on
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an appeal to higher pninciples The religious approach justifies change by the
claim of beneficial effects to be achieved at later imes and, in some cases, the
promuse of eternal happiness Legal pracutioners clam the authonty of the
polincal community that has set up the rules thar they are bound to enforce
In both of these cases, the practitioners claim a higher authonty, which
enables them to intervene and change people without their own mnatve By
contrast, both the helping professions and the reformers take the individual’s
pont of view They offer to help 2 person to achieve a better state All the
person has to do 1s follow their advice Therr own authority s thewr claim to
supenor skills and traming to effect the deswred changes The two models
differ from each other in the locus of emphasis and hence also the assumed
locus of conwrol The medical approach typically hberates the individual from
an assumed deficiency, while the social reformer believes in changing socal
conditions that can effect individual change indirectly
The greater the authornity of the general rules on which practitoners
depend, the more jusufication they have for bemng the sole agent of the
change and the more independent they are of the consent of the chient The
goal 15 set @ priorr, and the means are “‘objectively” necessary If society
accepts the necessity of rehgions salvation 1 a particular way, it will give the
religious practitioner authomnty to nterfere with prnivate lives The same 1s true
for pelitical sdeologies and law enforcement Indvidual and awil nghts have
been designed to protect the indiidual from the overwhelming claim of
mstitunons of this kind and are based on the 1dea that the outside goal 1s not
overwhelming and immutable Hence, there 15 no absolute authonty over the
mdwvidual The physician as well as the social reformer find the emphasis on
ndividual nights congenial to therr own approach The physician 1s enntled to
make only those changes that the patent desires Doctors thus tend to think
i terms of therr wndividual responsibility to the patient and accept the
necessity of cvil mights for the patient In fact, physicians try as much as
possible to avoid legal proceedings, such as commutment procedures, which
would interfere with the doctor-patient relationship  Similarly, social
reformers, such as community orgamzess, &y to obtain legitimanon through
the participation of the people with whom they deal The physician’s
scientific declogy and the reformer’s political ideology are embedded within a
framework that upholds the civil nghts of the individual
The physician and the reformer may believe that they are merely inter
preting smmurable laws of nature or society and trying to adapt individual and
social behavior to these laws Conversely, the lawyer and priest may try to
address the concerns of the people with whom they work Thus, the dif
ference 1n ulumate sancnon 1s not always reflected in the behavior of the
professionals themselves But their bebavior 1s at least partially based on their
model of human responsibihty and therr attnbunon of causes for human
action The religious model postulates an overwhelming power and nowms
established by that power Individuals are free, within certain limuts, to find
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their way of conforming to these norms. The legal mf)del. assumes a;at::n:lf
human being who can be changed or deterred ﬁ'ol"f‘l annsocna.! acts by t e e
punishment or possible reward. Medical and especially psychlal‘r-lc 1:om:tm:)m o
postulate a desirable normal state that they help xhc:r'panems to 2 “
Social reformers sce certain social forces, usually mampx:llaud by powcs
groups, as hindering the devel of the individual. Their model assum

essentially healthy beings who can be helped by collective action to reach
cir proper and satisfied state. i .
" \v\ll)haf is the role of the encounter group within this classification 0;
professions? In a certain sense, encounter groups are 3 further development oe
psychiatry. Treated as psychiatric theory and method, encounter groups ar
discussed in textbook chaprers on new techniques of group therapy.
E groups are, h , more than a new technique of psy&:_hothﬂﬂPY-
even if they arc used as such. The phasis on expression of and on
finding 2 new myth of human behavior links them more closcly to d‘;
religious point of view on human change. Encounter group leaders talk o
cternal veritics, which, unfortunately, present civilization has forgotten. T.hus,
they follow the model of the professional who can intervene on the basis of
etemal truths that do not need to be justified. In this sense, encounter groups
are in decided contrast to the two models (medical and social reform) that

assume 2 reciprocal relationship between leader and public and thus place
some obligation on the leaders in their relation to the client.
Here we sec the basic contrad;

ions of the movement and the
ambiguous role of the encounter leader in society. The refusal to assumec
I hip gives the leader the illusion that he is free of
responsibility. This idea is

particularly applied at Esalen by William Schutz
and Richard Price, Thus, leaders assume the authority not only of the
physician, but also of the priest or shaman. In fact, encounter leaders are
neither. They do not haye of the professional training of the
physician, and they avoid the claim of dealing with the sick. Nor do they
accept the long-range personal and social responsibility of a religious leader. In
fhc backg d, h T, leaders have a definite ideology, as shown
in the writings of the movement, What is more, many people who come 10
sesstons realize what encounter EFOUDS represent and are aware of the new
culture they chaim to develop.

Encounter group leaders
acteristics of the diffy

'Y 10 maintain a balance between the char-
€=t professionals discussed here. They try to borrow, in
Part, the meuphysical aura of the religious leader and the knowledge of
curing of the medical doctor, bug they also try 10 Iead 2 social movement and
produce longrange soci] changes 1n 5 certam part of the population. Perhaps
they are best desenbed n Y the one modet they do not take, that of

t cgatively b
the law, which requires an X3¢t quid pro quo and dewled investigations of
evidence.



AN ETHICAL CRITIQUE OF ENCOUNTER GROUPS 113

GROUP-SOCIETY RELATIONSHIP

The ambiguity of encounter groups extends not only to the role of the
leader but to the social defimtion of the enterprise—the place of such groups
mn society Jusufication of a proceeding can be made by rational means, by
the detaled scienufic procedures of tnal and-error and expenmentation, on
the one hand, and by the mnspirations and faith of religion, on the other As
Jusufication of the theory underlying encounter groups, a combination of the
two 15 conveniently offered It helps to find facts that corroborate the theory,
but 1n the absence of such facts one can always appeal to mspiranon and
feelbng However, the Justufication used determines the constraints society
mmposes on the conduct of the program uself As social controls on group
processes have developed, they have been most strongly exerted on pure
expenimentation, next on therapy, and least on religious exercises An act that
may occur m an encounter group would be difficult to carry out in the
context of an expennment Full consent would have to be obtaned, after
gwing the person an account of the procedure and the nisks it entals If
therapy 1s involved much greater sk would be jusnfied as long as the
procedure conforms to the ethical code of the medical profession (although it
has been pointed out that most therapy 1s experimental to some degree) In
religious exercises, even more dangerous practices may be allowed under the
guise of protecung freedom of religion

It becomes umportant, therefore, to examine the purposes for which
people enter encounter groups Probably many enter for recreational purposes,
and they neither know nor care very much what will happen, as long as they
have a “great” expenence Many people are also searching for something that
15 mussing 1n their lives, responding to a sense of ahienanon from their culture
and general malaise One also has the impression that many people partc
paung in encounter groups have a tortured religious background and have
tied many different rehgions 1 an attempt to find a place wn the world
However, rescarch has shown that many of the people ventuning mto en
counter groups are either undergoing psychotherapy, or have undergone 1, or

are considering it This suggests that many group members are really pauents
who are trying to find a subsutute for or alternanve to therapy Contrary to
most therapy, of course, encounter groups provide no contract or promise of
betterment Most encounter leaders explicitly refuse to make such contracts
Exceptions are those pracunoners who combine psychotherapy with en
counter (Gestalt therapy, transactnonal therapy, and allied methods)

Fernandez (1977) has shown the difference betwveen the integratve
change techniques modern and tradinonal, and the process of encounter
groups Rutes of passage of all kinds occur in three steps (Turner, 1969) In
the first one, smtiates leave the ofd or sick status In the second, the mitates
are neither m the old nor the new status, this 1s called hminality Here the
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initiates relate only to their group or to their mentor. In the ;h“dosftziec'i::;:
initiates are reintegrated into their new status as different mcmh ers o oo,
In encounter groups, only the first two steps a.rc‘pcx:formcd, Tl t:lmdcrs it
left in their dependence on the group, their liminality, and the ead o e
to take responsibility for showing them the way to apply the cxpencm-h.cr e
diverse addicts of group processes, who attend one program after an

i ictims of this
take marginal jobs in encounter centers, are the most obvious victims
truncated process,

Many group b ly have a hidden agenda behind

PP .

the overt one. The overt agenda describes people who want to spend som
dme with a group to find th Ives and di

what groups are.
Such people are free to come and go and to do whatever d}:y ‘wuh. ’:‘:;
hidden agenda, however, very often suggests people who are in d‘BHCSS
who had heard from others or from the mass media that their distress mz);_
somchow be alleviated through encounter groups. Most of the propagﬂnd‘f"z
the groups hints that this is possible. Thus we have the specracle :i -
periodical refusing notices of encounter groups on the grounds that m:d -
advertising is unethical. When The Village Voice did so, encounter leade

argued that their groups were primanly recreational or educational. The editor
of The Village Voice, h + produced

promiscd cures for a whole range of ilis,
Prospective particip

ductory psychology students were given
quirement for rescarch participation by attending 2 T-group. Of the 81' who
agreed 10 attend, more than half (54 percent) had either considered going to
or had actually 80n¢ 10 a psychiatrise, psychoanalyst, psychologist, mental
hospital, or mental health clinic. Of the 246 students who did not want to
attend 3 T-group, less than one-third (32 percent) had considered or actally
experienced some form of therapy.

Because of these expectations of the clj
inquire into the qualifications of the leaders. Here the bogey of ?w'
fessionalism appears, Encounter groups are in favor of frecdom from socicty
and from traditional, academie conf; and opp d to such
s professionalism would impose. There is a general fecling that some people
e good encounter leaders, ang that the clusive quality of chansma may
excuse everything, It is interesting 1o repeat that, in studies of encountet
groups, the charismatic leaders had the Ieast success and their groups
accounted for most of the breakdowns (Lieberman, Yalom, & Miles, 1973)-
Glidewell expresses the hope that there will s00n be professional control ?f
€ACOURLEr centers, This Tecognition of the problem wath a hopeful solution in
the future points to the METY core of the dilemma: The objection 1o outside
control fits into the dly d i 1
ment, but toral,

i one of the o

group adverti that

are infl d by this image. A group of intro-

an opportunity to fulfill their re-

cnts, it- may be appropriate 10

gy of the move-
lished under this shield. Even
ould establish norms, it would

d
taran control cap casdy be cstab
Tg3mizations cited by Glhdewell ¢



AN ETHICAL CRITIQUE OF ENCOUNTER GROUPS 115

be in the old ambiguous posinon of trying to be progressive and thus would
be helpless agamnst 2 new leader who would denounce the nigid professional
standards of the now tradinonal establishment

The implicauon of the ambiguous social definiion of encounter groups,
which results from bining the dical and relig models, becomes
evident when encounter groups are evaluated as medical treatment, similar to
2 new drug In such an evaluation, the rato of success over danger would not
be great cnough to allow the new treatment to be introduced, at least not
without adequate safeguards or defimtions In a new rehgious movement,
which simply promuses to increase general joy in life, these kinds of stnctures
would not apply As an alternate way of feehing, which people are free to
pursue, encounter groups would be as valid as any other kind of hfe style
adverused m our best sellers What 15 dangerous, however, 15 to combine the
aura of the medical profession and 1ts standards with the cvil and religious
freedom of pursuing alternauve life styles

THE OUTLOOK

Verplanck (1970), in a survey of psychologists on problems wath en
counter groups, reports a feeling of general unease There 1s little evidence of
direct danger and few stones about people actually being hurt, but many
psychologists feel that something untoward may be happeming mn encounter
groups and that some danger may exist.

Encounter groups do not promise anything If you do not have a goal,
how can you be accused of musrepresentatton® Why do you need to make a
contract with people about the direction or course of a2 procedure that 1s
merely designed to release emotion and to enable participants to become
themselves® How can one apply medical standards to a rel mo!
moral standards to a recreational actvity, and the requirements of commumty
acuon to an indvidual, expressive experience® Few people are badly harmed
and, i any case, what procedure 1s completely harmless

On the other hand, we know that people who enter encounter groups are
not really that naive They bnng definite expectauons to the sessions, many
of which are created by the publicity of the mo! Pcople do
not simply express themselves, they are part of a society The idea of a
commumty where people just do what they want is open to many interpre-
tations It generally means that the leaders do what they want and express

themselves through the members Some of the bizarre behaviar in groups 1s
clearly more expressive of the desires of the leadership than of thosc of the
members themselves, although the members may feel that their violauons of
normal social taboos may reflect what they really want

The moral uneasiness persists It cannot be nied to any specific proccdun:
or danger, as the whole t 15 d n y Sp ex
wremes, of course, can be exposed, and the movement has bc:n mvolved with
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the legal system when physical or mental injuries coulc}l be provcx:h(::::;l:l::
Carnes, 1972; Maliver, 1973). The threat of damage suits or un‘aju e the
of wellknown training centers has confronted :flcounrcr lea :r: ot
realities of society and increased their interest in ic legal .sa cgut oot
society. However, the problem with encounter groups is that their exac ey
cannot be pinpointed as being either positive or negative, as can morcu .4
be done with drugs. With so litde positive evidence f‘or encounter gro ;p\;vhcn
we sacrifice truth for freedom, freedom for justice, justice for welfare
will we recover truth, freedom, and justice? i i
Pethaps the answer cannot be found inside the groups but in (hcd{:;aaiz
they present to society. Encounter groups may be a symptom of: lﬁ o
that is part of our present-day world, a symptom that appeared when ﬁd
systems began to disintegrate, new social movements suddenly arosc,
leaders became capable of propelling their followers into extrcmc.acnor.ls. 4
‘The similarity of encounter groups to the beginnings of millenarian an
related mass movements has been pointed out (Back, 1973). Such movcmc{l;
frequently hold out the promise of eternal happiness here on earth, wi
complete freedom of the senses, once the last enemy is overthrown. They 3;‘
based on recognized defects within the society and thus attract many people
with reasonable grievances. In our society, they may be based no't on
ic deprivation but on boredom within affluent groups. A promisc 0
lleviate boredom appeals to bers of the middle class and mobilizes 2
passionate following among people who, in an cconomic sense, are MOSt
advantaged within this socicry. Thus, the safeguards that this society has
established against abuses of power may seem trivial to these people, once
they are persuaded of the great aims o

f the H g
most of the movements in history that have done away with such restraints
h

ave resulted in greater oppression rather than greater freedom. Encounter
groups may reflect a new yearnin,

g for giving up restraints in a new kind of
mill ism. The may be one symptom of a general
uncase within the society and one expression of a longing for a ncw, all-
engulfing, mass movement,
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ETHICAL ISSUESIN THE
PRACTICE OF ORGANIZATION
DEVELOPMENT

RICHARD E. WALTON
Harvard University

ORGANIZATION DEVELOPMENT IN CONCEPT

The concept of orgamzation development (OD), refernng to certan
professionally led activities intended to “change” or to “improve” organizations,
ganed currency in the early 1960s. Organization development was first iinated
I business, subsequently 1n government and education, and more recently in
work orgamizations as diverse as multtary unuts, hospitals, and religious groups.
Today, 1t 15 an intemnational phenomenon

Early pracutioners generally came from sensiuvity traiming programs and
relied on laboratory training methods Today practiioners of organizaton
development are drawn from diverse ficlds and employ a growing number of
change strategies. thlc the early pracnce was confined to process interventions

tntended, for ple, 10 p interpersonal dialogue, current pracuce
mcludes the redesign of “structural” features such as division of labor,
coordinative h reward sch and career paths

The research for this chapter was supported by the Division of Research, Graduate

School of Business Ad Harvard L 1 wish to ack ledge helpful
Suggestions from Professors Chns Argyns and Paul Lawrence, D Steve Ruma, and Robert
Walton, M D
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How do ethical dilemmas arise in the practice of organization
development? How arc they handled by the OD pracfitioncf (OD-P)? W‘:‘:l‘
guide, if any, can be offered? My purpose in this chapter is to stm.mlate persol "
reflection, discussion, and debate within the ranks of applied behavior
scientists. I therefore raise questions about practices when 1 myself can offer
answers only tentatively.

Ethical issues can arise for the OD-P as a result of the following types of
inconsistencies:

if he' assists an organization whose goals and strategies hc morally
disapproves

* ifhe i himself with
and fairness

if his interventions emplo

Y means or produce consequences not consistent
with his own personal values

gerial actions of questionable justification

if his actions vis-3-vis his clients violate standards that normally govern the
professional-client relationship

if his interventions produce consequences not consistent with the values
generally attributed to OD

ORGANIZATION DEVELOPMENT
IN VALUE ORIENTATION

There are two broad categories of organization development practitioners:
{(a) extemal consultants, who typically hold doctorates in a discipline such as
psychology or in a professional field such as business administration and arc
affiliated with iversities, alth gh 2 growing number are independent
consultants; and (b) internal consul s full-time employees, often drawn from
the personnel department, who are usually without advanced degrees.

This chapter discusses extemnal consultants whose relative independence and
professional training p the develop of cthical codes. Although there
are no precise data, 1 would estimate that the rapidly growing number of
individual consultans who claim to Practice OD in the United States alone is
several thousand,

At least three valye orientations may guide an externat professional engaged
in changing organizations;

1. Thh: Person may seck improvement 1n the orgamization’s capacities 10
chicve its goals (for example, profit for 3 business firm and delivery of
services f‘"" govemment agency), Ths ofnientation to organization
achicvement identifiey with the

2,

u traditional concerns of managers.
€ person may seek 1o improve the quality of work life for organization

N .
The wiiter intendy 1 €23 such 13 this to refer 10 2 penson of either sex.
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members 1n order to increase self esteem and personal growth, to ensure
Justice, and so forth This 1s a particular outgrowth of a growing humamistic
concemn 1n our soctety as a whole

3 Theperson may wish to change orgamizations in ways that make their effects
on other mstitutions Or communities 1n the largcr SOClC[y more pOSlthe

The first two onentations are more relevant and are more commonly nvolved i
0D, although, as will be 1llustrated later 1n this chapter, the question of external
consequences 1s sometunes rased by changes pursued through OD

The dominant value orientation of OD 1s reflected in the formal defimuons
of the field For example, Beckhard (1969) defines OD as

an effort (1) pl d, (2) org ¢ ide and (3) iged from
the top, to (4) ncrease organmszation effectiveness and health through
(5) planned 1nterventions in the orgamization’s processes, using bebav-
toral science knowledge (p 100)

Others would include in OD planned change efforts that are not
“‘organtzation wide” and not “managed from the top ” In fact, Beckhard 15 one
of the relatively few OD practinoners who consistently work from entry at the
top of the orgamization Nevertheless, Beckhard’s defimtion does accurately
reflect the aspiranions of most other OD practitioners who believe that OD
should start at the top, should have the latter’s active endorsement and
mvolvement, and should be organization wide

Organization development 15 also known by certain charactenstic acivities
For example, Burke and Homsten (1972) idenufy five major classes of
interventions team building, management of conflict, technostructural, data
feedback, and traiming  For these authors, the ulumate goal of OD 1s to create a
self renewing organization The *“social technology of OD™ 1s utilized to enhance
the “social functioning of organizations” and “for adapting to needed changes
ona day to-day basis " According to Burke and Hornstemn, “the pnmary focus in
OD is normatve change, individual change 1s simply a by product” (p x1)

Beckhard (1969) further clanfies the hierarchy of values in OD when he
emphasizes the following as a condition likely to produce failure

Confusing “good relationship” as an end with good relationships as
2 condition

Some beh I science orgal change programs imply that
when effectve, open, trusting refationships exist among the people of
the or 100, you have org tion health They imply that an end
goal of such a program 1s to cstablish this type of chimate and
relavonships Good relationships are an unportant condition :n an
effective organizanon but they are not an end state (p 95)
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These definitions of OD reflect a primary concern for the 'cft;:t.:acj’ :;
organization processes. Indeed, with few cxccption.s, the OD-l? 151'{1:5[0 ioh
management, which typically expects improved quality of w0fk|ng Ilh Pop
treated as a means rather than an end. If there were no more to it than that, op
would simply be a form of management consulfing. Hochcr. flhh: o
practitioner typically has personal values concerned with the quality of u "
experience. For cxample, many OD practitioners value authcnuut?’ o

P in human rs regardless of their efficacy for organizatiol

o in these
achicvement and thus give OD humanistic overtones not reflected in th
definitions.

OD has a primary emphasis on organization achievement and a s:conlda;);
emphasis on quality of working life. The OD-P is often a managcmfnt fcnsu um
in his concern for organization achicvement and a social reformer in his conccks
for humanistic values in the work place. Embracing two evaluative framewor.
greatly increases the likelihood that value dilemmas will arise. ¢

Many potential value dilemmas are avoided, however, by the tendency o
OD practitioners to focus on only a few autributes of organizations that affcc;
quality of work life. Specifically, OD attends to the use and development o
human capacities and social integration in the work place. These are P-‘*{"C"_I"’r
areas where OD-Ps belicve change can simuyl ly improve org: ton
achievement and the quality of work life.

Other organization conditions have been outside the action arena of QD'
Organization development has not dealt with issues of due process, articulating

and advancing individual rights vis-3-vis the organization, matters of equity, and
income distributions within

the organization—all of which have a dircct bearing
on the quality of work life. These quality-of-work-life issues more frequently
involve trade-offs b the i of an ization and at least some of
its members,

Having broadly characterized the values of OD-Ps, I wish to state my own
values and concerns, | have a basic interest both in improving the effectiveness of
Organizations that produce useful goods and services and in enhancing the
qualty of human experience in the work place, Both improvements are urgently
needed. Many y.g,

. industries must increase their productivity if they are 0
continue to compete in the world market; h

ospitals and municipalitics must
become more effective if they are to meer the sising demand for scrvices at
reasonable cost.

Turning to the quality of work life, many of our working population arc
ahienated from their work ang the employing organization. Today in the United
States, 1 belive hum especially 1n need of planned change
cfforts. Therefore, | confine ¥ OD acuvities to those that have a net positive
effect on quality of work hife. And | 2ccept the standard aimost always held by
chients thay my cfforts should enhance Ofgamization effectiveness. Fortunatelys
;h'“‘ € MY opportunites to improve both effectiveness and quality of work

e,

ARIstic concerns are
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ORGANIZATION DEVELOPMENT
IN ACTION ILLUSTRATIONS

Seven sample OD intervention cases are described 1n this section Each
provides a concrete context for idenufying one or more of the ethical issues that
anse in pracucing OD Together they illustrate a wide vanety of interventions as
well as a wide vaniety of value orientations held by OD practiioners

Implementing Top Down Change

Beckhard (1969, pp 45-56) described a case involving an OD strategy for

changing a firm from a family-owned and managed culture to a professional one

The company’s market position had shpped mn recent years and an
nfluential member of the family (Mr A) called on the OD P for help However,
“most of the management and work force were long term employees and were
generally sausfied with this state of affairs,” that 1s, the “royalist” pattern, with
family members 1n all top positions The OD P’s diagnosis was that (a) “the
change 1n management would be very dramatic and probably traumanc for a
number of management people” and (b) “it would be necessary to prepare the
dwision management group for the change, to get out some of their feelings and
attitudes zbout the new leadership, and to find ways of getung therr
commutment to making the new mode work” (p 47)

Subsequent nterviews confirmed that there were psychological and social
costs The human trauma involved “loss of status in both the firm and the
commumty” and “loss of contact and upward mfluence with the power center”
(Beckhard, 1969, p 49) It also involved many career casualities According to
Mr B, the dvision head, “We are running a business now that’s considerably
bigger and more complex and more actwve, with something just over a third of
the people we had before” (p 54)

This case illustrates OD as an instrument of top management with exclusive
attention to orgamzation achievement Furst, in taking the assignment, the OD P
dud not question the conclusions of his sponsor, Mr A, that drastic action was
Recessary and that prof Iization of { was the approprate
action Second, there was no mention of any attempt to weigh the human cost
for some aganst the expected gan for others and the firm Third, The OD P
appeared to agree with Mr A and Mr B that the culture in which positon
and status are based on competence was superior to the culture 1t

*However, the cxamples provide neither an adequate nor representative sample of OD
interventions For example, the teambuilding case given (Kunloff & Atkins, 1966) 15 only

one of several different types of OD interventions focusing on work teams The case
! el and personal learming Other team

included here h P ;
Mterventions emphasize substantive tasks, such 1s long P g or
P such as the mech of P i d The latter raises fewer

cthical dilemmas
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replaced—where position and status were influenced by family mcmb:rsh;r.
Although the majority of the management and work force were generally

satisfied with the earlier culture, the consultant did not hesitate to help effect
the change,

Building a New Work-Role System

Clark (1972, pp. 46-49) described a case set in the Danish shipping mdus_try
where social psychologist Hjelholt assisted onc crew in anticipating and coping
with the social problems caused by the transition from a traditional mnkcr'to
one of the most d tankers. A ion was viewed as a way for Danish

shipping to become more competitive, The OD consultant did not question this
analysis.

Management was the primary sponsor for the change. The unions opposed
it. The government was enlisted as a second sponsor to give management
permission to conduct an experiment for one year, .
Hjelholt took as given certain features of the new work system: dramatic
reduction in crew size, with irs implication for employment; and rcdl{ctd
xtended time at sea, with their disruptive implications

ife. He also accepted the new automated technology

imposed by these givens, there were the possibilities of

nd rules governing work, nonwork, and

ple, the reduced crew could fragment the social system
and isolate members, a potential thar mi

ght be avouded by innovative planning.

Hijclholt was given a free hand in devising the training for the crew in the
months before the tanker was ready. He planned two one-week conferences
invoh’ing fepresentatives of the npew rew and proceeded in the spirit of
“maximum feasible Patticipation.” He used the conferences to build up 2 new
work-role system thay would fulfill the needs of those who worked on board the
new tanker. The group identified various areas for Planning: meal arrangements,
alcahol regulations, location of quarters, use of leisure, safety, and maintenance

2 on). Helholt's role was to analyze and facilitate
¥TOUp processes, Decisions were made largely by consensus.

5 After lht.nclw tanker wag commissioncd, Hyelholt traveled with the crews
ebierving, articulaning tentions, and ensunng cnts were
workirg The tesules wy Sy e Job enlargem

1€ reported as sausfacro 1n terms of both the quality of
work lifc and the ofganization achitvement K !
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Hjelholt reflected humamistic concerns about the mpact of the new
technology, as if minimizing the social and psychological costs of the new work
system was a worthy goal in and of 1tself, even where the consequences for
orgamization effectiveness were problemancal

Management had to be reasonably satsfied with any solution proposed
before 1t would be accepted, but the consultant greatly increased the influence
of those who were the targets of change Hjelholt sought parncipation by those
directly affected 1n the planning process However, he unhzed a representative
structure other than trade unions As a result, the union might well argue that
some general nterests of the workers were sacnificed even though the workers
directly mvolved negotiated conditions satisfactory to them

Strong E lity in Team B 9

Kunloff and Atkns (1966) report a case involving the top work team of a
small manufacturing firm Kuriloff was the president, and Atkins was one of two
OD consultants utilized

When Kurnioff became prestdent, he found a lack of trust and confidence
among three of his key subordinates Rod, the chief engineer, Hans, the
production manager, and Earl, the purchasing manager After five months, he
concluded “that the ime was ripe for 2 more intenswve and powerful attempt to
resolve the problems of interpersonal conflict* (p 65) He reported how his
subordinates were approached

When the ume came to tell my people about the T-group, I
approached cach person individually “We've got a chance to go
through special traimng, pad for by the company It’ll be partly on
company tme, partly on your own We’ll go for five days straight from
three 1n the afternoon 'nil ten at might, with an hour break for dinner
The objective 1s to help us learn how we appear in the eyes of others, so
We can mmprove our ability to get along with one another and improve
our business

*“Attendance 15 voluntary, and if you choose not to come, 1t won't
be held against you

“This 15 a chance for all of us to get a valuable education at no cost
o us, except the time we 1ake out of five evenings 1 plan to attend
myself *

Admuttedly there was a kind of covert coercion in this approach
Yet I was sincere when 1 said that attendance was voluntary [ hoped
my sincenty would show and be believed, and that the condittoning of
five months of meetings with my key people would, in some measure,
allow them to trust me

My feeling that I had establised trust scemed justfied when all the
key managers and supervisors showed up for the Tgroup (p 67)
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i i two
The stage was set by the physical setting, the expectations of the
1 and their introd y statement of ground rules:

Fifteen brave people would be wnfronxing.onc.anolhcr ;:1‘-:1:
circle, finding it very difficult to hide, even bchmfi silence lodl' bcgthr.’
facile talk. The wide space in the center of the circle wou o
dumping ground for people’s misconceptions, for untested assumi
about one another that caused confusion, for unst?tcd resentments. . ;f

Jack, the co-trainer, a tall, slow-speaking, m|l(.i—manncrcd man .
few words, explained that the purpose of our gerting t‘ochhcr v::s e
explore our feclings and relationships. Projecting a quiet ?trcng. , "
said,"It’s important to express feelings about one another, inclu mgl .
trainers. No holds barred.” He added, “However, everyone should al S-
feel free not to respond if it becomes too difficult or too uncomfort
able. Openness is valued, but so js the right of privacy” {pp. 70-71).

After the naturally tentative beginning,
began  confronting  some of the
members—sometimes involving superior

the group got down to business al'l:
interpersonal  difficultics among i

and subordinate relations and sometimes
peer relations. At some point the discussions began to focus on Hans who, ilf’r‘“g
with several other people, had not been sble to attend this first mecting.
Mounting resentment was being expressed toward Hans.

The Eroup was skeptical about changing Hans. His gcﬂf“l
reputation, cven among people in othep companies in the community,
was that of a Nazidike, unfeeling, relentless man who would hurt
people to advance his own interests (pp. 74-75).

Hans also was abseny from the session the secor

nd day. He had not been at
work in the morning cither:
Someone said he called in and said e had the flu. The group
laughed, knowing Hang's cleveness and knowing he would have
anticipated 3 confrontation an

Broup's progress. Th
0 get tans back, when

1tnbunat or even a0 Inquisition (pp. 75-76).

On the thirg g,y Hans was there When he finally was confronted he
fOealed bt Penonal background and w

to emphathize wig him, According 10
otienilly Lheryted by Bis peno
them.

flening in 3 way that enabled others
Uns account Haps appeared to be

™l tevelations ang the group's acceptance of
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Earlier this third day, the group had focused on Helen, a young woman, and
Bob, the elderly man who was her boss Helen ininiated the 1ssue, describing her
problem 1n general terms The group hnew whom she was having difficulty with,
but they waited for her to identfy him When she did, Bob responded with
defensiveness and tenderness He recounted lapses 1in her performance and 1n her
respect for elders Finally, he described the enormous work pressures he was
feeling Shortly after that the consultant addressed Bob He reported this
Intervention

I asked Bob why he felt so responsible for everyone—-Helen, the
men 1n the field, production engineering Giving my further impression,
tsud to Bob that 1t appeared to me that he had strong fear of failure
and shouldered responsibility that was not nghtfully his “Why do you
try to make everything perfect?” I asked

*“That’s enough, laddie I've said my piece,” Bob concluded with
finality *“No more I have to leave for school 1n a few minutes and now
I'm all upset

I backed off (pp 77-78)

The fourth day’s work included further attention to Bob and his
relationships

Bob  seemed cold and disconnected from the warmth of the
group I tned to help him back 1n by reflecting this

Gwving warning, Bob said, “Don’t try to pull your tricks on me
agan, faddie Iwon't fall for 1"’

If technique did not work, I had recently lcarned that there was
nothing more powerful than being myself “I feel as frustrated as Helen
must feel with you, Bob You just won't let people i *

Bob turned away 1 tned again * What does a person have to do
Bob? Get on his knees and plead® ¥ was thinhing all momming at my
hotel, wondening how 1 could get through to you You remind me of
how hard 1t was to get through to my father He never let me in—like
you It’shard to take ¥

Bob looked directly at me with a kindly stare, but he said nothing
The subject was dropped (p 81)

Agam, the account reports that Bob had an emotional breakthrough with the
group that Ited m his b g more pted by the group and more
comfortable 1n 1t.

If “all's well that ends well ** further analysis of this case may be wrrelevant,
because both Hans and Bob reportedly gained from therr parucipauon a nich
Personal expenence and greater understanding between themselves and others
with whom they work However, 1n similar in company situations the outcomes
are frcqucndy unsatisfactory—participants may regret their involvement, may




130 R. E. WALTON

become less effective in the organization, and may suffer a decline in their
teem.
self"i:.chicvcm:m of benefit rather than harm dcplerzds not onl]y O:H i:
competence of the OD-P and the attributes of the participants, but also haite
processes by which participants are involved. This case illustrates
ions about these p . .
" First, Kuriloff was not entirely open about his intent. He dccn:cdd:‘:
schedure a session when the time was ripe for an intensive attempt to rcS(;lV: e
conflict among his key subordinates~Rod, Hans, and Earl. _thl WI:= b
explained it to the invited participants, he stressed the $‘?ucanom val b
individuals, At best, the phrase “so we can improve our ability to gﬂ'ﬂ";g s
one another” was an oblique reference to the conflicts about w{l’lCh ¢
directly concerned. In the language of OD, he had a “hidden agenda. A been
Sccond, the choice was not an informed one. Few of the members ha

a
through anything like this before, Only those who had at least attended
T-group with strangers would have

: i ed
4 matter of free choice. Kuriloff wagf)w
dmitted there was coercion. No matter o
the situation had the character of 2 comma

attendance to be voluntary, but a
Kuriloff wanted it anq phrased it,
performance. Kuriloff trjed to re;

» everyone should fecl free nor 1o respond if it becomes t00
difficult, . , Openness is valued, but so is the right of privacy.” Yet in Hans's
absence, the Broup agreed ¢,

they set out to induce Hans to attend.
the consultane pursued Bob, endeavoring, first in one way and
al what was going on inside hhﬂfclf;
ntered with “that’s enough, laddie:
d 2 Rogenan 2pProach, but Bob warned he would not fall for
¢ the consultant compared Bob to his own father
and likened hig current feelings of Tejection to those he felt wath hus father. Still,
Bob did not open up,

_ This discussion already has developed the fourth issue—the right of privacy-
::;tl}ll::\s l:l:dn;::gn nor the consultangs ensured respect for the right to privacy
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A fifth 1ssue 1s raised by the consultant’s mterest in getung through to Bob,
which seemed to be as much related to his own personal needs as they were
based on professional Judgment about what was appropnate for Bob 1 do not
question the consultant’s choice to reveal his own feelings—that may not only
have been effective but also may have served to create more symmetry and less
power differential between the consultant and the target of the mtervention
However, that intervention underscores the potenual for consultant behavior to
be self-oniented when 1t 1s being rauonalized as chent-onented

Helping Demotees Accept Their Fate

Golembiewski, Carmigan, Mead, Munzennder, and Blumberg (1972) reported
2n OD intervention that focused on the demotion of 13 field sales managers

As part of a broader reduction 1n force, 13 regional managers from
the marketung department of a major firn were gven a choice of
accepung demotion to senior salesmen or termunaung The demotees
were 2 heterogencous lot Selective data suggest the pomt the managers
ranged 1n age from 33 to 55, they had been with the company from
mne to 24 years, and they had been managers for pertods ranging from
sxx months to 17 years Moreover, although most of the demotees
would suffer a major reduction 1n salary, reductions would range from
less than $1,000 to approximately four tmes that amount (p 37)

The 11 who accepted the demotion rather than terminating knew that they
probably would be required to participate 1n the OD expenence that had been
discussed with several levels of management

The intervention was intended to ease the pain for the demoted men and to
Preserve valued resources for the orgamization Demotees met together half the
me and met individually with therr new supervisors for the rest of the tme
The first day allowed for a venulation of 1ssues and an exploration of ways to
€ope with problems faced by the demotees Some expressed “the complaint that
the demotees did not see themselves being trusted as adults, or the feeling that
they were men enough to take the demouions without the integrauve
eXpenence” (Golembiewsk: et al, 1972, p 141) All the demotees except one
emphasized the positive meaming of the mtenenuon one resented 1t as
‘hand holding” and *“coddling

The intervention included a test “which would provide vahd measures of
three clinically relevant negative affects anxiety, depression, and hosulizy”
(Golembiewsks et al , 1972, p 143) The results of this test and other
observanons led the authors to conclude that the intenention was effectve in 1ts
OWR terms

Commenung on this study n a published letter to the editor of the Journal
°f-‘1pphed Bebavioral Science, Kramer (1972) wrote
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I wonder, however,

whether the article does not point up some
moral dilemmas, .

- - First, the etiology of this reduction or demotion
in the marketing force is unclear. Was it the product. of.a tho.roush
analysis of the situation, or was it the product of orgamza.non Cdlcli' y
some agent of hierarchical authority? And does the mofalx.ty of making
demotions less painful convert the applied social scientist into an agent
of management, an anaesthetist, or 2 “cooling out” functfo.nary? Does
conversion of group demotion into a “more/more” proposition create 2
tenuous illusion that ought to be challenged? In addition, tactical ques-
tions such as “Who was the client?” also need tobe made clearer (p. 63).

The case had raised the sa
original authors confirm the
they had no intent
Blumberg, 1973),

While the OD consultants
ment and the alleviation of h

me questions for me. In their reply to Kramer, ‘h:
pertinence of these questions, but assurc.us t.h;‘
ions of cooling out anyone (Golembiewski, Carrigan,
were concerned with both organization aCthVC;(
uman pain, their concern for the quality of wor

life was relatively narrow, A broader humanistic concern would have required
attention to the fairness of the decisions leading to the demotions, including
questions about the decision criteriz and the consultative review and fl»’l’“l
mechanisms, if any, thar were used in the process. Also, it was not in a0y
meaningful sense volunta

Ty participation, Finally, did the tests of the “clinically
relevant negative affects” invade privacy?

A Revised Work System and an ideological Critique

Beer and Huse (1972) fePOrt a case in which work was restructured ina
small manufacturing plane, They used a team approach, replaced asSCmb.]Y'l"‘c
methods with larger tasks, gave operators responsibility for inspecting their own

work, pushed decisions down the line, and emphasized mutual goal setting and
Participative leadership,

To introduce the changes gradually, first one manager and then 3-"°fh“
riment and then 0 ¢ lidate experi 1 condi

S¢ experimenta} changes were mmposed on workers no
Probably less so, than other changes that management

that were effective. The:
more unilaxerally, and
introduced in the plant.
. The reported results were improvements in employee satisfaction, motva-
tion, and plant performance, Theg results were considered highly satisfactory in
terms o.f the consultangt values and PUrposes of their interventions.
This OD intervention Was eriticized by Brypm (1972) from his own
particular ideological viewpaint, one that advocates the redistribution of power
2nd resources within the industrial Ofganization and considers “organizations as

instruments for individuay fulfillmen i i in ther own
B (p. 106), father than yalid entites in
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Beer and Huse mtroduce themselves to the reader as change agents
who are dedicated to helping the organization “become ” Quite to the
contrary, 1 view them as system mamtainers who stabihize and
legiuimize exssting organizational arrangements Because they fail to
recogmize the latent 1deological content of ther concepts and
methodology and 1ts implications for the outcomes of the change
process, the authors~hke many other practitioners of orgamzational
development—have begged what I consider to be the fundamental 1ssues
of organizational change Thus, questons concerning the legitimacy
of orgamizational purpose, distribution of power, allocation of rewards,
and the relauve pnmacy of organization welfare vis a vis that of the
individual are not considered 1n this case study and analysis Failure to
consider these 1ssues yields an approach which hnuts the potential
scope of change to minor adjustment or “fine-tuning” of the
orgamizational system (p 102)

This eniticism does not make sense to OD practitioners who have no quarrel
with the exisung patterns of power and the resource allocation within the firm
Even if one agrees with the need for more egalitarianism 1n these areas, as | do,
on¢ need not accept Bnmm’s hypothesis on the stabihzing effect of the
Intervention Nevertheless, the comment effectvely raises the possibility that
OD work wit madvertently stabihize condstions that the OD P believes should be
changed

Consciously Coping with Value Dilemmas 1n Intergroup Work

I was 1nvolved 1n an OD effort to bndge the gap between managers drawn
from the two cultures 1n a foreign subsidiary of a large multinational firn Half
were black nationals of the local country, the others were white expatnates The
tWo groups were equally represented in the OD workshops It was assumed that
more open intercultural dialogue would decrease instances of misunderstanding
IMprove current effectiveness, and hasten the rate of traming of nattonals who
could replace expatriates in key positions

The workshops promoted both effcctiveness and social ntegration m the
workplace However, there was a quahty-of work hfe dilemma nvolving career
concerns of the two groups The more one promoted the careers of black
Nationals, the more quickly one displaced white expatnates, many of whom felt
that thys country was home I responded to the career concerns of both black
Rationals and white expatriates by ensuring that their superiors were aware of
them | could have better discharged my responsibility to the targets of this
change effore by arranging for more direct communication with these who could
3ct on these 1ssues

Another value dilemma existed because many black nationals expenienced
Mtemal conflicts On the one hand therr careers with the mtemauonal firm
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enabled them to utilize their skills and to adva

nce on the basis of professional
merit;

many also desired equal status contact with whites. This Pncnuuc;::::
them to work on lowering barriers and facilitating the f”‘““’c mr:; by
management control to blacks within the current owncrshxp»strucllurf, \:Zuld
avoiding nationalization by the gov . They fcz.x"c'd nauonahu.uon e
change the rules of the carecr game favoring pohucf.] conn_ccnon; o
expertise and force a choice between a career with the international firm
staying in their native country.

On the other hand
national identity and h

» many of these people were also oricnted to‘.vfrzlﬂ
oped that their country would become r‘norc’ polmcd i’
and cconomically independent of foreign firms, This oricnuflon lﬂd.“d‘d'tc
desire for more solidarity in the black managerial group and a]hancg’wnh 'lcs
nationalistic groups in the country. It was feared that closeness with whit

i W
would lead to co-optation by the firm and cstrangement from their fello
Couﬂ[rymcn.

I sympathized with both of

s e - . Id
these conflicting orientations. 1 coul
appreciate the black nationals’

career aspirations and their desirc to build open
riates but 1 also could appreciate their fc'ars about
the workshops might work in that direction. X

alue dilemmas ar stake in OD beyond the question
nd quality of work life. Onc could argue that OD

Thus, this case takes the v:
of organization achievement a;

country. Howcvcr, I was n
inherent. I wanted 1o help fi
capital, technology, and ma
countries in 2 way that wo
cconomic well-bein,
fore,

Ot convinced that the conflict of interest was
nd ways for firms of developed countries to bring
nagerial know-how to bear within Iess-developed
uld be profitable and ar the same time promote the
g and political independence of the host country. Th‘,w
1 had hoped that the government would not consider nationalization
necessary for the advancement of the interests of the country. (As it turned
out, the government did nationalize,)

At the time, 1 considered oy to promote constructive management of the
mounting conflicy between th vernment and the multinational
firm. Specifically, 1 had in mind a problemsolving workshop such as the one
that § helped design and implement on the border disputes in East Africa
(Walton, 1970), Although I never made 2 direct mitayve at the right time, 3
high official of the country in question lager learned of the African workshop
and :‘stimzted that the ides might have been acceptable and the process
cffective, Apparently the breakdown i "egotiations between the firm and the
government was in neither Party’s interese,

_Noting these 1y missed opportuniues only serves to strengthen My
typically preferred approach to apparent value ddcmmas—namc]y. when value
fhl:mr.ms 3¢ raised by ope's Interventions at one level, one ought to wy directly
involving those whose interests 1€ apparently ;5 conflict, because wade-offs arc
not always fecessary and ntcgrative solutions are somctim,cs possible.

e host country’s go
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Focusing on “Personal Growth” of Managers

1 know 2 behavioral scientist who was 1n the process of deciding to leave a
consulung firm to do only what he felt like domg His OD work focused on
mdividuals who, like himself, were struggling with theirr ambuvalence about
working for an orgamzation They were attracted by the status, compensation,
and secunity offered them, but they deplored the constramnts on Lfe styles and
self-expression thar accompanted the employment relationships This consultant,
because of his unconventional dress, behavior, and utterances, made these
ambivalences more salient for managers he worked with They were encouraged
to dissent more openly and to adopt life and worh styles that were more deviant
from the orgamzation

The OD P offered the rationale that freer self expression would enhance
effectuveness However, the real meaning of the work appeared to be related to
an interest tn personal exploration One manager and the OD P jokingly referred
to “npping off" the orgamzation on whose tme and 1n whose context the
consultation was occurring

I understand that the consultation culmated i several cases with the
deessions by managers to quit therr jobs and 1 two cases to choose radically
different carcers What was the effect on the orgamzauons that lost these
tlented managers® What were the consequences of these career decistons for

their wives and children® Inevitably, there were new strains on the families Were
some broken® How many were better off if and when the breaks came?

The case here 15 admittedly an extreme form of one of the dilemmas 1t 1s
intended to 1llustrate—those that arse from giving pnimacy to the self-defined
“growth” interests of employees 1n the context of OD consultation

The client manager and the OD P should openly achnowledge to the
manager’s supervisor the prunacy they give to personal “growth” versus
organization effectiveness and state the relevant secondary consequences (for
example, career decisions) that may result Howeser, openness with organization
superntors does not touch the issue raised by the possible secondary consequences
for the families of managers whose hife styles change

ETHICAL ISSUES IN THE PRACTICE
OF ORGANIZATION DEVELOPMENT
Some of the OD P’s responsibilitics to the sp and the targets of
change are similar to those volved m any professionalchent relatonship
However, many 1ssues discussed below are espeaially significant because of the
Particular belief system associated with OD, which holds that orgamzanons wiil
be more effecuve if they manifest

parucip and mutrual infl c
®  openncss about one’s plans and intentions

opportunity to make informg  « mces
ry



136 R. E.WALTON

* autonomy
¢ human versus impersonat process

These conditions set standards ag:

ainst which the professional activities of OD-Ps
are judged.

Disapproved Organization Goals and §
. or

An OD-P may be invited 1o help increase the effectiveness of iog“‘:‘mk
agency that he has moral reservations about. He may be asked to t::‘) weriously
for the military at a time when it is engaged in a war ﬂ}“ € with the
disapproves of, for a large multinational firm when he n::orally dISISTdC?l: ClAin
firm’s attempts to influence the White House in domestic matters an otection
foreign affairs, or for a firm that systematically defies environmental pre
laws,

The OD-P who is concerned strictly with organization zchicv:mCl:“ dd;m::
himself as 5 technician, He does not need to cvaluate the m?rzl"y’ o "
organization with which he works. He keeps the performance of his specialty
work separate from his moral judgments as 3 citizen, that

An OD-P may accept an assignment despite reservations, He may reason t -
his work is sufficienty ind dent of the dj pp d goals so that his actio
will not affect them, Or he may argue that as O
> the morally questionable go condle i
thereby increasing the forces for change from within. Stll another rationale

o e roa e - : its
that regardless of an organization’s strategies vis-dvis its environment,
members deserve 5 work context in w]

PR d
hich they can develop their abilities an
relate openly 1o each other,

Each professional needs to have developed standards in this area of choice.
Our society needs fewer narrow technicians who do not ask questions 3_bolf‘
purposes and more professionals who are concerned about the values of their
activities for humanity,

Questionable Managerial Actions

1 zefer here ¢ actions that do NOt meet certain minumum standards o,f
justification ang faimess, The cases of “top-down change” and the “demotees’
help frame 5 Particul,
the lives of members
that action s neces:

questions arise;

of the OTganization 1s taken because an exccutive conclu?ﬁ
53Ty for organization survival or growth, the following
* Does the ODp

; L fost the execurivers conclusions before he associates himsclf
with the actions
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¢ Does the OD P insist that an explieit attempt be made to weigh the social
and psychological costs and gains before he plays a part in implemenung the
action?

* Does the OD P insist that decisions about how human costs are distributed
among employees meet certain procedural standards (such as an absence of
capniciousness or the presence of due process) or substantive standards (such
as consideration given to past contribution or difficulty of adjustment)>

The OD Ps should have affirmative standards with respect to these questions and
should be able to communscate them

u e fary C

The OD intervention may have the intended direct effect, but 1ts secondary
consequences affecting those other than the chent organization may be contrary
1o some value held by the OD P Specific possible unwanted conseq es of the
OD interventions reported earher in this chapter include

*  weakening the union that was bypassed in the tanker crew ntervention

¢ stabilizing the existing power structure m ndustry by designing more
sausfying work systems

® co-opung black nationals by an internauonal firm and weakening the
tndependence of the host country

*  disrupung families of managers who were the targets of “personal growth™
mterventions

Not all of these potential consequences were necessanly unwanted by the OD Ps
nvolved 1n the eases However, they would be unwanted by many practitioners

The OD P 15 advised to generate more of possibl dary
consequences, accept a greater sense of responsibihty for those consequences,
and ensure larger nfluence from those who bear the brunt of the consequences

+Q

R 1 to Ci

“ Several issues relate to abuses m the ODP’s relanonships with the

dlc"t'sponsor," that person to whom an OD P feels most accountable—not
uncommonly the indwvidual or group who brings in the OD P The OD P may fail
© live up 1o ug responsibilities to his chient-sp in any of a number of
respec g, making ppropriate 1nter 1ons, gving too hittle
Commitment 10 the client, generating too much client dependency upon himself,
ind allowmg a second interest such as research to interfere with action
Quirements
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Confidence-Competence Gap

A client may invest greater confidence in the OD-P than is warranted. In the
end, the client may not get an adequate return on the time, energy, and money
invested, or worse, the OD-P may create more problems than he solves. The
OD-P who knowingly allows the client to have cxaggerated cxp:lctznons s
behaving unethically. Solutions include increased sophistication of clients, morc

s . : d
use of references based on prior professional practice, and more accurate an
realistic self-representations by practitioners.

Force Fit of Standardized Interventions

An OD-P may be qualified to implement what he prescribes, but the
Prescription may not be tailored to an adequate diagnosis. The przcu'uox':cr who
has prepackaged interventions may unconsciously define the problem in ways
that meet his own constraints—competencies, time avilabillity, and so forth.
Unfortunately, this practice is not uncommon in OD. For cxample, S‘J'm:
Practitioners will recommend cither team building or intergroup confrontation
for every organization problem in a way that is analogous to a doctor who
Prescribes penicillin for every minor ailment,

The problem lies in part with OD clients, who, too often, want to bypass
the diagnostic step, believing that there is 2 simple, patent, all-purpose remedy-

Therefore, the solution also lies jn part with the client. The sophisticated .CIiC“‘
will require adequate diagnosis and will explore the fit between the dizgnosis and
the intervention with the OD-p,

The greater responsibility for a solution lies within the profession. It should
be widely regarded

Y 35 poor practice, even as unethical, to intervene without a1
onsite diagnosis. There is 2

promising trend for practitioners to expand the
ormory of OD skills and interventions available o ghons. However, consider
Y'hc Person who remains a narrow specialist in the sense that he intends 10
implement only 2 very limiteq st of the possible interventions. Should he be
enco\frfged 7Ot 1o rely solely upon his own diagnosis but to rely upon general
Practitioners for referrgls or for a confirmation of his diagnosis?
Projected ang Other Distorted Diagnosis
T!}: self-oriented needs of the OD-p
the dlient’s situation, | have abserved practitioners who project their own
preferences for openness, affection, affilation, and the hike, onto their clients oF
TBCS and then design OD 1o mee. these needs. 1 have also observed
Ppractitioners who creaqe 2 stage for acting oy their own needs. Onc internal OD
consultant had 3 habig of , ging conf, 1ons b ibordinate groups
:?h ;l:“’ :‘PmOKS_anfi then playing an active role in challenging the latter’s
Thzc :)Om al} indications, he o 2ctng out his own needs.
psychy ‘:du:c:;re fewer when Practiioners have more insight into their own
OB ceds, when they understand the Practical necessity (which some

may be confused with the realities of
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seem to forget) of denying themselves some self-expression, and when they work
tn teams 1n which each member 1s alert to the others’ brases

Client Dependency versus OD P Commutment

This 15 an extension of a problem I first encountered m the sensitivity
training context at “stranger labs " Occasionally a Tgroup would help an
ndvidual to open up psychological 1ssues that could not be worked through 1n
the two week period of the laboratory Members of the T-group who reported,
for example, that they felt “unglued” would pack up and return home without
the approprate professional help to follow through In some cases tramers were
hughly qualified clinicians, but their commutment to the group members was
time imited, not need imited In fact, from my observations, sigmificant
numbers of Sensitvity trainers are attracted to temporary systems, as if they
Prefer short, intensive experiences in which they feel highly needed

In the 1960s, many T-group trainers became concerned about the tendency
for a person’s behavior to retum to prelab patterns within a few months They
concluded that individual change could be sustamed only if T-group methods
were used to simultaneously change the culture of the orgamzation and the
behavior patterns of individuals

However, the professionals who shifted from sensitvity traming 1n “stranger
labs* to orgamization development did not always modify the nature of therr
commitment Many conunued to see themselves as promotng short, intensive
€Xperiences

A two week stranger laboratory 1s sufficient ume to create the kind of
learming about oneself and group processes for which T-groups are well suited
Thus, 1t was appropriate for T-group trainers to measure therr commitments in
weeks (as long as they were not opening up 1ssues requinng therapy), but the Iife
Span of organization development efforts are measured in years rather than
weeks

Many client managers and internal OD pracutioners have cnticized external
OD consultants for their short attention spans which mahes them unreliable 1n
many OD roles When an OD P imtiates a change effort and creates significant
client dcp:ndency on his resources, does he have a responsibility to follow
through, «f possible? And if the consul doubts that he will have the interest
or ability to commt himself to follow through on what he starts, docs he have a
tesponsibility to the chent to explore in advance the potential concequences of

this more limited time commitment?
Abuses 1n this area are becoming less frequent Many Tgroup trainers who

tred OD work have since returned to tramnung Others have adjusted their work

styles to fit orgamization contexts

3 denta) workshops in which the participants are drawn from
8 are resi
dnffg“m:::i:z:?:“‘ and typically have no prior or subscquent contact with cach other
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Perpetuating Client Dependency
den

An ethical issue is created when an OD-P creates and pr.cscrvcs a dependency
relationship that retards the client’s capacities for self-sufficiency.

This abuse can occur in the more readily ated fon hat
exploitation. O it can take the form of “*psychic exploitation” in the s::s:t e
the OD-P’s psychic needs, rather than economic in[ez:.sts, are bemg m o s
cxpense of the client’s welfare. Consultants and clients can. r:jllnu;vicwing
possibility (in which both may unconsciously collude) by periodic: y[
the conditions under which the relationship will be ended or phased out.

preciated form of
p

Role Cantamination-(.‘on:ulting versus Research

Behavioral scientists who combine

dilemmas similar to those as
medical profession,

istortion
One risk is that the research objective will cause some neglect or dls;::"mc
of the needs of the client-subject. This problem can be reduced l.)y k“l: oic i
wo roles separate in any given setting or by a clear understanding tha

is “sutti his
Practicing OD, unless he specifically announces that he is *“putting on
tescarch hat”

; nt
research and OD practice may COl_lf“:h .
ini i in
sociated with research and training hospitals

The second risk is that concern about the welfare of the clitnt‘SUbjcc';xlcl
produce distortion in the research findings. This risk is especially gr.catl the
behavioral scientise is reporting on material thar could be highly damaging “; i
image of the organization or could otherwise jeopardize the consul ”bg
relationship, Conversely, the risk is minimized where criticism is not likely to pe
a relevant aspect of the material, where the subject organization can i
completely disguised, and where the behavioral scientist is not especially
dependent on continuing the consulting relationship.

Responsibilities to Client-Targets

. . D

The Broup of issues discussed nexe relates to adverse consequences of O

Processes for “client-targers,” those mem
the OD-P apemy

. . m
bers of the client organization whol
Pts to influence. Of cou
target,

TS€, 2n OD sponsor may also be the

involves intensive interviewing.
© their feelings about work, peers,
+ and reported back to the team in

- Alternatively, similar data can be
“real time® in 4

" Broup setting, as in the casc reported
caslier by Kunlofg and Atkins,
An OD-P cap
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perceptions, and behefs A good OD P is skilled in encouraging a person to lower
his defenses Moreover, a person feels reheved after having venulated strongly
felt, but unstated, emotions and opinions The self-disclosures may have net
Positve value to the person However, as 1s sometumes the case, when a person
subsequently feels anxiety because he said too much, or chagrin because he was
seduced into revealing things about himself, then one can quesuon the ethics of
the data-gathering procedure Similarly, an OD P can go too far in feeding back
the feelings and perceptions that are directed toward a particular member
“Overload” occurs when an ndividual gets more adversive feedback than he has
contracted for or than he can use constructively Some diagnostic insights that are
useful for the organization are not necessarily good for a given work team and
some information that 1s useful for the total work team 1s not necessanily n the
Interest of a particular member
When does diagnostic data gathening become an invasion of the pnivacy of

individuals or of small groups® When does potenually useful feedback become an
overload and consutute psychic “battering”? Inasmuch as the abuses stem 1n
part from the OD P s enthusiasm greater practinoner insight into ethical issues
may be soberng and mduce more caution Many OD Ps alert clients to the 1ssues
and encourage them to momitor their own mvolvement accordingly Similarly,
most OD Ps are very sensitive to controlling feedback ding to the read

of the recipient Such standards as these need to be fully accepted by the
profession

Not Ensuring Informed Chorce

Organization development nterventions may be mampulative or coercive
Most OD Ps attempt to be neither and stnve to allow participants informed
choice But practice does not always conform to that ideal The two cases of
d and team building raised these 1ssues One could say that the targets
were coerced mto participating Also the OD P in the team bulding case was
mampulauve n trying 1o get Bob to reveal hus inner feelings

There are no easy solunons to the problem of informed consent
Nevertheless, 1 offer the following tentative guideliness First, serious attention
should be devoted to more accurate labeling of OD services, including activity
ingredients and possible harmful effects of particular interventions Second,
informed consent and voluntary participauon are both more hikely when the
targets of change have had a voice in the decision about whether OD should be
undertaken While 1t may be difficult to say *no® to a session ultmately
proposed by the boss, the carly expression of reservauions can, on the one hand,
alert the supenor to sEASIIVE areas and, on the other, gne the cmployee greater
confidence 1n holding back Third, where advanced and direct parucipation 1s
less important or more difficult to achieve, OD programs can use pilot projects.

In other words, they can be “market tested"” for emplayee response If reactions
are neutral or Negatve, management and the OD Ps could decide not to extend
the process, and even l/g‘chrg\matc 1t:n the pilot unit
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Depersonalizing Members Who Provide Data

;i ; i ta from
The procedures used to gather diagnos}lc or nralu:‘tzx;ﬂ;c::mmﬁu
organization members affected by an OD pr({)cct.ma)t urtl o
members when their working life is already dcﬁcxf:nt in this resp o etics of the
Argyris (1973) presents a persuasive analysis of how lhbl:l p sil:nilar 0 the
temporary system of rescarchersubject may be rcmasz r)r'n e some of
Propertics of formal organizations. Rigorous research .dcﬂgnfs yorganiutiﬂml
the same consequences for subjects that they expericnce from e ewed
structures and controls. Both may create a scns'c of }ncampctcn m.v:d e
autonomy, increased dependency, dcpcxsonalichl identity, and m:w pertinent.
standing of the relevance of one’s tasks. Argyris’s proposals are

in the
mm th i with er influence in

He recommends providing the rescarch subject with greater infl

research project.

Not Reporting to Those Who Provide Data

i em
Many OD-Ps accept an obligation to report back to a.Il who Pf:V":;?s:: 2
with diagnostic data, Thus, they would not in:c-rvxcw or @ mcmplnyct
questionnaire unless there was 2 prior undtrslandmg ‘h“. the cd of the
Population from which the participants were drawn would l?e lf“""[“ find this
findings. They fecl that to do otherwise would be exploitative. i other
application of the reciprocity cthic 5 reasonable one, although here, as
areas, I cannot say that | have always met the standards advanced.

reciprocity.

Violating the Norm of Confidentialiy ty

Generally, the OD-p js expected not to
t

Person of it may work to the latter’s disa
violated.

Not infrequ:ntly 2 manager will ynyyge an OD-P to help him assess &
subordinate, 1f the OD-p |

. . N one
reveal information gained fmmimcS
dvantage, The norm 1s someti
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but also work to the latter's advantage? Many umes an OD P will have
negotiated an understanding with all parties concerned that enables him to
:xercxse Judgment 1n such situations In some cases that consultant establishes a
hn&conﬁdcnmhty norm whereby he 15 free to report any data provided to
im

It 1 important that all parties have the same understanding of the ground
rules Nevertheless, the OD P sense of responsibility to the larger client system
(for example, the firm) may override his prior commitment to a particular
ndividual with whom he had worked One OD P related a case to me in which
the incompetence of a manager was contnbuting largely to the failure of the
dwision, yet his supeniors did not recogmize his weaknesses The OD P was
fechng mounting responsibility to bring these weaknessess to the attention of
theman's supenors, even though he appreciated that if he participated 1n the eval
uanon process, his access and effectiveness in other situations could be badly hurt

Shifting Clients without Warning

Who 15 the client? Is an OD P more commtted to the welfare of the
particular manager or group of managers who sponsor hum than to other
employces in the orgamzation® Should an OD P always tahe a total organization
Viewpoint® If so, should this viewpoint support the existing policies of the chief
€xecutive or subsutute for what the OD P believes should be the policies of the
chief executive>

The kind of access and influence an OD P seeks in order to perform his
function effectively often nvolves shifting the focus from one group to another
and from one level of the orgamization to another If the movement is from a
subordinate unit to a higher level, how can the OD P avoid having the

subordinate group fell threatened™
The OD P must be clear and open about his own concept of the scope of the

client system for which he feels immediately accountable

CONCLUSION

Some types of ethical issues review ed here relate to the values, standards,
and beliefs held by the particular OD P, not to the profession Thus, what 15
considered an ethical dil will vary from one practitioner to the neat

Each OD P needs to clanfy his own values and test therr fit with the goals
and strategies of organizations and the possible consequences of lus own actions.
The OD Ps are encouraged to attempt to wanslate their values nto more
operational standards, for ple, a dard regarding the jusufication and
fairness of a managertal action with some adverse human consequences

One type of ethical 1ssue anses from inconsistencies between the conse
quences of an OD P s actions and the values generally attnbuted to OD But
there s not yect conscnsus about values Some would hken OD 1o operations
rescarch where the ebjectne 1s to employ systematie knowledge and technique
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based on that knowledge to improve the performance of the c'licnt organlllillm:E
In sharp contrast, a few would be primarily concerned .Wll?‘ thch‘!u vmf\}'cnn
human experience and relatively indifferent about organization achicy e
The illustrations in this chapter present 2 broad spectrum in thns'rcspcct.b .
most tend is to combine OD work with changes that mcr::scd ‘;or
organization achievement and the quality of working life. Common standary sﬂuc
ethical behavior will become possible as develops about the v:
premises of the practice.

The consensus on value premises will not be static, For example, the h‘ISlS o:
legitimacy for managerial actions has been traditionally basc.d‘on owncrfhlp;:e
some concept of g y, such as g Prerog: that are
basis of legitimacy is shifting, deriving i ingly from A rogical
outside the organization but are affected by managerial actions—eco ogi s
neighbors, consumers, and minority groups. The shift in the basis of}:gl‘lm’;y .
accompanied by a reordering of socictal values from almost exclusive emp 35“
on self-expression to the simpler joys of human encounter and a Ef"fal
appreciation of the earth’s natural endowments. As the criteria for managen:

: . . N P stieri: oD
actions are responsive to these shifts, 50 too will the dominant critieria {oristic
shift, presumably in a way that will lead managers in its concern for humani
values,

Another type of ethical
sional-client relationships,
in other professional Ppract .

1 regard as encouraging the OD profession’s relative openness about its
practice and  self-criticism, A major journal in the field, 7bhe JD”"“'I. of
Bebavioral Science, regularly publishes detailed accounts of OD intcrvennol}s
and specifically asks authors to be clear about the value premiscs of their
efforts? Inyited comments on the cases often focus on issues of ethics as “’_‘“ as
efficacy. This is an institutional manifestation of 1 more general professxonfl
ethic of openness ang forthrightness about Practice. The availability of data is
both a testimony of the profession’s openness 1o questions and is the b_‘“
Protection againg; cthical issues g0ing unattended. Therefore, my major
recommendation 1o myself and my colleagues in OD is for us to keep reporting
on our \ivork and to remain OPpen to questions about what is effective and what is
appropriate.

Finally,
academia.

. . s s~
| issue involves violation of standards for profe

. . H ut
This area descrves more attention, not only in OD b
ices,

2 comment on the nature of the world of action as distinct from
To intervene *s tg gage nsks. Action inevitably produces multiple
consequences, not all of which can be anticipated. Action evitably oceurs
within  practica] constraints: limitation of human skills, cognitions, and
. y
. APOther positive factoy 1, e Profession 15 The International Association of Applied
‘5:“;1 5:"'"““- Incorporated, establisheq 1 June, 1971, which is artempting to PW‘“‘;“

¢ development of ethycay standards for O 4f, its pri edjtation for
OB praciEment along with its primary goal of accr
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resources Action 1s always subject to error, much of which will appear avoidable
on the basis of hindsight

This 1s the hazard of getting involved However, the response of withdrawal
to avoid error has 1ts own moral cost—it 1s to accept the status quo And then
one must cope with the dilemmas and problems of nonintervention As Martin
Luther advised, those who intervene in the affairs of man must be willing to *“sin
bravely
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7
MORAL DILEMMAS
IN ORGANIZATION
DEVELOPMENT

DONALD P. WARWICK
Harvard University

The field of orgamzanon development (OD) suffers from many of the
same defimtional and moral ambigumues seen 1n psychotherapy, encounter
groups, and programs of economic or social development In cach case,
someone decides that there 1s a problem, and that something should be done
abour 1t. The resulung intervenuons then attempt either to rectify orgam-
zauonal conflicts, poverty, or some other negative condition, of to promote
an 1dealized positive state, such as mental health, personal growth, or develop-
ment. Very often, 1n an effort to get on with practncal action, the values
underlying both the defimtion of the problem and the termunal state are
treated as obvious or are glossed over as matters of science Closer analysis
usually shows that from an ethscal and a political standpoint these quesuons
are considerably less obvious and neutral than they are made out to be

Consider the case of OD. Nather Richard Walton’s discussion 1n Chapter
6 nor other wntings in the field have come to gnps with the notable
ambiguitics 1 the word “‘development” The twerm umplies an orderly
unfolding toward some cnd point regarded as desirable, whether adulthood,
psychological , or self- e growth The defimnons
ated by Walton suggest a vanety of possnblc end points, none of which are

A jout presentation of the major arguments 1a this and the previous chapter appeared
ia Walton and Warwick (1973)

147
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weptually clear: the enhanced social functioning of organizations; increased
lity to adapt to change; normative change; increased productivity; improvc.d
dity of work life; and more open, trusting relationships among people in
organization. For Walton, the goals subsumed under the label “dech?P‘
nt” are some combination of improved productivity and increased quality
human experience in the work place. )

Such definitions, particularly those using terms like "organizanona}
dth,” are amenable to widely varying conceptual and operational defini-
ns. This ambiguity gives rise to serious ethical dilemmas, What is health for
| manager or owner may well be disease for the worker. These definitional
sblems are compounded by disparities in power within the organization. In
* typical OD intervention, some parties, especially management, are i.n 2
ich better position than others to impose or sell their own interpretations
these polymorphous end-states.

My own experience with OD has been mainly in the U.S. Department of
ite and the U.S. Agency for International Development. In 1965 the Sta.tc
‘partment’s Administrative Area launched a massive OD effort for the entire
partment and the Foreign Service, Under a contract with the National
aining Laboratories in Group Development (NTL), this program, called
tion for Organization Development (ACORD), undertook such activitics as
wsitivity training, team building, and problem solving. At roughly the same
e the Deputy Under-Secretary for Administration attempted to improve
h a reduction of hierarchy and the de-

. Warwick, 1975), During this study, which
t with the NTL efforr, we were able to

Hating to the toral organizatio,

Apart from the definitional quesy i
! ons al, the ethical
demmas in op fall under : st oo ok e

three generic headings: power, freedom, and
spo. i . ' P ) g
uf x;:xbn:;]t.y.d In any concrete Intervention these issues are tightly interwoven,
cthical issues that 1 raise are isti i
. suf ate
ttention, ey ufficiently distincr to merit sepat:

POWER

A . 5
'ow“ng:l s;nous_cth_ncal analysis of OD must squarely confront the question of
TBanizations: Who 8¢ts what, when and how The issue of power
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relations raises two ethical questions m 1tself and provides a poliucal backdrop
for the discussion of freedom and professional responsibility
The first question 1s one of justice Is it far that those who already
possess power and control wealth have disproportionate access to the
techniques of OD? This point 15 particularly important because effecuve OD
mtervenuons will almost always change or reinforce the balance of power,
nfluence, and authonty mn a system Some ndividuals and groups will gam
the ability to pursue their nterests and intentions, while others will lose The
resulting distnbution need not be zero-sum, but 1t 15 rarely even across all
participants The cases cited by Walton, particularly those of the family owned
firm and the Danwssh shipping company, clearly dlustrate situations 1 which
the benefits of OD have been unequally distnbuted
A crucial factor shaping the power relatons in OD 1s the immediate
source of sponsorship and the ulumate pomnt of accountability With few
exceptions, the OD pracutioner (ODP) gamns access to the orgamization
through management, which also pays for the services involved While many
QD Ps 1nsist that they are working for the entire orgamization, and may indeed
try to do so the fact remamns that they most often enter the system as
management consultants Without stercotyping a wide vanety of situations, 1t
1s fair to say that in most OD interventions the 1ssues of sponsorship, point of
entry, and accountability are highly germane to power relations
The second question centers on the degree of openness of power dif
ferentials ;n the OD effort Are the power conseq acknowledged or, as
1s often the case, arc they masked by benign, ncutral language such as *team
building,” “problem solving” and “improved cffectiveness”> One could argue
that, even when there are mminal inequahues st g from sp hip and
related factors, OD 15 cthically more acceptable if the game 1s played in the
open so that all participants (such as the unions) can make informed moves
The following are some speaific ways 1n which OD can affect power relatons
i the organization

Definition of the Problem

A core component of OD 1s the collective idenufication of one or more
problems as the focus of subsequent action What gets defined as a problem 1s
one of the most pohinically sahent aspects of the mtervention There are two
common patterns of problem defimition, both of which can alter the balance
of power

Fust, the OD P may simply go along with the defimtion of the problem
presented by the sponsor The OD P thus becomes essennally g techmcian
applying the tools of social science to ends speaified by others The case cted
by Walten of management changes 1 a family owned firm gllustrates this
stance Beyond its power consequences, such a role definition by the OD P
mplies significant abdication of professional responsibility

Second, OD Ps may serve as rmdwives 1 helping the orgamzation or some
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part of it to define the problem. As skilled group leaders, thc.y czn‘ cxcr; a
strong but often covert influence on the outcome of the dxscussmns: ly
nising or disapproving of certain kinds of questions, and by selccnvc};

inforcing or ignoring from within the group, they can channe
attention in the preferred directions, A single query from the leader, posed
with disarming innocence at an opening session, may sct the pattern for an
entire day, To create a good impression with the sponsor and pcrflips to
retain a lucrative consulting contract, the OD-P may be under considerable
pressure to have the group focus only on problems that are acceptable to
management, such as morale and communications, rather than to more
volatile issues, such as wages, job hours, and authority structures.

Choice of Target for Intervention

Decisions about Precisely where to intervene in OD depend partly on the
definition of the problem and pardy on strategic considcl'ations—whﬂ'_e can
change realistically be brought about with maximum benefit and minimum
damage? In the US. Department of State in the late 1960s, a major problem
for the Foreign Service was the ceiling placed on promotions by an "_385

the upper ranks. Several points of entry might have been appropriate

ng with this problem. Some of the senior officers could be fired to
t the top. The annual quotas could be increased o

broaden promotion Possibilities. Wages or other employee benefits could be in-
creased to compensate for the frustrations of slow promotions. Of, a series of dis-
cussions could be held with disgruntled junior officers to provide them with an
oncern and ventilate their hostilities. An OD con-

This is, of course, allife interventions, but it illustrates
both the arbitrarine

ss and the political ramifications of the choice of a target.

Intelligence Gathering

OD often mvolves gathering data on the political life and emotional
undcfb.msh of an organization. Diagnostic sessions often examine such internal
conditions as openness, trust, and effective communication. But these benign
[€MmS ase applicable only in benign situations, During times of internal crisis
ormal state in some government agencies), these seem-
Pproblem-identificanon

sessions, and confrontation
rade of OD—quickly unc,

over pockets of discontent or
System. Organizational surveys may further show which

dishiked by their subordinates, which units are judged to
€ and where morale 15 lagging,

managers are liked or
be cfficient or effecuy,
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In the typical OD scenano, such information s to be collected 1 an
atmosphere of trust, no onc 1s to be harmed by honesty or by revelanons
made by others But trust has its muts, and admunistrators are human If the
data show that three division chiefs are roadblocks to effecuveness, transfer or
dismissal rather than discussion and rehabilitavon may be the order of the
day More senously, if the entre OD effort should collapse, the data may be
used for less than noble purposes The chances for such abuse are greatest in
organizations such as the State Department, which are run on a top down,
chain of command basis and are constantly subject to external monitonng and
attack Even with the best of intentions and the most careful preparations, the
trust built up dunng the nformauon gathering stage may be shattered by a
change in top g A nonbeliever replacing an OD enthusiast may
conclude that the best use of the data 1s for a general housecleaning
Unfortunately, there s no legal privilege attached to such information, nor are
there any binding ethical standards to prevent the punitve use of data

Appraisals

The 1ssue of power anses dramatically when the OD P 15 asked to help
management in appraising employces As Walton has written

Not infrequently a manager will mvite an ODP to help hum
assess a subordinate I the ODP has not worked mn a confidential
relationship with the subordinate, he may fecl free to offer his own
observanons However, if he has worked with the subordinate mn a
way understood by the latter to be confidential, the ODP 1s
constrained (p 142)

OD Ps obviously must choose sides in these situations Will they be
consultants to manag: about subord to subordinates about 8
ment, to rank and file employees about supervisors (for example, by sharing
survey data on leadership styles), to all parnes on an equal basis, or to none?
When management 1s paying the bill, the temptation will be strong to help out
on such pracncal matters As Walton has nghtly observed, takmng a direct
consulung role can involve a breach of confidentaity and therefore of
professional responsibility Moreover, to the extent that OD Ps carry weight in
the orgamization, whether from the presnge attached to therr scienufic
credennals or from their access to confidentual infe 10n, they can b
political actors by selecuvely bolstering the posiion of one or more power
contenders 1n the system

These power implications may be obscured when OD 1s cloaked 1n the
gath of science The introduction of the OD P as “Dr Smuth, a social scientist
who 15 an expert on orgamizanons™ may create an mmage of umparuality and
sacnufic neutrality that 1s not justfied by the circumstances Union leaders
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and employees in the organization would be well advised to look beyond such

professional camouflage to the gritty realities of sponsorship and latent
agendas,

FREEDOM

Some of the most serious cthical questions about OD lie in the area of
human freedom. Individuals can be said to be free when they have the
capacity and the opportunity to make reflective choices and to act on these
choices (Warwick, 1971). The essential components of freedom are an
awareness of options for choice, knowledge of their respective conscqu:nccbsy
and the ability to act on a decision. Freedom may be reduced or destroyed by

i i 1 or psychic ipulation, and certain kinds of decep-
tive persuasion (Cf, Warwick and Kelman, 1973). As Walton's paper has made
clear in Chapter 6, all of these conditions can arise in OD intcrvcm:mns. Four
problems deserve particular emphasis: informed consent, coecrcion versus
voluntary participation, manipulation, and misuse of information.

Informed Consent

1 would question whether most
grams including some version of sensi
about the nature and consequences
also arises in behavioral and medical

participants in OD, particularly in pro-
itivity training, are adequately informed
of these activities. One dilemma, which
research, is that full information abqul
ntervention may undercut the possibility
tical moral question, then, is whether the
ts of OD jusufy ambiguity or even con-
ns provided,

shares, is that significant concealment is not

of producing those effects, The prac
Personal and organizational benefi
cealment in the advance explanatio

My own view, which Walton
ethically jusufied, While there is

t would be ironic if the very presentation of the

intervention were marred by ivocation and mustrust of the participants.
Walton has offered three useful suggestions for improving the chances of

i_nformcd consent in OD: (1) more accurate labeling of both the activity

4 amful effects of the mtervention, (2) greater par-
ticipation by those affecte

(3) more extensive use of pilot projects or marker testing to determine
employee responses,
There are, however,

€normous pracucal b
advance undersanding of

armers 1o achieving a genuine
the OD Process,

as distinct from formalistic consent
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procedures Informed discussion 1s often impaired by the cryptosciennfic
language used to describe OD, by the mystery i which 1ts operational aspects
are shrouded, by the difficulty ordinary employees have m imagining how
group discusstons mught damage their personalities, and by the absence of a
famibar caleulus for g other quences, such as the impact of the
mtervention on one’s promouon prospects If, on the other hand, the more
sophisticated employees do grasp the nature of the process and its potennal
for harm, they may be so fnghtened that they choose not to parucipate at all.
The practutioner therefore must often engage i either a veled exercise of
power, telling the employees in velvet tones that “the boss wants you here,”
or in a form of seduction, telling them enough to intrigue them but not
enough to frighten them away Walton's third suggesnon is especually sig

nificant. Much more expenmentation and pilot testing should be done to find
ways of explamning OD in terms that are understood by all participants Much
can be learned from simiar processes now being developed to improve 1n

formed choice 1n medical expenmentation (Fletcher, 1967, 1973)

Coercion

Whether or not employees are adequately informed about OD, they may
be coerced or mampulated 1nto parnicipation through sundry techniques The
most common and ethically offensive 15 direct pressure from supenors This
situation 1s most likely to anse in the federal government or other tradiuonal
Iinc orgamzatons i which authonty 1s enshnned at the top Consider the
following case from the federal government

The Purector of [Umt A] accepted OD readily and thus i
fluenced selection of his division as an mmtial target The Deputy
Duector of [Unt A}, heawly wwvoled w daly operatons of the
office, percerved hunself as “shut out” of the OD process Whether
this was actually the case 15 difficult to venfy, but his perception
strongly influenced his attitude toward the Director’s mandate OD
became 1dentified as the Director’s pet project a serious handicap
when he was succeeded by the Deputy mn March

When the former Deputy became Acung Director, he mm
mediately indicated his lack of interest in pursuing the OD effort
The consultants ceased work 1n March, 1971 and did not return unul
September when as Director, he responded to a strong suggestion by
his supenors and permitted them to return (Amencan Technical
Assistance Corporation, 1972)

Such top-down p 1S most m line organizations where
Promotons depend heavily on peration with sentor gers rather than
Measurable aspects of output.
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Related problems of coercion or strong persuasion oceur in the scl;cggn
of individuals for sensitivity training, sometimes an ancillary part o t
Between 1965 and 1967 the ACORD program in the State Dcpartmcn'
provided such cxperience, usually at off-site laboratories, for some 2:0 C!:f
ployees. 1 attended one of these in 1966 to acquire a better unfigxsmn {ng
the entire OD effort, It was soon apparent that onc of the participants in le
group was acutely uncomfortable with the process, and had he been able
would gladly have withd into the uphol.
sisted for several days, 1 asked him privately how he happcnc(:l to have Cohm:l
all the way from Europe to Maryland for this exercise, He replied that he ad
been sent by his immediate superior, who had attended an carlier T—grou.P ani
thought it would be “good for me.” Given the promotion system in the
Foreign Service, which leans heavily on cfficiency reports prcpfirc.d lf)’ im-
mediate superiors, refusal to attend would have been masochistic, if not
suicidal,

While the OD profession cannot legislate or regulate the internal factors
that fead to such command performances, OD-Ps should, as a2 minimum, refusc
to take part in activities where there are ind T signs of ion. The

practitioner who asks no questions about how the recruits were conscripted
becomes the amoral “hired gun” of social science,

y. When his di t per-

Manipulation
This term covers deliberate attempts to change personal qualities or the
structure of the decision-making environment without the knowledge of the
individuals involved, By its very nature OD s manipulative, and OD-Ps al:C
usually hired for their skill in Eroup manipulation. To say that OD is
inherently manipulative is not to say that it is intrinsically unethical. In many
situations, such as attending lectures or movies, we choose to be manipulated
for the sake of learning or i . In h Py
the clients are usually aware that the practitioner wall carry out certain
manipulations, psychic or environmental, to alleviate their problems. Whatever
one thinks of thejr content, such cases at least have the advantage of being
done for the person’s welfare, In OD, by contrast, the manipulations are
usually directed toward increased organizational effectivencss, morale, or other
group conditions. The key ethical

ing and psy

Let me illustrate this issue with 2 personal
was employed by an Ofganization that was
organizational research and OD. At one point the directors decided that it
would be good for al1 the staff 1o Patticipate directly in OD. Weekly sessions
were scheduled, and a were asked to attend. After 2 few introductory

€xpenience. Some years ago |
extensively involved in both
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presentations, the meeungs quickly became T-groups With little warning 1
found myself one eveming n a sensitvity training session with about six other
people

The tramers—graduate students i social psychology—announced that this
was an unstructured group, and that they were there only as helpers After
some 1mnal groping about, the discussions began to center on the personality
charactenistics of individual participants At this pont, 1 questioned the ethics
of the procedure, jarnng the traners out of their passive, so-called helper,
role None too subtly, one tned to turn the question back on me “Aren’t
you being defensive? Isn’t this your way of not facing yourself*” I said that I
could see his strategy (I, too, had read books on sensitivity training) and did
not accept 1t | repeated the ethical question and suggested that we face 1t
rather than wy to discredit the questioner The tramers again sought to
mobilize pressure against such questions, but the tactic did not work This
seesaw pattern persisted for several weeks, after which I decided to withdraw
My pomnt 1s not to jJusufy my own tenacity but to illustrate the techmques
commonly used to steer discussions mn acceptable directzons In this case 1t
was apparent that, despite their protestations, the tramners did have 2 hidden
agenda, and that my questions about ethics were not on 1t This pont 1s
further 1llustrated 1n the cases cited by Walton, parucularly the remark made
by one participant 1n a simifar group “Don’t wy to pull your tricks on me
agan, laddie 1 won’t fall for 1t

Misuse of tnformation

Many OD exercises use group processes to elicit expressions of hosulity,
anxicty, and resentment, as well as positive feelings In the name of
authenueity and trust, participants are encouraged to tell all This s precisely
what the OD P was brought 1n to do, and most OD Ps are quite good at 1t.
The open expression of emotion raises two serious ethical questions What 1s
the 1mpact of the revelations on the revealer, and what are the effects of
overload on the target of hosulity?

Walton has addressed both questions, bur omuts some important issues
On the first he states When a person subsequently fecls anxiety because he
sud too much or chagnn because he was seduced into revealing what he did
about himself, then one can question the cthics of the datagathening
Procedure Beyond simply questioning the procedure, specrahsts in OD should
imestigate how often and under what condiuons anxicty and chagnn anse, and
with what ntensity It 1s difficult to discuss the cthics of 2 phenomenon
whose dimensions are largely unknown

An cven more senous problem 1s the potential backlash cffect of hostile
©of ¢nnical reacuons to others in the same organization Differences of power
and authonty give some members of the system an opportunity to retaliate
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i in cite a2 per
later for unpleasant revelations or attacks. Let me again cf P
sonal experience. . N
The sensitivity training sessions held in the research orgamz:.ncnmr il
tioned earlier involved staff members at all levels, from the .uec "
i i us
firstyear graduate students and some secretaries. Despite the obvious p o

differentials and the ongoing i ! relationships, all were

to participate as equals and to be totally candid in their reactions to ;:C::
other. Such openness seems fraught with danger, cspecially for those wh -
career position is precarious. 1 was totally honest in revealing my reservatio X
about this matter to the director, who was totally honest in telling me rha; !
was being troublesome, The matter did not stop there, however. 'l"hc comby
nation of my nonconformity in the T-group and my questioning of the

director quickly earned me the reputation of being a boat-rocker. My rclanr{n‘z
with the director and one other senior staff member suddenly became qui
frosty,

while friends reported that comments were being made among the
senior staff about my lack of cooperation. 1 cannot honestly Sﬂy.‘h“ !
suffered any carcer damage from this incident, for 1 had already decided t0
leave the organization for other reasons and had good prospects elsewhere.
But the picture would have been quite differenc had 1 been a first-year
graduate student whose employment network and letters of reference
depended on the beneficiaries of my candor,

In a situation such as the Forcign Service, where promotions hinge on the
ratings of one's i di pervisor, op can be disastrous. It is well
known that some of the senjor officers who participated in ACORD were
emotionally scorched by the T-groups. One man, later to become 20
ambassador in South America, was reported to be still fuming six years latet
and wanted to hear nothing about OD at his Ppost. In a system that exalts the
role of the ambassador, it is hard to imagine that there would be no backlash
2gainst junior officers wh,

there is no way of knowing if these
Foreign Service of the 19
these promises would not
participants,

guarantees will be honored. In the US
60s, there was certainly ample reason to believe
€aTTy over to reallife situations involving the samé

) based on participation in
and reasonably complete knowledge
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of what mught occur, the ethical quesuons would be less problemauc From
what we can sce, however, OD rarely involves contracts that are worthy of the
name, and httle advance effort 15 expended i determining how much feed-
back the individual can use constructively Such an assessment would require
considerably greater time for indvidual consultation than s normally available
mn OD

RESPONSIBILITY

In Chapter 6, Walton has gwen good coverage to the ethical 1ssues
denving from the OD P’s obligations as a professional I would like to expand
on one of these, the failure to adapt OD to the concrete realities of a given
organization

1t 15 generally conceded that, measured agamnst its own objecnves, the OD
effort in the US Department of State (1965-1967) was largely a failure.
There were modest for certan individuals and scattered work groups,
and the program may have facihitated subsequent reforms m the Department,
but 1t brought about httle permanent or deep change There were three basic
reasons for this falure, all traceable to the orgamzational system surrounding
the reforms (cf Warwick, (1975)

Furst, the polincal leadership of the department 1s highly transitory A
study of 1,000 political exccutives appoimnted between 1933 and 1965 shows
that their median tenure in office was about two years (Stanley, Mann, &
Doig, 1967) Sigmificantly, the State Department had the shortest average
tenure among major cabmer departments This fact would be less crucial for
OD if there were not a second complicating factor the tendency of the top
leadership to be new brooms for a few months, sweeping out the pet 1deas of

their predecessors 1n order to establish their own authonty Third, the per-
manent impermanence of the top echleon breeds suspicion and protecuve
reactions 1n the middle and lower levels of the bureaucracy Given the
authonty structure of an agency such as the State Department, a major change
program will normally have to be mmarted by or at least have the blessing of
the senior appointed leaders. To succeed, however, 1t will have to be st
tionalized or take root at lower levels, where resistance 1s often maximal

The State Department’s OD program was mutiated by the Deputy Under-
Secretary for Admmistrauon Wilkam J Crockett, on the advice of several
leading social scienusts It was largely a top-down decsion to promote
bottom up democracy (as one cauc put 1t, Theory Y by Theory X methods)
ACORD generated a flurry of acumty duning the two years of its existence,
but was almost entirely scurtled when Crockett resigned 1n 1967 In a 1970

interview, Crockett commented

The roration of top officials in State does produce casu-
alues to programs left by an outgomng official, especially 1f the
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program is either difficult to carry out, controversial, or in
trouble. . . . If we can’t command the time frame to get it in place
then we should think carefully about starting it in the first place.

At least this is the way 1 feel now, but 1 frankly didn’t even think
of this matter at the time,

From all indications neither did the OD team. The ACORD/NTL effort could
thus be criticized for failing to take account of the total context of the State
Department, and for force-fitting interventions developed in other kinds of
organizations. It could be argued, on the other hand, that it was precisely the
mistakes made in ACORD that brought out the distinctive features of that

i 1 would p lly not be too hard on the ACORD program,
but I do fecl that morc of an effort could have been made by all concemed
to carry out a prior analysis of the unique features of the State Department
and, indeed, of the entire federal executive system. This example underscores

Walton®s point about the dangers of focusing on techniques rather than on the
total situation.

Another problem in the State Department arose from the attempt to
induce attitudinal and behavioral change greatly at variance with the prevailing
norms in the system. The culture of the Department emphasizes the account-
ability of officials up the line, particularly to Congress and the White House,
and the need for obedience by those below. The basic thrust of the OD

cffort, on the other hand, was to democratize relationships in the system by
s ing bottom-up

; ion, open) and similar qualities. The
cthical dilemma concerns the advisability of encouraging change in
indiv‘idua!s that may ultimately work to their disadvantage in the organization.
Specifically, is it professionall ponsible to foster confrontation in a system
that lly punishes such qualitics? One could argue, of course, that the
only way to change the system is 1o develop a critical mass of employees who
will eventually spread the leaven of openness. But the difficulty in the short
run is that some of the more credulous acceptors may be singed by applying
dfc ng?u b_ehzvion to the wrong situation. This point relates to the carlier
discussion in that the constant rotation of political appointees may increase
the chances of 2 poor fit between managenal expectations and employee
pcr{om\anoc. lf OD changes the norms, expectations, and behaviors of an
entire w?x:k unit, such as an AID mission, and 1f that unit has 2 good chance
of remaining together, the ethical difficultics would be minimal. But if both
cmpl.oy:cs and managers are in constant rotation, as is true of the Foreign
Service, and if there is little possibility of alrenng the entire system in which
‘r:;‘cy wor.k. one could quesuon the efficacy of piccemeal OD in single units.
‘h:xr :l:;‘mne effect may be to rase employce expectations, only to have

r‘x_\ . c‘d on the shoals of leadership change. This discussion suggests that
P thmg’e, tspec’ial?lszmm to the broader context of organi-
assiaments and sotsen, Y to the hazards accompanying frequent re-
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Walton concludes his chapter by posing two ethical alternatives for the
pracutioner nonintervention, with the nsk of accepung the stawus quo, and
getting 1nvolved, with the lability of unanucipated consequences and etrors
His final recommendation 1s to take action and be prepared, with Luther, to
“sin bravely ” Both his comments and mine, however, suggest a third course
falling berween retrograde nacuon and mindless mtervention This 1s the
strategy of advance contextual analysis followed by constant attention to
direct and mdirect consequences Rather than plunging immediately mnto
confrontation, team building, and other group exercises, the OD P would
spend 2 fair amount of nme analyzing the power setting of the organization,
the understandings and susp of the groups affected, possible side-effects
of the intervennon on vulnerable individuals, and the likelthood that any
changes produced will be permanent If the cost of such caution and foresight
15 2 slower pace of change and even a few lost contracts, so be it.

As a counterpoise to Luther we might heed Samuel Johnson “‘Without
prudence forntude 18 mad, without justice 1t 1s mischievous "
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INTRODUCTION

The Seattle Urban Academy (SUA) program began during the fall of 1968, 2
time of severe racial strife and home/school alienation i Seartle Conunuing
distuption of the school slacking discipl and a fall in the quahty of
instruction were the trends in the schools The Academy idea was conceved that
year by John C Little and Charles P Huey, co-directors of the Commumty
Talent Bank, a program designed to help students by bringing central arca homes
and schools closer together They saw, furst hand, the mability of the exisung
educational system to meet the needs of many inner-city youths, particularly
those who, for one reason or another, were repelled by, or unable to cope with,
the present school cnvironment, and who did not find anything in that
environment to sumulate them The pattern 1n the wner-aity schools of Seattle
Was typical of nner-city schools across the country

Current affiliations of the suthors arc Listed on page x1

i Al %}
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The Urban Academy program was an effort to bring about change in the
cducational system serving Scattle’s predominantly black central arez. The scope
of the effort can be gauged from the facts that it took place over a three-year
period, involved more than 100 meetings with community . groups, had 2
permanent staff of ten people, and expended about half a rflilhon dollars. Th;
program’s impetus came from the community® and its fundx'ng from Baftcllc.
The goals of the SUA effort were to design and put inte operation an
cducational system based on the needs of Seattle’s innercity community. The
cducation system that was developed did not reach the operational stage. The
SUA cffort did, however, produce a methodology for developing an educational
system based on: (1) the community’s educational objectives, (2) the methods
the community wanted used to atrain the objectives, and (3} successfully

d d inner-city education prog; The results of this dcvelopm:ntz’l.
cffort are summarized in “The Scaule Urban Academy Program Ph.n
(unpublished), which contains the outline of the design, organized into logical
groupings of “activity writc-ups.” A complete activity write-up contains a goal
assigns resp bility for goal i
used in attaining the goal, and gives scheduli

describes hods to be
g and cost esti for the
activity. Some activity wnte-ups arc quite complete; others are merely titled to
provide a place for future development. The SUA effort can be summarized as an
attempt 1o meld the community’s input with Battelle’s methodologics and the
education profession's expertise, and, through a serics of phases, pass the
imtiative and responsibility from the SUA team back to the community.
In this chapter, we describe how the effort began and progressed and discuss
some of the problems and ethical issucs encountered. Despite the fact that the

Urban Academy never became an operating school, it is hoped that the
communication process, which was the core of the developmental methodology,
can provide social scienti:

and ed s with an expanded
model, of what is required for invol

scope, if not 2

Yy 2

An Overview of the Seattls Urban Academy Program

Hucy and Lutle brought the idea for changing the school environment to

Batelle, for whom they became part-tme 1 and d €

in deseloping it Battclle, recognizing the need for educatonal change and the

ments of the Usban Academy proposat, agreed to provide staff assistance for
more detal and explonng ways to implement it

developing the conceptin

.

The cocummanty referred 10an ths Pipet was composed of the population (60 percent
eonwhate, 40 pericat white) that ehecied the Centra) Ases School Council, plus the students
1eedr § 18 that area, and otben 1a the Deater Seattle area who cxhibited an interest 1n the
SUA pregam,

s
e Bartele Memonad Insitute 45 o prvate research orgamiration, home-based in
h“f::.m;nu Owher Buelle faciliies anvolved 1n the SUA program  are
b e T 8 Kactland, Wathisgios, aad BattelleSeatile Rescasch C.

entet in Seattle,
N
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A team composed of Huey, Litde, several other Seattle central area
residents, and Battelle staff members worhed on the concept for several months
They sohcited suggestions from other commumty people and educators,
acquired background information about educational mnovations, and prepared a
wnitten description of the proposed Academy Dunng this prelimunary develop-
ment process, the team decided to expand the concept from sumply a school for
drop-outs to one for all inner aty youth. This decision was mouvated by the
recognition of the need for fundamental changes in philosophy, atutudes, and
teaching approaches 1n the educational system of inner cities rather than the
need for remedial programs The overall objective of the Academy became “to
develop and demonstrate an educational system which 15 effective in educauing
urban youth who are underachieving m the present system, while not com-

pr g but rather enh g educanonal opportunity for achieving youth »
The final Academy concept was to plan and implement a comprehensive and
fullscale inner city education system (3,000 or more students of ages 3 to 20)
The concept incorporated with the Academy team felt were the things mner city
students, parents, and teachers most wanted 1n their educational system

The Academy program was carrjed out tn several phases (Figure 1)
Following the development of the concept by Huey and Luttle (concept phase),
the first major phase was termed the “preliminary design’* phase This phase was
an onentation for the participants and a deciding phase for the Academy
concept, that 1s, what the Academy should become and how it could be realized
It became apparent that what was needed 1n subsequent phases was to pass the

y
PHASE 1) H PHASE (11 H
PRELIMINARY FEASIBILTY | STARTUPAND
CONCEPT DESIGN STUDY H OPERATION !
1 ]
1

CCH e S T mpgn o ow
; :
i i
N ]
BSRC H '
COMMITEE| ) H
cASC ! i
BMI \ 1
STUDENTS: i [
H 1
BSRC 8SRC PROJECT H 1
CONSULTANTS CONSULTANTS [ { MANAGER |} !

1

BMI - Battelle Memorial Institute SRC PosSIBL
BNW = @atrelle-Northwest ANTS| Aot
BSRc - Battelle Seattla Research Center

CASC - Central Area School Council

CRA ~ Central Region Administrator

sss - Seattla School Board

STUDENTS - Garfield High School Students

svuefx - Seattla Urban Academy

FIGURE 1. Groups involved in the phases of the Seattle Urban Academy program.
!
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initiative and responsibility back to the ity for impl ion and

p
operation of the Academy, based on the conviction that the people in inner-city

I 4
communities must have more control over the ad ration and the in
their schools.

In Phasc I, the originators of the Academy concept (shown as Baltc'llc-
Seattle Research Center consultants in Figure 1) were assisted by five pan—um.c
engincer/scientists from the Battelle-Northwest Laboratories and several addi-
tional short-term community consultants. More than 100 meetings with sludcn.t
groups, teacher groups, and parent and community groups occurred during this
phase. These mectings were generally chaired by a person selected by and from
the group rather than an Academy tcam person. The discussions were very open,
candid, and often vigorous. Minutes were kept, usually supplemented by audio-
or videotap dings and the Acad
ideas out of these discussions.

y team drew many of the Academy

The end-product of the preliminary design phase was a tentative plan for

ing and 2 prog plan describing the Academy in considerable detail.
The pecliminary design phase was completed in the spring of 1970. During these
months the team was developing an und g of the probl lua
the potential role and commitment of Battelle, and simply getting to know cach
other and where cach was “coming from™ and “‘going to.” Meetings were also
held with ed , the Seattle Superintendent of Schools and his staff, and the
School Board, and innovative ed ! facilities were visited.
During the same period (spring 1969 10 spring 1970), the Central Arca
School Counail (CASC) was formed as the result of another community action
effort, and in July, 1969, the GASC selected 2 Central Region School
Admini: This admuni requested and received assistance from some
of the SUA program tcam members and from Battelle in organizing and
deseloping

proceduses and systems for the Cenwral Region Schools. This
expenence, as well as the fact that 1

lucy was a member of the CASC, provided
‘l;“ SUA program team with valuable wmsight and background informanon. It
A.)ol mereased the sisbility of the Academy’s working group and the acceptance

g
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rest of the membershup The steering commuttee hired the Phase 1l project
manager and several staff workers These persons were supplemented by the
above-mentioned BSRC consultants and Battele staff

Based on the feasibihity study, 1t was determuned that the economic and
political requir for impl ing Phase III could not be met Phase Il
was not imtiated because adequate support from financul, community, and
other interests did not materialize A number of factors were involved, including
the concerns that the Academy program might conflict with new educational
programs being implemented n the central area, that the program might conflict
with school system desegregation plans, and that the Academy mught lead to
fragmentation of the school distnict Failure of the state legislature to pass
legislation to make programs like SUA possible was another major factor

Composition of the SUA Team

The inner aty people who were major participants i the program
had been extensively mvolved in commumty actwvities for years. They
included two aty utlity department employees who had been loaned
o the school district 1n 1967-1968, dunng a period of severe disruption
m the mneraty schools, to conduct a home=school Liaison program,
2 lawyer, a student who had been actwely lved m such
action efforts as formauion of the Central Area School Counal and a Black
Student Union at a Seattle umversity, a former Battelle employee (a physicist)
on leave as a student, an clementary school teacher, a school prnapal, and
several short term particip luding two ho and a retired career
military man Nine were black, one was white Two law students were also
uwolved, doing legal rescarch on the specific problem of subcontracting the
operation of public schools As previously indicated, some of the inner-city
people were consultants to Battelle for all or part of the three year period,
others were employed by the Seattle Urban Academy

The Battelle people wmvolved n the program had these bachgrounds one
Was a nuclear engineer, two were ch one was a ch 1 eng; with an
MBA, one was a statistcian, and one was a physicist Most of them were
long-term  Battelle employees with extensive management expenience Other
Battelle people with skills in such areas as public relanons, finance, and systems
engineering were used 1n short term assignments

THE SEATTLE URBAN ACADEMY PROGRAM'S APPROACH
TO SOCIAL INTERVENTION

So far, in this chapter we have stated the context of the problem astacked
and the progress of the sol proposed For the most parr, the SUA team
looked upon the Academy program not as a social wntervenuon effort bur as 2
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hl 4

f e i cientific or
inition and blem-solving effort—much as one views sci
P

g problems. The tcam was not compris:;i of sociologists, and litde
iology entered into the problem-solving efforts.

fN"“;l :;:csl:ipgiy;n of a program like this in rctrospc::,t oftcn. has ftl:: a;t;!:-:[::
“filling in the hollows and knocking off the p?aks —that is, oT sy
program seem better planned and exccuted than ft actually w?s. ing projects.
program did not proceed in an orderly manner like most cngmccd “g) o
There were many starts, stops, and pauses. The phases rcfcrrcl. e o facsor
become clearly defined until the inception of Phas.: 1. 'A complica gt T
was the fact that the traditional sponsor-client relationship did not exis : ot
decisions and directions were not readily forthcoming. The authority to es!

i in the
the Academy and the source of funds to operate it were not clear
beginning,

engineerin;

Context and Goals

The general context of this example of social ifxtcwentxon is ]‘:ﬂ:::
education. Using the definition of social intervention given by Warwic -
Kelman (1973), education itself is the most pervasive cxam?le' of fSD .
intervention in our country. Its basic goal is to alter the chancten'mcs .o “‘:h
individual in such a way that he or she has 2 common basis for xelau’onshlps Mdi-
other individuals and with agents of our society. Although educauan’has Tra
tionally been considered the socialization agent for our society, its real impact ;’2
upward social mobility is being seriously challenged (Greer, 197?)' for
responsibility 10 educate everyone, not merely provide the opportunity °_
education, is being more universally accepted. The cthical affront the educa
tional ente

TPRIsC gives to some social activities is exemplified by the exhortatio
%o deschool socicty given by

Ivan lllich (1970, 1971).2 lrrespcctific of Ihff

position one takes on the eltist to least-common-denominator continuum '01
educational policy, the fact remains that education is a massive form of social
intervention which Kenneth Clark (1965, 1970) and oth
have observed to produce devastating infri;
sclf-esteem, Pparticularly among the urban poor.

‘The approach the team took in deve] ping the SUA program was i
by 2 number of factors, The objectives the participants held as individuals and as
members of groups were 3 major factor. These objectives may be considered
under the three groupings of Pparticipants-

er critics of education
on individual A, md

a d

¢ the objectives of Battelle

the objectives of the blac]
the objectives of the co

. ks who participated in the program
. mmunity the SUA would serve
*lvan Wich is the fou

nder 1nd head of the Center for Intercutrural Documentation,
Cucrnavacs, Mexico,
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Bartelle’s chief objecuve for the program was to innovate tmprovements in the
educanonal opportumuies for inner-city (mostly black) youth by serving a
community with the research and development resources of Battelle Addi-
uonally, Battelle hoped to uthize this experience to better understand the ways
of change 1n social systems, to conceive and evaluate other possible new roles for
Battelle 1n education, and to find better ways for coupling the skills and
perspectives of natural scienusts, engineers, and social scientists to the urgent
needs for improving the quality of hving 1n urban communities
It 1s important to note that these objectives are process oniented, and not
end product oniented From the black partcipants’ point of view, Battelle’s goals
tended to be orgamzation centered and not client (black commumty)-centered
Battelle had no preconceived idea about the outcome The Battelle participants
exercised caution because of their inexpenence 1 this sort of acuvity and
because they wanted to ensure that Battelle did not become mvolved 1n activities
that mught be inappropnate to Battelle’s charter (for example, lobbying for
legislation) or that would create sigmficant unfavorable pubhcity The Bartelle
paracipants were genuwnely concerned that they hear the messages from the
community and accurately translate or assist in the translation of these
messages wto an educauonal plan or design They tried to play the roles of
expeditors and resource persons and to avoid mmposing on the team ther
preconceved, white, middle class concepts of a good education system In
addition, Battelle was concerned that 1ts involvement in the effort might ahenate
the community (that they mught regard 1t as another effort by a large white
organization to solve the blacks’ problems for them) and thus hamper getung the
broad community mput that was nceded Therefore, Battelle appeared—and was
1n some cases—timid or placid in striving to implement the SUA program
The blacks’ objectives tended to be end product oniented For the most
part, their concerns came from the frustranon felt by the black commumty
toward unresponsive, unproductive schools This frustranon, coupled with the
high value they put on quality educational act by their children, led to
c blist of y goals for education The black community’s
primary goal was to bring about insutunonal change in the educational
establishment. This change would be realized through schools that were
responsive to and producuve for the community
The black community’s image of 2 productive school 1s one in which
children achieve No excuses such as famly status, socioeconomic conditions,
and race are acceptable reasons for poor student performance Blame for failure
i school 1s shifted from the student to the school iself Thus, the
bl g-the-vicum philosophy of the edu 1 system 1s counteracted A
responsive school 1s one where parents and students have a real communication
hink with the adnumistration That 15, these two groups are genuine partners in
the deasion making process of the school For example, they have a voice 1n
staff selecuon (and dismissal) school program evaluaton, and the teaching
process.
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The Academy objectives were intended to be synonymous 'Wi[hldlhn:
community’s objectives, although it was recognized that such unity is seldo
attained in reality. The major objectives were as follows.

Overall Objective:

The overall objective of the Acad

is to develop and d rate an
cducational system that is effective in educating urban youths who arc
underachieving in the present system while not compromising, but rather
enhancing, educational opportunity for achieving youths.

Subobjectives:

1
2,

To involve the community actively in the education process.
To develop an improved understanding of the teacher-learning process

for urban youths, including those who in some respects are under-
achieving in the present system.

- To demonstrate convincingly the cffectiveness of the proposed educa:
tional system in a nonlaboratory, real-world system.

4. To duplicate or replicate the educational system that is developed.
Many meetings of the SUA team and of team members with community

groups were devoted to developing these objectives. The fact that the
community was concerned about institutional changes and their acceptance and
understanding of the rescarch-d fon-replicati hodology for bring-
ing abour changes are reflected in the last three subobjectives. The community’s
immediate concern was with its own local problems, but it saw the value to itself
and others of applying the educators’ own paradigm for change.

The Academy could have taken many forms, The team periodically
considered and reconsidered applying its efforts to (3) creating street academics
and (2) assisting the present school system. Both of these were done, but the
main effort ined an educational system ding hat apart from the
:xfs(ing system. The major reason for rejecting applications 1 and 2 was that
neither promised to have any lasting effect on the educational system. A broader
cffort was needed if the SyA’s objectives were to be attained. An actual
community school was threatening to the existing educational system and
difficult 10 finance; yer 2 high degree of autonomy was needed to bring about
the changes deemed necessary. This played an important role in formulating the
concept of 2 ity corp perating the Acad for a fixed time
period. 7

The objectives held b
and the teachers’ edy

y other tmportant entities, such as the school district
caton assocation, were very important too. Their
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educational objecuves were factored into determining the overall program
approach

As the SUA program team members began to nteract, several additional
factors became important 1n determimng the course that the program took
Fust, and perhaps most important, was the fact that both the blacks and Battelle
had 2 prablem-solving orientaucn The blacks had this anentacion for reasons
stated carlier, Battelle had this onentanon as a way of doing business A major
conflict would have occurred had Battelle pnmanly approached the effortona
“search for knowledge™ bass, as many academically imtiated programs do This
mutual orientation was largely responsible for the selecton of a speafic
end product by the SUA team—the Academy as a functioning msutution The
second determining factor was the observed fate of small efforts at educational
change Members of the SUA team wisited the sites of many mentonous efforts
at educational change Most of these efforts were quite small, and 1t was often
noted that when the key person 1n the effort left, or the federal financial subsidy
ended, the program would die out The third factor was that neither Battelle nor
the community had control of an educational system Fourth, Battelle could not
commut the financial resources required to operate the SUA. The fifth factor was

the cntena believed necessary for successful operation of the Academy These
were

The Academy must have the authonty te control its own program within a
broadly stated charter

The Academy must have adeq Tuding funding, to carry out
the necessary parts of 1ts program

The Academy must stnive for real community, teacher, and student
nvelvement

The Academy must maintain a thorough and open planning and evaluaton
program

The Academy must select, tramn, evaluate, and restructure teachers® Job
responsibibiies and assig ts to help teachers meet the challenges of the
Seattle Urban Academy system

The Academy must offer educational opportunities to all chuldren living in
the community it serves

Dunng Phase I, 1t became apparent to the team that the problem went much
deeper than the failure of the schools to teach the urban poor to read the
schools were actually having a detnmental effect on the sociahzauon of many
urban poor That 1s, rather than providing the urban poor with easier access to
the good things of society, the educanonal system turned many off to the
pursuit of the ethical goods tradinonally valued by our culture Thus, the
program s goal became one of restructuring the educational system
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The Communication Process

The major working tool of the SUA effort was the process of ;om:ldu:;c:s
tion. One party to the discussion would state his interpretation of cler e
or means, the other party or parties would react to the postulated ends o B
and alternatives would be generated. A conscious effort was made to cm.lsl csion
potential alternatives, even if their realization might be improbable. DBC:l:n o
and analysis of the alternatives were also directed toward the ’pﬂ s
implications of cach on other desired ends. The output of dl:fc dns;u e
{which varied from a few hours to weeks on a particular topic) within the ;
team was the alternative or, frequently, alternatives on which consensus wa
teached, These alternatives were then used as postulates to initiate the same type
of reactive discussion between the SUA and ather groups in the comm{mny. Thi
process was interactive and iterative; it worked because it was open, it was noc
constrained 10 come up with unanimity on a single alternative, and there wer
minimal hidden agendas. When two or more altematives were required to express

consensus, both were included in the program plan as postulates for further
development or consideration. 3

The SUA effort was based on the devel P of this . cation
Pprocess on two levels: first, within the working tcam—between white, middle-
class engi ientists and black ity rep ives (including ‘d“'“'
tors)—and sccond, between the SUA team and the broader community
interested in education. The Process was similar at each level and can be
characterized by the following chain of activities:

Discu:
State l:n dss Generate Reach
Postulate Analyze Alternatives Consensus

people with differing or undefined goals. The rationale was that if real objectives
can be clearly stated and agreed to, th

€n methods to attain the objectives can be

approach was 2 valuable tool, permitting pi di i
problems without losing sight of the overall picture,

To dlustrate, Huey and Lintle’s ongina description of the problem was
interpreted quite narrowly by educators 2p carly meetings as cxpressing a need
for an alternative school for drop-outs or drop-out-prone students.* While that

*Largely due o Huey and Lile's efforts, such a school now exists in the central region
©of Seattle. This alterpative school, the Ext,

ended Services Program (ESP), serves those
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type of alternauve was sorely needed, the SUA team reached a consensus—
after months of discussion and analysis—that the high drop-out rate experr-
enced 1 the central area, along with the in-school floaters, was a symptom
of 2 more basic deficiency 1 the system uself Further applicauion of the
communicaon process with teachers, parents, and student groups resulted
mn the realizanon that the defictency was also mamfested in the system’s
mability to respond to the human nceds of its own staff, parucularly
teachers, and that the system was consequenty msensiuve to the human
needs of students and was unable to respond to thosc needs, should they
be recogmzed Thus, the solution was to change administrative methods and
the role of the teacher The system itself, not the drop-outs 1t produced,
became the focal point of the social mntervention
The communication process helped the team to avoid the major ethical
problem encountered 1n getting many social interventions under way
namely, getting started without compromusing the freedom of choice of the
eventual participants in the program In addition to the commumication
process, the fact that Huey and Little were involved from the beginning—
mdeed 1muated the joint effort—helped avoid an unfortunate kind of
preplanming that often preceds community involvement Such preplanning
often sets up boundary condiutions, or a prejudged framework for acceptable
solutions, that result in the community’s being a rubber stamp, and often
the community does not even realize it This preplanning approach may
have 2 rauonale that 15 vahid from the preplanner’s point of view but not
necessanly from the community’s In fact, such preplanming is often the
cause of the y’s dp the prepl g actvity, to which the
black commumty 15 lghly sensiuve, comes thmugh at best as distrust of
the community’s abiity to know what it wants and at worst as outnght
manipulation
Communication was facilitated by the orgamzation of objecuves There
are many levels of objectives 1n any program If the program is large and well
designed, the objecuives should fall into a hierarchy with lower level objectives
contnbuting to higher level objectives An attempt was made to arrange the
SUA objectives in a hierarchy The first two levels—the overall and subobjec-
tves of the SUA—have already been discussed Third level objectives were
prepared for each grouping of actvities compnsing the nine ‘ systems” of the
SUA and some fourth level objectives for selected activities were prepared
using the 10n process p ly described Preparanon of all
fourth and lowerdevel objectives would eventually require participation of the
teachers, students, and parents who would compnse the SUA One could

students that the regular public school system great ds ned g- The
ESP employs many of thase concepts and procedures that were part of the proposed SUA
program The ESP has been 1n operanon for more than three years as part of the Seattle

School Distner.,
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i igher- bjectives,
expect lower-level objectives to affect already written higher-level obj

. . : . l oh'cc.
and they frequenty did, resulting in modification of the higher-level obj
tives,

Means of Intervention

3 ificd as
The communication process described carli‘cr is r:t.rospccnvel}t'h Zlas::;::m’s
the “means of intervention.” But it is informative to discuss howl l:,f iy
activities fit into one typology of intervention means. The typol <>Ig‘y£I rreedom
suggested by Warwick and Kelman (1973, p. 40) cl.assxﬁ?s mca:ls oersuzsion o
continuum, ranging from coercion through manipulation an .f;;_mk oenuse
facilitation. Application of this typology to the SUf\ program is diffi v en has
the classification scheme has the implicit assumption that the changeA,‘zmm’cr
the power to set limits to the freedom of the change tzrgcnh ez the
complication arises when there are multiple targets or when targets chim-ixchy of
program unfolds, As there was a hicrarchy of goals, there was also a
targets in the SUA efforts,
¥ The process of communication we described earlier was the :‘:Z f::
developing the program of change, and it was planned :? be the m:; hased
bringing about change in the major target of the effort, This process v;'scussﬁd
upon equal status of the individuals or groups who state.d and di s
postulates in an attempt to come to consensus on alternatives. The p

ibuti o the
required true mutual respect for the contribution cach party could make &
discussion and an admission

(at least implicd) by cach party that the wak:;
was beyond his or her capability to solve. Each party needed the othﬂ'; atz
consequently, no party set any limits to the freedom of any other. ‘The onl Ya” g‘
we could put on the process would be the "i::rativc-im:racuve-!?'“(“_l‘ y—
educative” means of social intervention, The process comes closest to “facil 1:2"
tion” (Warwick & Kelman, 1973, P- 57). The “completely honest and OPC;:C
example (Warwick & Kelman, 1973, p. 59) is 4 good parallel to :JA
relationship berween Battelle and the community representatives on th{s I
team, which represented a cross section of the community and not a particular
organized faction. As the program developed, a formal iation was made
with the CASC.

The Scattle Urban Academ,
major target was the educati

Y team had the role of

a particular change, the team
The team was, Ofganizationally,
members had, or took on, workin
other than change agents. These rol
to the degree nor in the systemic
Was, necessanly,

8 responsibilities within the system in roles
¢s no doubt influenced many changes but not
Wiy cnvisioned by the SUA effort.) The team
change agent in that irs community develop
meAt work was intended 1o change the community, while its basic target was
change 1n the school system The s

kills of each person on the team were used to
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the best advantage of the effort The control of the team, as far as the direction
of change goes, was in the hands of the commumty members of the team
Battelle’s funding limuted the resources available for the planning effort, but 1t
did not himut the scope of the solutions that emerged Battelle provided its
problem-solving skills for use as the community saw fit
The commumty was ready to make substantive contnbutions to the
education of its youth, contnbuuons that transcended those available from
confrontation The community had exercised 1ts muscle and was ready to do
more than simply force correction of conditions thar made discipline in the
possible In the ab of pulation by social actvists, 1t takes a
situation viewed by the community as a crisis to get out the pichets and bring on
the boycotts Such mampulation 1s frequently practiced by socral change agents
with appatently no more justification than thac 1t 15 easter than the extensive
commumity development work that could result in getung the community what
1t wants instead of what the agent wants The SUA effort was intended to make
the basic types of changes that do not have the high emouonal impact of gettng
drugs and knives out of jumior high schools It required a long term effort based
on reason and “soul,” not on emotion The matunty of the Seattle central area
community 1s evidenced by the continuing interest support, and nput it gave
the SUA effort over the three-year life of the program It 15 hikely that the
support and wput would have dramatically increased and been sustained over
the five years of community work yet remaining had the project continued to be
funded Unless the matunty of the commumity 15 a controlling factor in the
selection of means, a social mtervention project can be extremely wasteful of the
pool of skills available
The SUA team had hoped that the communication process would work with
teachers and educational admimstrators It appeared to work imitially because of
school district policy supporting community mvolvement The educators did not
80 agamnst that policy as long as the SUA program appeared as powerless as other
commumty nvolvement groups But when the educators became aware of the
developing power base that could result 1n violation of the unwritten boundanes
they set for community involvement, SUA's postulates became infringements on
their nght to make educatonal policy In such a defenswve posture, they could
notanteract during subsequent 1terations of the process and the possibility for an
iterative interacuve mutually-educative process was lost Subsequent dealings
with the target (the educational system) iwere attempts at persuasion or
mampulation The SUA’s means of interventions were then reduced to

¢  Facihitating the commumty’s access to educational policy making groups

*  Persuading educators enamoured of the status quo to allow basic changes
to be made in their system

*  Manipulaung the environment of the educauonal system by prowiding an
alternaune system of schooling

(Note that each of these means has a different target and that each interacts with
the other )
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ETHICAL ISSUES ARISING IN THE SUA PROGRAM

Ethical problems in the social intervention context arisc .\nfhcn 331 m;:;:“:;
and a target of the intervention have a conflict in the pnonnc.s cah Pe e
the elements of its value set, In what frequently passes for social chang iz s
level where the relationships to be changed are between an agency providing

ice (for
service (for cxample, the education system) and the users of that servi
example, students, parents, and the

definition,

) bl ition, need
M 5

iscreti ing agen
and program planning are all at the discretion of the SCI'\.VmEhid CZ;
at least in substantive matters, and the users are persuaded, manipul s

N B in the
coerced into changing to better fit the system. Little change is made in
scrving agency.

In retrospect, the Seattle Urban Academy program was an att;lml:;u‘;
reverse the way social intervention usually operates, that is, to reverse Cmc”
agent and the target. The problem that initiated the SUA effort was the szurbm
that recognized by many educational policy makers, namely, that the e
Poor were not being adequately educated. The main goal was to get
educational system to cope effectively with the needs of the urban poor.

L : of
The salient features of the SUA approach to social intervention and lh°5; ot
quently observed approach are pared in terms of primary 35°“SuA
cach major activity in Table 1, The after-the-fact characterization of the

af

TABLE 1. Companson of

“Agents™
the Usual Approach

~The SUA Program Approach versus

Activity SUA primary agent Usual primary agent
Recognize probiem Huey and Little Policy makers
Define needs (desireq SUA team, central

Academic
7900d” not being ares community theoreticians
realized) nvolved in

education
belermune obyectves  SUA team, central Folicy makers,
{who or what i3 1o be area community academicians
modified—targer nvolved in
woup) education

Operate programe Program Director, Program Director
with SUA and com-
munity corporation

Evatuaty Drogam® SUA, acadermicians, Academicians,
Policy makers

policy makers
*These scuvitiey were planned, but were neEver implemented in the SUA
Propam,
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approach detailed in Table 1 1s given to provide an organized basis for answening
the cnucal questions i the evaluation of ethical ymphicauons at each acuvity
Who 1s the agent mitiating the actvity? and How does the target of the
mtervention have an impact on the acuvity? The ethical success of the
mtervention can be gauged by how well the value conflicts that anse i the
intervention are resolved.

At cach stage mn the sequence of actvitics, these questions should be
answered In the SUA effort, there was 2 hierarchy of targets as well as a
tierarchy of objectives Thus, the nominal targets and intervenors changed We
now discuss some of the problems avoided or encountered 1n each actvity

Problem R and Need Def:

In the SUA approach, the problem was recognized by two individuals (Huey
and Little) who could be characterized as urban poor and who were 1n 2 position
to communicate therr understanding of the problem to the noneducational
agency (Battelle) that became nterested in the problem The most immediate
percerved need was not to promote hiteracy, although that was important, but to
stop the destruction of self esteem and intellectual cuniosity of the urban poor
by the educational system 5 The cold and determunistic nature of the systems
engineering techniques used by the SUA program was permeated and kept
responsive by this sensinvity to the personal needs of the expected parncaipants

The problem was recogmzed by those who personally felt the effects of the
problem and who were thus able to go beyond symptoms to arve at the
underlying needs that had to be satisfied The frequently encountered problem
of applying narrow experuse, which limits the range of potennial solutions, to an
1l defined problem was thus avoided

The p blem, pr ly alluded to, was also avorded The
starting pomt of any discussion was a postulate—a tentative statement of
personal opimon The sumple words I think” preceding a statement apparently

did two things First, they put the statement on a tentative basis, and, second,
they invited others to state what they thought.

To ensure that problem recogmtion and need defintnon were not limited
only to what the SUA team thought, additional input was obtamed from a senies
of visits to mnovatve educational faciities i other urban setungs Also, the
Urban Academy team did mnvolve and employ expenenced educators and
educaunonal change speciahists Discussions had been held with people such
as Offie Franklin and Rodeh McCoy, as well as a number of white educational
spectalists. Informauon gamned from these discussions was apphed to the
program where 1t was decmed appropnate © The educational system (the target)

Dy on this can be found, for cxzmple. n Sizemore (1972)
1t 1s not clear, however, that there are any change sp 1 1o
Pattern oncs cfforts after Change in the cducauonal system 1s rare, despite the many
remedial programs or, perhaps, because of them.
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also had input into the problem recognition phase through the involvement of
local educators in the SUA advisory groups.

Throughout the it was d that the SUA program efforts

g prog
would cause some conflict. Some of the conflicting values that could cause
ethical problems follow.

1. Self-esteem of urban poor versus elitist educational policy

2. Parental freedom of choice versus self-esteem of educators .

3. Teacher's security/survival versus expansion of their freedom with conser
quent increase in responsibility

4 Administrator’s security/survival versus freedom of choice of teachers,
parents, and students

5. Survival/self-esteem of schools versus values of broader social justice

6.

Self-determination of students versus ease of educational system operation

This list was drawn Up retrospectively, but the potential for conflict in these

areas was recognized and efforts made to resolve it in the direction of providing
more freedom of choice ta more people.

Objectives and Methods
An ethical issue anses when the target and the broader community have
not had ample input to the program. By way of illustration, using the input
to objectives development, we focus on the typical application of the mcthod:
that the SUA team used 1o get input for one objective, namely, 2 third-level
objecuve dealing with administration of the SUA. Over a period of time
(weeks), we developed a number of options, including the CASC, Bartclle, 2
subsidiary of Barrelle, i

an education corp. , a ity corporation,
and the School Board. We listed the ad ges, disad and unkn
These options were discussed informally with a number of groups and with
x::mbcrs at the ity. The Yy corporation (with an undefincd
ut predomi i

_ y Y, bership) began 1o emerge as the organl-
2ation that would be most consonant with the objectives and wath certain
Recessaty canditions (listed above) that had to be met for the SUA to be
sucu:ssfu‘L The points to note are that 1nput was not dirccted and that the
community had its wishes WItten into an objecuve, the objecuve of estab-
lishing a €ommunity corporation, ’

_Thc mlrrz%l program management m:lhodology was that of a Ph‘“d
Project, as indicated in Figure 1. In the situation within which the program
operated, phasing was 2 BIVeN, necessary way of Pprocceding. From the Bauelle
POt of view, no program exists without phasing, Phasing may be formally
"The first two tevels

= Sibsmed 1 Sobut et 0 WeTe discutscd eaticr, The community corporation
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stated, as 1n the case of the Academy program, or may be a idden agenda item
In the case of the Academy program, Battelle made clear 1ts intention to phase
the program. This was stated to all parncipants and 1n all presentauons Even
though the implications of phasing were stated, there 1s sull the ethical 1ssue that
the commumty may not really have heard the statement because of 1ts total
commitment to success Thus, phasing could provide options only for Battelle
and not for the commumty
Phasing worked to the advantage of all parties in the Academy program For
instance, the Central Area School Counal clearly stated that 1t did not know
whether 1t wished to continue participation with Battelle and the Academy team
beyond Phase I It was possible that there could be certain outcomes from
Phase 11 that would not be in their interest Thus, it was mutually agreed that
etther or both parties could step out at the end of Phase 11
The Barrelle staff found it very important that blacks on the team had the
opportunity to talk to Battelle Laboratory directors, the president and senior
officers of Battelle, and occasionally to members of the Board of Trustees, so
that they could state their concerns and their posinons This was accomplished
throughout the entire program Indeed, the team believes that the effort could
not have hung together without the blacks’ having this opuion to talk to sentor
Bartelle officials b through ¢ ung they were able to feel assured
that a real commitment was behind Battelle’s efforts The black commurty,
however, never beheved that Battelle had 2 genuine commtment to central area
education
Phasing did create the basic problem that each component involved directly
or indwrectly 1n the effort waited for some other component to make a total
commitment. This was impossible without predetermining the outcome
A question that naturally anses 15 Who called the shots m the Academy
program—the blacks or the whites, the project ger, the steenng tee,
Battelle? It 15 difficult to describe the deaision making process that operated in
the Academy program accurately and sucanctly It was a subtle process
Unilateral d were not feasible Decision making evolved through an
cnormous commumcation effort and constant discusston of alternatves and
responses Essentially, the results of the communication process led to the final
decisians that were made 1n the Academy program

ASSESSMENT OF CONSEQUENCES
Attainment of Major Goals

There 1s no edifice that we can point 1o as being the Scattle Urban
Academy The concrete end product of our cfforts 1 the Seartle Urban
Academy Program Plan  which explains the nature of the Urban Academy and
how 1t could be brought into being and managed The program plan 1s not a
cookbook that gnes step-by step direcuons but rather a framework within

which an educauonal p p to ch local needs can be

4

developed and controlled
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The SUA program failed in its goal to bring about -systcmx.c mlsn:;l;o::
change. Throughout the program’s duration, the community was invol vlc P
more immediate priority of the descgregation movements of the Seattle schoe’
District, so the broad-based support needed did not dcvc'lop. Busmghh ’
d schools and izing the central region subdistrict crc'ar.cd 0;1 Cc
ar:n: f;r community involvement with a more immcdi:ftcly pcrcclvcc‘lﬂlvwl-la
impact. (The children of central region parents were going to be buse
potentially hostile environment in schools outside the central region.)

Some overall positive results of the SUA effort are:

Many issues that needed it were tackled openly—issues ranging from
productivity in education to overhauling the management stm'cturc. . o
Increased credibility was given to a number of educational mnovanons‘
changes that might have been delayed or laid aside for lack of a confirming
opinion. ) e
Many innovative programs being carried out elsewhere in the country we
identifi

d and have sub ly been incorporrated into Seattle schools.

Many ideas developed by the SUA team have been adopted or are being
tried in the present system.

. . . i ot
In conclusion, it appears that the most basic reason the efforts did n
produce a school is that the team was not

target of the intenention, namely, the teachers and administrators. They
recognized the validi

ty of the SUA program’s objectives for the system insofar as
these objectives related to students, but changing the role of the teacher, even
with extensive inpu

t from teachers, was not to be a postulate for discussion
between the SUA team and teachers.

Despite failure to come to consensus on this basic conflict between teacher
interests and the team’s interpretation of student and community interests, the
decision was made to 80 ahead in the hope that the needed educational process
of teachers could be plished through (one-year) involvement of
crcfully screened and committed teachers in the development of the opera”
tional form of the SUA. Ed were involved in sub devel 5
but their conscious effort was to

P
q
help develop program components, not t©
change the roles of administrators and teachers,

able to sufficiently involve the major

Community Perspectives on SUA Program Consequences
23 Viewed by the SUA Team

Pectives are the SUA team's view of community
responses to the progr:

im, based on the team’s association with community
ontact with the SUA effors,
A number of imp.

A 3Ct5 were felt by the community as a result of the SUA
Program. Fyny, Parentstudent insolvemen in educauonal planning creased.
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Second, community members became more widely used as nonprofessionals in
classroom work  For example, parents were used in teaching a science
demonstranon program at one of the local elementary schools Third, a small
cadre of black people from the community recewved traming and acquired shills
n modemn management and planning methods. These shills have subsequently
been used in other commumty projects Fourth, a major consequence of the
SUA program was to provide the commumty with new and more thorough ways
of questioning and challenging proposals that concerned them The community
has expressed, as a fifth result of the SUA program the raising within the
community of expectanons that faled to be reahized when SUA failed to
matenahize The opportumty for communmity people to interact with educators
on a nonthreatening basis was a sixth impact of SUA on the commumty This
differed from the confrontanion dialogue experienced by parents and educators
in other settings Finally, community people became more aware of additional
sources of support for therr educational proposals Members of the CASC
paracipated u soliciang funds from Battelle Memonal Insttute, the U S Office
of Education, the Seattle School District, and other orgamzauons
Out of Phase II came the development of a nonprofit firm, Urban Academy,
Inc., formed by community people who participated mn the Academy effort, to
provide for continuing the Academy concept That firm has worked with the
school distnct of another aity (East St Lows, llnois) developing an
Academy there

SUA Program Impacts on Battelle as Viewed by the Community

The commumty had its own percepuions of SUA program mmpacts upon
Battelle Generally, the commumty (central area Seartle) felt that Battelle
achieved s1s pbyecnives Bastelle staff members expressed imcreased confidence 1n
understanding the ways of change i social, especially educational, systems
Lik . Bartelle g gained sigmificantly 1 1ts abiity to deal with
social issues ansing in the mner aty Second, the commumty felt certain thar
Bartelle was able to mvestgate possible new roles for Battelle in education On
the strength of 1ts knowledge acquired duning the SUA effort, Battelle became
mvolved 1n the evaluation of other educational programs on a contract research
basis. Finally, the community believed Battelle’s scientists would be better able
to employ their shills and methods 1n working with socal problems

SUA Program Impacts on the Seattle School District
as Viewed by the Commumity

Commumty people have responded thar the SUA program had mmpacts
upon the Seartle School District in four major areas Furst, a result of the
Academy program was to mtroduce scveral new cducational methods and
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school
programs into some central region schools, For cxam;‘llc, the c{::l:cn;g’cct s
science demonstration project was started. Coupled with the sci e o new
a staff training component. Second, thf SUA program mcc;l:hgocl Do, for
forum, outside of the traditional settings of th? Seattle O dens. Several
teachers, parents, and students to discuss and rcvx:\:v cducam;]n  the epenncss
high school departments revised departmental meetings to re. Ac " cdueators
advocated by the SUA program. In mecetings held by :1:: ?:i j 3 Jouths
cre exposed to the idea that ed are resp R th
vx;mt is, Educamrs must do more than simply provide an opporturll(lt‘}i' f\:ihy‘S)UA
to acquire an education, Third, as central region educators worl cl i,
staff, these educators increased their ability to plan schoo‘ o hich
Educators experienced the method of curriculum and program planning

. . ers would
teachers and administrators jointly resolved issues. For example, teach

no longer be handed a curriculum

ment, Finaily,

icipating in i elo]
package without participating in l'f d;:’c ufc‘
the SUA staff trained several central region educators in
of modern educational planning techniques,

Battelle Perspectives on SUA Program Consequences
SUA Program Impacts on Battelle
ere
It appeared to the Bauelle staff participating in the SUA program that Lhno[
was an clement of disappointment within Battelle that more was

as
accomplished. This disappointment came in large part because th.: AC.chm); v[vhe
not realized as an entity, This may be somewhat surprising in light of

Cy N ture
Batelle 1 s obj for the program, which were of a process n:nus!
rather than an end-result nature. To und d this di ment, one
understand what kind o

PP
f company Bautelle is. In any given year.'Ba‘ttclli
P and completes hundreds on research contracts. In a vast majority O
cases, the contracts are fulfilled completely within the objectives stated for ‘!“
program. Consciously or i gram that does not meet its
objectives is looked on wit

akin to a sense of failure. The

Y, any p
th some disappointment,

2 the source
Academy Program.

oices within Bauelle,
he outcome of the A
0 sce the

There are many v
€an be obtained on tl
Battelle were glad

and any one of scveral p:rspccuvcz
d bers of

. Some ek
¢ it was a high-ris

7 F (-4
Program completed becaus

S appropriate;
program did not continye .
funds used in the Academy program for physical research or other activities
may have felt that the moncy could have been spent better elsewhere.



THE SEATTLE URBAN ACADEMY PROGRAM 183

On the whole, the Bartelle staff believes that Battelle wishes to obtamn more
perspecuve on the Academy program and other efforts similar to it before
evaluating what a Battelle type orgamzauon can bring to social intervention
efforts. It 15 not expected that this perspecuve will be gained for several more
years

Participation by an orgamzauen lke Battelle n as volatle an area as
mner-city education was not nearly as hazardous as it appeared from the
“outside " It appeared to the Battelle staff that there were conscious efforts by
blacks, both in the program and outside the program, to protect Battelle from
unfavorable publicity that might cause 1t to withdraw or decrease its effort. This
1s not to say that its “toes were not held to the fire” in many meeungs But such
times were mamnly those when there was a minimal chance of significant
publicity The blacks appeared to understand the commumity’s concerns and
needs, and each helped the other stay out of pitfalls that could destroy the joint
effort or render 1t meffecuve

Team building in the Urban Academy program was based on the mutual
respect that evolved dunng the effort One can best understand the arcum
stances by considenng the factors involved in any problem-solving effort,
ncluding development of the Seattle Urban Academy concept These include
cogmtive knowledge, a process, and team buidding and mamntenance In the

Academy cffort, the cogmtive knowledge about nner-aity education was
supphed primanly by blacks from the mner aty The process part of problem
solving, systems engineering methodologies, came primarly from the Battelle
staff Team building and maimtenance had to be a joint cffort. The fact that both
primary participants, those from the inner city and those from Battelle, needed
the other to develop gful hes to resolving the problems built a
mutual respect, It was not a casc of each helping the other, but of each
supplying to the effort something of value that could not be supplied by erther
alone and which was valued by each The principle that scems to be mvolved
here—that 1 a jomnt effort all parties must feel they are benefiung and
contributing for there to be respect and understanding—is probably not new, we
simply expenenced it in another setting It scems that in problem-solving efforts
n the social arena, one way helping 15 not a viable option Mutual help 1s 2
necessity
The sy g methodologies applied during the Seattle Urban
Academy program provcd 10 be excellent working tools 1n the highly sensitive
sacial area. These methodologies appeared to promote openness and helped
focus communication, and they were solunon-onented—all very important
atmbutes m a setung hke this These methodologies have to be applied with
some sensttvity or else they become too ngid—cven ends in themselves. It must
also be recogmzed that all values cannot be quanufied by systems engineering
methodologics and, thus, the methodologies should not be pushed beyond their
limitanons
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SUA Program Impacts on the Community

effort
It scemed to the Battelle staff that the Sea'n.le Urbz;:r A;?:I:il fofa
simply stretched the credibility for the community too far.

sevel t
ip, i i isti d h and P
working relationship, in which a ph . 2 2!  tions of
company attempts to work with a Yy, and not gh org:
- q
the community, has not been

1 by many ir ity blacks or whitC:;
pomenee : o contra
Since the usual sponsor-client relationships did not exist (there v;asd:lc program.
between the parties), an aura of disbelief constan}ly ?urroundc e can
One impact on the community, then, was the rcahzat;on 'that sl.lu
i i d ding of what is
exist. It expanded the Y's g O P fer. A
A sccond impact on the community related to t:clznologydtf:;‘ssoun "
number of the techniques, both of systems engineering an o as el
g practices, have been dopted by b oft!’le eved chat these
as by members of the Seattle Urban Academy staff. It is bchevg < 'of people
techniques have benefited the ity. For _: 'Lhc ":“ﬂlll ernany meet-
actively i d in changing education was i Y comscious of the
ings and task forces initiated by the SUA team. The team was cons e dong
danger of raising expectations and not producing results, but afl)’ e not
this line were not confirmed by events. Apparently, expectations wi of
3 di 1 riisﬁd dth +H d‘lc 1. EH s ded thc ﬁngc
L & L4
the possible.

We believe that the Acade;
cducational system, althoy,

my effort had several beneficial l‘fS“hS. onT‘hh:
gh it is not possible to show causal xelauonsh‘l‘PS- .
SUA team brought P and to the ity for c any
and discussions of educational concepts. These contacts and the m n
SUA-rclated meetings of teacher, student, and patent groups promoted 0pe
discussions, interchanges of ideas, and stimulation of new interests and concerms.
Several program innovati i
believed, significantly in
parent involvement, wider
dassroom work,
approach for

ed by the SUA program. Examples are g"ﬁ“i‘;
use of ity persons as p

» S0me new math and vocational education programs, and 2 new
drop-out-prone youths, Some school administrators began using
aches in program fmanagement—particularly in setting goals, using
 and check pointing, and articulating objectives. Finally, many

Parents have come d use the power of asking, “What are the

to tecognize an,
objectives?

SUA Impacts on the Education System

How the syA Program affected the educational system 1s difficult 10
descnbe from the Bauelle sufpy Perspecve. Some educators, both in the
entral area angd 1n the schgqy distnict office, appeared to feel very threatencd by
the academy program, Thus, they were Probably glad when the program cnded
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Others appeared to have held high hopes for educanonal change through the
Academy program, and these were probably disappointed when the next step in
the program was not taken The Battelle staff believed that the Seattle School
Board was relieved to have Battelle and the central area commumty termmate
the Seartle Urban Academy program, b 1t appeared to mterfere with
on gowng programs of the Seattle School District.

SUMMARY OF CRITICAL ETHICAL ISSUES

The pnimary objecuve of this book was “to explore some of the broad
ethical 1ssues raised by socal intervention "8 Three questions were asked 1n an
attempt to provide a umfying framework for the chapters included here Explicit
answers to these questions will serve to summanze this chapter

1 Insetting the goals for the intervention, who speaks for the group that is the
target of the change effort?

Urban school systems were the target of the change effort in the SUA
program Effort was focused on developing and demonstrating a process for
enabling urban school systems to cope more effectively with the educational needs
of an urban populauon The ongin znd context of the demonstration was the
central area of Seattle

The target was articulate, and many spokesmen had an impact on the effort.
In the carly conceptual phase, Dr Roland Patterson (then principal of the
central region's junior high school, subseq ly A Super dent for
the Seattle Central Region Schools and Superntendent of the Balumore
School District) was quite acuve He remamed a concerned and helpful
sounding board throughout the SUA program cffort Dr Forbes Bottomly,
Superintendent of the Seattle School District, was kept nformed of
the SUA effort through formal meeungs with the SUA team and informal
communications with Charles Huey and John Little Writings of the many crities
of education, most of whom are educators, and visits to operating innovative and
alternative schools also provided mput to the development of goals The most
direct spokesmen for the target were the teachers from the central region and
other schools who formed the teachers’ advisory group Dunng what turned out

to be the final year of effort, an clementary teacher and the high schoot
Pprincipal from the centzal region were assigned to the Urban Academy team for
$1x months

The target group thus had much more opportumity to have an impact on
goal formation than 1s usually the case when the commumty s the target of 2
social ntervention The target group availed itself, someumes vehemently, of

* From the letter of nvitation to the conference from which this book developed.
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oals relative
uj 1 wi o0se 1

thi ortunity. Its major contributions to the effort were th g

1S opp! ty. ¢

to

h

ject to
i ent ad structures that made the teachers sub{c e
CUITH : > t©
itrar isi b forcing the $
o “b_“mf}' . h ;:lf the cl Thf teachers had many ideas for

fight the
N ing urban education, but it cost them t(')o much }-)ersomll{'::g gsg:lboun
cutricslon terials, and facilities battles required to bring the cl ool
mmlc:lrh?sl::i:l:)gic;lly topsy-turvy world of the SpA effort h(thcs us:: el
intervenor and target being reversed), the question o:[wT :: i:(:rvcnor was
intervenor was more critical than who spoke for the targ ,im“csmd e
the community, specifically that part of the communlt}'“dngs, reachers have
tional changes. As pointed out by a teacher at one of ourI\l'narc B ers of the
other roles than “teacher”: most are parcmjs,“h :;:d A;so ecepred was the fact
ity, The Urban Acad y team p - A e e
that pcrsgns representing a multitude of ot%lcr skxll; wcfr:hf?::m), rallege
community, including attomeys (one was an aﬁtlvc m::; er of B Mot
i artists, c , Teporters, oy, at
fr:apemm, the team recognized that it had thr.cc men from the c::ﬂ;ll\::n Z.rgct
least one of whom could communicate with any segment

N major
community, Charles Huey, John Little, and Carl Miiler were the
spokesmen for the communi

o
ty. The Parent and Student Advisory (fl?“l:ls:nl,sd]
had the function of speaki g for the . There was close Ilm(s;:uncil"
the community-clected education board—the Central Area Sclzo: eoresenta-
which had a strong impact on the program. Informal contact with r l;m“f“:
tives of the black separatists led to an agreement that they would nO(d‘:d by a
with the project. (They could not, of course, support an effort f“: thar all
representative of the white Power structure.) It cannot be sai cople
community clements and positions were represented, particularly ﬂws‘cl:mcd‘
who were satisfied with the Status quo or those who were simply uncon o et
but the team was aware that such people existed and designed efforts t
them involved in the Preoperational year of the effort. ; The
The source of the intervenor’s authority was the comx.numt)"t he
community's authority derives from the application of the pﬁn"ﬂPlC fha nto
community transfers part of the family's Tesponsibility to educate its Chl]dl: ot
the cducational system, When the community feels that the system is not do o
the job it wants done, ght and, in fact, 2 duty to reassert
ultimate authority.

it has every r

2. In selecting the means, bow j

. ess
I3 genuine participation 1n the change proc
by the target of the change assured?

In reply o this question, again the problem of panicipation of the
intervenor in the definution of the means of intervention arises,

First, with regard 10 the formg] target of the change,
facilitics, staff, anq money were

10 be used,
the cffort and ar the same yme

the school system’s
n

L which placed external constraints ‘;d

ensured that the system’s self-interest wou
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bring genuine partiapauon Built into the demonstration itself were ample
communication procedures to ensure that SUA teachers would obtain quick
response from SUA admimstrators, ample nme for staff interacton m the
development of curricula, use of academic consultants in development of
curncula, teaching methods, and admimstrative practices, periodic reports to the
sponsoring school district, and evaluation of results by the sponsoring school
district. Particapation by the target was thus, almost by necessity, assured
The major question here becomes how could the intervenor ensure that the
target would not take over the effort and effectively exclude the intervenor?
Durning the developmental phases, Battelle had put ats skills and name at the
disposal of the ¢ y Battelle d that the school system would do
the same The concept that evolved as the major solution to this problem was
that of the community corporation This corporation would be developed 1
more detail (explicit composition, method of selection of members) by the
community when the operational phase proved feasible and would execute a
contract with the district to operate the SUA. Also built into the demonstration
iself were “commumty teachers”—noncerufied full or part ume classroom
teachers who could offer educational expenences n or out of the SUA
faciites—parent and student paraprofessionals who would tuter, dull, correct
papers, schedule use of resource centers, and generally free the cernfied staff for
more professional actvities, parent and student advisory groups, more effective
student government, and student businesses In addition to the particular,
obvious goals of the Listed activities was the common goal of bringing more of
the community 1nto the life of the school to keep up, in tum, a conunuing input
to the change process by the intervenors The commumty had to be kept more
intimately aware of what the educators were domng, so that they would have a
solid focus for any pressure they felt necessary to exercise

3 Inassessing the consequences of a socuad mtersention, bow daes one account
for umntended effects?

Smnce the SUA effort ter d before the d ration subdistrict could
become a reality, the project had httle discermible impact on the target of
change—~the educational system In particular, there were no sigmficant systemic
changes in the target system There were, however, many umntended effects of
an incremental nature, sumilar to the remedial changes common 1n education
These have already been elaborated and are not the major issues here What 1s at
ssue are those unintended effects that contributed to 2 detenioration, rather
than an 1my . in the relat hups among the principal elements 1n the
cffort, These relationships can be dered on three levels impact on
tndwiduals, ympact on the specific agents involved, and 1mpact on agents who
might get nvolved 1n future similar efforts For the purposes of this chapter, 1t
will suffice to focus on the speafic agents involved

Battelle could have done more had the Urban Academy cffort achiered a
tigher prionity among the many projects competing for Battelle Insttute funds
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Just as certainly, Battelle could have done nothing. The point is that t.hc cff;‘rt
was in the real-world position of having to compete on a schcdu_lcd basis .for i
funding that would continue its life for the next budgeting period. The impac
of this fact will become apparent in what follows.

Just as important for any analysis of ded effectsisan . p ha;
of the maturity of Seattle’s central area community. The community ha o
considerable experience in “dissensus situations™® and had used confrontatio

. . " . . d
strategies with good success. The community had also participated in an
experienced disappointment with

and make them able to cope. They knew these

"

gl 10 remedy their situation
remedial programs failed because
they were designed and imposed from without their community. Bartc-llc was
frank about both its altruistic and busi i The « ty was
mature enough to perceive the limited extent of Battelle’s commitment. They
were prepared to feed the turkey as long as the personal commitment of }he
Battelle members of the team was evident, (The meaninglessness of organiza-
tional commitment alone is quite evident to the black community.)
Let us consider an analysis of the relationships that may have suffered
negative unil ded effects, The relationst ips at issue are those among ul'b_a“
des, their educati systems, and a business organization with
appreciable skills and financial resources,

The major danger, recognized and discussed by the Urban Academy team,
was community backlash from being led down a path that resulted in raising
expectations without fulfilling them. Such backlash would be d rated by
increased skepticism in the community about the possibility of change, increased
distrust of the educational system, and a fear of getting involved with Barzelle,
or similar organizations, again.

The Urban Academy team’s view was that such backlash was certainly
possible—common sense, past cxperience with Seattle's central arez, and
s?ciologiul literature warned against it. The team recognized two alternatives,
since it did not have the resources to ensure success, The first was the
unproductive option to drop the effort. The one selected was to be completely
frank to the community about the cong g of Battelle’s itment a1
abo.ut the obstacles to suceess, 1n Battelle’s view, the outcome of this course of
action was 1o expand the community’s concept of the possible, which lasts to
this day, despite failure 1o bring an operating Scattle Urban Academy nto being.
The comml.mity had an OPPOrtunity 1o exercise 1ts hard-won freedom in the
t"urum provided by the SUA efforr, The Academy effort was not “the only game
in own." Dr. Patterson’s development of the 4-4-4 plan for the central region
schools and the Schoo] Districr’s desegregation planning provided oppommin'cs

,

tant pfx:t:v g ::e(:xl' P- 13). Warren defines issue discussion as occurring when *impor
a1 .

ot proponaty e (3 refuse 10 recognize the issuc or (b) opgose the chaos®
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for those more interested m within the-system remedial changes to exercise their
skills Again, the team was mnvolved with a mature community

The SUA team’s view was that the community and Battelle were partners in
selecung the path to be followed, not that Battelle had to select a path for the
community Battelle provided people and contacts the community could not
muster, not hmuts to the scope of the effort. The existence of the effort was mn
the hands of Battelle, but 1t 15 doubtful that the community perceived thisas a
sword over 1ts head, since 1t had control over the direction to be taken and
recognized that only remedial programs had come out of the application of
confrontation strategies It appears to us that the feared backlash did not result
because the commumty understood and accepted the long term effort required
to produce systemic change They valued being recogmized as a mature force
with broader skills than carrying picket signs or keeping their children home
from school

In summary, the SUA effort gave the commumity the opportunity to
become a change agent through simply putting the SUA team’s skills and
resources at the disposal of the commumty Battelle provided money and
technology, the commumty provided soul 2nd inner eity hfe-style knowledge It
was a partnership

REFERENCES

Bermant G Kelman H & Warwick D Letter of nvitation to the Conference  Ethics of
Social ' held at Battelle-§ e Research Center, May 10-12 1973

Clark, K Dark ghetto Dilemmas of socsal power New York Harper & Row, 1965

Clark, K. Alternatives to urban schools. In F F Korton S W Cook &J R Lacey (EdS)
Psycbology and the problems of society hingt DC A Psy
Assocation, 1970

Greer, C Public schools? The myth of the meltng pot. Education Digest 1970, 35, 1-4

Illich, T False ideology of schoolmg Saturday Review 1970, 53,56-58

Tlich, T A} 1o sct 1y Review 1971, 54, 4448

Sizemore B A Social science and tducznnn for a black 1dentity InJ A Banks &J D
Grambs (Eds.), Black self concept Implicatsons for education and social science New
York McGraw Hill 1972

Warren R L Truth love and socwl change Chicago Rand McNally, 1971

Warwick, D P & Kelman H C Ethical issues 1 soaal intervention In G Zaltman &
R Schwartz (Eds ) Perspectives on social change New York Wiley Interscience 1973




9
ENGINEERS,
SYSTEMS ANALYSIS,
AND EDUCATIONAL
CHANGE: SOME ETHICAL
IMPLICATIONS

ALAN E. GUSKIN

Unversity of Wisconsin-Parkside

INTRODUCTION

The Scattle Urban Academy project was an attempt at socal intervention
wnto the school systems of Seattle through the creation of a new school as a
demonstrauon of what could or should be done in educating imner aty,
primanly black, youth Most of the professional staff of the project were from
Battelle Northwest, and the project was financed by Battelle It ivolved 2
number of community people 1n a very sigmificant way i the development of
Plans for the school and had community control of the school as one of 1ts
primary objectives The development of the school never matenahized and the
entire project was aborted because of a lack of financing expected from a
contract with the School Board and because of political difficulties n the
commumty and within the school system While 1t 1s not totally clear whether
the School Board would have let out such a contract, even if legally possible,
state law did not pemmut 1t, and the legislature failed to enact a special law to
enable the Board to do so

Wnung a cntical discussion of a project such as this 1s a dafficult task Furst,
the final report of the project (Chapter 8) was wnitten following the conference
at which the matenal n this chapter was discussed As expected, that final
Teport was responsive to that discussion and as a result contains information that

191
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. . d, there is
seemingly counteracts some of the criticisms of this chapt:ir’-] S;i‘;;‘cn and re-
always a great deal of difference between obscrvmg‘an 'onj Igo T ont. One al
acting to a report of those responsible for ‘lhc projcc‘t sb c:“[i’on. Third, ina
ways wonders whether one is rcaqing rhetoric or actuz:ho tS;e original objective
change project such as this it is difficult to assess whether | change the natural
of system change was a strategy and the resultant mcrcmcnla‘ < ntal change
compromise between desire and reality or whether ’Lhc mcnrml tvored the
resulted from a naive approach to reality itself. As will be seen, if they were
latter interpretation: that the change agents fully expected that 'mwc about
successful, system change would have occurred and that they were

the nature of system change in the very complex Seattle schoo% system. I

To deal with these problems, I have decided to divide this chapt;rf:on the
parts: the first part is my original analysis of the project as l.asscssc‘ lwhich .
basis of a few preliminary reports; the second part is an epilogue in o
discuss the issues of incremental change as they relate to the dcvcloPmChOscn
new programs of which I was unaware when 1 wrote the first part. l havzhca( -
this approach because I trust my “analytic antennae” and bchcyc 4 by the
guesses may be accurate even if some of them are seemingly contradicte h‘}; hs
changes in the project report as it appears in Chapter 8. As does anyone wi s
been involved in school change efforts, I react to case studies of these am‘:‘rhis
by reading between the lines as much as by understanding the actual words. -
is not a statement of mistrust but rather, I believe, a facing of the fact that the h
is no objective way ta define reality and that, when we attempt to write suc:
descripuve accounts, we are always doing so from our particular valu
orientations (Guskin & Chesler, 1973).

When I read the onginal proposal (written in December, 1970) for the csralb'
lishment of the Scatde Urban Academy, 1 was struck by its attempt to “PP);
“systems analysis” (these words were used in the planning document) to school
problems. The application of the concept appeared 1o be merely a facade of
thetoric used by somcone fecently grown enamoured of systems analysss. The

final paper indicates the reality: in effect, the primary skills of most of the
professional change agents were jn the engineering-systems analysis area and on¢
of the less obvious, though sta;

ted, major goals of this project was a tesung of the
feastbiluty of using these €nginecring tools (o brng about educational change-

This analysis of ethicay implications focuses first on the change agents
involved=their onentations 10 change and how thewr skills and perspecuves
affected the project. Second, it deals with the effects of the sponsonng agencys
Battelle. Following this, | discuss the smplications of a demonstration project, o7

the premise that such 5 development was the primary intermediate goal of the
entire cffore.

THE EFFECTS OF THE CHANGE AGENTS

thar bukpounds s engincers, physical and mathematical
3RS, and sys0emg analysts, the strong tendency of the Battelle change
3501, and a1 2 resuly thewr coworkers, was to assume a rauonal, nonpohica!
N

Because of

—
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mode} for the change process This perspective does not reflect the narure of
change 1n human organizations, particularly educanonal instituuons Schools are
developed around sets of values about the proper behavior and cogmitive patterns
for individuals students who graduate with high marks are assumed to be
properly socialized beings who have internalized the standards the msutution has
stated as being the most desirable The values imphcit and expheit in the
socialization process are not usually open to question In fact, the very problem
the change agents in this project wanted to correct was a funcuon of these sets
of values—namely, 2 set of standards that do not permut different cultural styles
and that reject non muddle-class, non white perspectives I would maimntam, as
Colin Greer (1972) does, that Amencan schools have been organized to facilitate
the integration of mmonty youth mnto the society as equals with white
middle-class individuals
Such a sociahization process, based on rather hmited and inflexible sets of
values, usually does not change through ranonal discussion, no matter how much
anyone desires 1t to Our school systems are built around such values and the
admimistrative structure will not willingly permut excepnions
In effect, there 1s a set of values that discriminates against mmonty youth, the
socialization process through which these values operate are supported by
the vested 1nterests of professional school people and powerful nonschool
clements To change these processes and the values embedded in them means
dealing with the pohitical vested snterest process Itis this political process that s
essential to changing school systems and with which the Bartelle people had
difficulty The rational communication onentation that was at the base of ther
skills did not permit them to be concerned with the very essence of changing
orgamzational structures or gamng a foothold within them—namely, dealing
with human beings who have strong vested interests in mamramning the status
quo
Furthermore, the Battelle engineers and scientists (and too many social
scientists) seem to have believed that thewr aspirations were the same as those of
the school system’s and, hence, all they had to do was reason together This was
not the case—the values and onentation of the Battelle and SUA change agents
were n dissensus with the imphicit and explicat values and interests of the school
system In simple terms they wanted to make the Academy responsive to youth,
not to make youth fit into the middle-class white school system
Roland Warren (1971) states that there are very different strategies thar
have to be utiized 1 situations 1n which the underlying values and interests of
the change agents and target groups are 1n dissensus  difference, and consensus.
When there 1s an underlying consensus, “collaborative™ strategies are most
cffecuve—people reasaning together after overcoming their inutial apathy about
the issucs When there 1s & difference, which may lead to consensus, the
strategies to be unhzed are “‘campaigns”—edu 1
and so forth When there 15 3 dissensus situation, one should usc “contest”
strategies, which are typified by a group organzing 1n order to ger the
opposition to move toward the desired end-state

Pl
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My reaction to the literature [ have read on the Battelle project mdu:'::cso :
dissensus situation, while the strategies seem to reflect 2 collalzorau‘ §
campaign orientation. The collaborative orientation fcﬂfcts their Pﬂ";i ’z’l
concern for ion and rational of objectives; their campagl
orientation is reflected in their attempts at persuasion. o that

Another key issue was that the change agents were not really aware

. ORE? 3 is was
they were change agents, nor that their efforts were social intervention. Th
stated at one point in Chapter 8:

For the most part, the SUA team looked upon the Acﬂd‘cf“y
program not as a social intervention effort but as a problem-definition

and problem-solving effort—much as one views scientific or engincering
problems (pp. 167-168),

It seems that the Batelle group failed to recognize the following:

1. The meaning of changing 1 social institution—the complexity of 2 sc.ho'::
system, the ways in which roles interact with cach other to form organization:
structures, the effect of tradition, the manner in which roles are structured 10
maintain the present operations, the effects of administrative structures on"h‘
organizational climate in schools, and so op, Before one can undertake serious
change cfforts, a considerable understanding of these and other variables is
fequircd; that is, assuming the target of change is truly the school as a0
institution,

2. The politics of educational

change. The Battelle group did 2
[ dable job of involving the ity in the planning process. ‘!‘hc
problem scems 1o be, however, that they were not able to carry their project
beyond the rudi of ¢ ity i

. While the Bamelle change
they never quite adjusted t0
nt:

agents did become aware

v 1
ager of the politics of change,
its implications. An exam,

pleis the following stateme:
The educators [that is, school people] did not go against that
policy 3 long as the SUA program appeared as powerless as other
community involvement groups. But when the educators became aware
\ ; ase that could result in violation of the
unwntten boundaries they set for <ommunity involvement, SUA’S
postulates became infringements on their right to make cducational
policy (p. 173),
1 sense from this
Bauelle
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have meant usmg ‘“‘contest” or more polincal strategies (i Warren’s
terminology) at the local school system level They also might have thought of
alternanve strategies 1f their pnmary onentations fatled After all, commumty
mvolvement should mean more than conferring or working with parent groups,
1t means utilizing the strengths of community resources to reach specific ends
My major concern 1s that the freedom or integnty of the communty people
may have been potenually serously impaired by this project while that of the
Battelle people was not The parents assumed an expertise on the part of the
Battelle staff that was only partly present They assumed the potennal success of
the project, yet the Battelle people seemed unaware that they were even in a
social intervention process and, therefore, would have difficulty achieving that
success
For me, the major ethical imphications of this project are, fust, a lack of
accountability of the change agents to the community, and second, the
y's impheit ption that the Battelle people were experts, which
seems questionable The lack of accountability resulted in the lack of a search
for alternative routes when the main one failed, the lack of an intense, concerted
effort to change the school system or to establish an alternatve one It 1s no
doubt true, as 15 stated in the final report, that the Battelle group “acted as
though the y were 1ts sp * and felt that “the control of the team,
as far as the direction of change goes, was m the hands of the community
members of the team ™ But the reality 15 that Battelle controlled the funding of
the project and most of the change agent staff were Battelle employees The
Battelle change agent team may have had a great deal of good will, but they were
m a very basic sense ultimately accountable to Battelle and not to the
community

Relauve to the second pomnt, while the Battelle people were expert in
engineering-systems analysis methods, they were not experienced 1n educational
change While the authors disclaim any single munded concemn for unhizing thewr
engincenng analysss, their lack of expenence mn socal mnsutuunonal change
seemed to cause them to fall back on their process skills Such skills are not
consistent with the objectives outhned, namely, mnsturutional change m schools
In effect, one of the goals of this project for the Batrelle group was to test the
applicability of theur skails to school change

The community people devoted enormous energies to this work, yet seemed
o gan littde of their major objectives Was ther freedom constraned by this
effort? Possibly even more important are the feebngs these parents and
commumty people may have about future change attempts Have they become
more cynical about school change as a result of their experience n this project?
Will they and thesr children become more cynical about schools?

A corollary of the d hanmment of people about change as a
result of this failure 15 the backlash effect of the SUA work within the school
System, without any sigmificant offscting gain by the commumiy people As
Tcported in the onginal draft of Chaprer 8
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The major negative impact, although a causal rc'lzxi'onship is nol:c:;
niteand certainly not exclusive, is that the school district has dclct'e !b
hard-won power of the CASC [Central Arca Scfhool Cf:ul:lflll m};
encouraging other areas to develop school councils :1-n'd hn.mmg <
power of such councils to advisory only. On the positive side, sdom{
educators were helped to become more sensitive to the human needs of

. i cir
students and more aware of alternatives they could try in thei
classrooms.

The question stilf remains: Why didn't the Battelle people znd.othtr changtl
agents utilize their money for immediate change by establishing 2 Sd,mlo
themselves: given a half million dollars, such an effort might have been fcas'lbhci
While there are considerat bl in such a d ration project—whicl

seem more attuned to such a venture.

The cthical issue here is the lack of self-awareness, among the Battelle suf_f:
of the limitations of their skills. This lack of awareness is all too common in

iy . . . . i ha
social intervention efforts and Taises serious questions about first steps in suc
process. 1 would sy,

ggest that some decp reflection by the Battelle group could
have helped them to clarify their own conceptions of what they wanted, how
they could have achieved ir, why they were involved, and what the likely results
would be,

will discuss—their own plans and skills

THE EFFECTS OF THE SPONSORING AGENCY
A second major issue 1 would like to discuss is Battelle’s involvement in the
project. While t respect the good in
important to look

port indicated that the reputation of
tant issue. They refer to “restriction on Battelle,” blacks
attempt to Protect Battelle from unfavorable publicity, the relationship bct“’f‘“
the n and the ity, one of the justifications for not paying
community people being the necessity of their being independent of the
organization when it was attacked, and so op, It seems to me that the Batwelle
pcop.lc Were 100 concerned with their own “company,” as they called it. This is
with their al they were, in the end, accountable to Bateclle

and not to the community, !

oo it could have been posible gy e Battelle people did not follow the
implications of their change effory because it might have interfered with their
loyalty 10 their company: for example, izing parents to put on the
::l‘:"slczz:"d otl;: ?‘:’l“" OTBanizing tactics, | suggest that such conflicts in foyalties
Toyaltios. 1t wtu 12l impheations. Barelle g not unigue in these conflicts of
atvinlal common to OEO, Mode] Cities, and other community agencics
29ge agents to work with community people to change community
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structures  Usually, the OEO or Model Cines group was pressured by the
established powers to cool off therr community orgamzers The loyalues of the
orgamizers were not in question, the structural dependence of the community
agency on city and county agencies was the issue In Battelle’s case, the conflict
seemed to reside in the minds of the change agents—so much so that they
communicated this to the commumty people who may have gone easy in the
change process 1 order to protect the reputation of Battelle with the established
powers 1n Seattle

One senses that this project was a major breakthrough in the Battelle
organization toward the establshment of a sense of community responsibihty
and 1nvol Tt I y change projects Such an effort by an
organization as large as Battelle 1s very desirable Yet, I feel such efforts must be
closely analyzed to assess the positive and negative consequences of the
mtervention  The major 1ssues regarding Batrelle, as 1 see them, are

¢ Battelle wanted to mamntain control over the project and did so by
short term commitments of money—the project, at times, was funded on a
s1x week basts, even though 1t [asted for three years

® Battelle did not uulize their informal influence to achieve benefits for the
SUA (for cxample, legislation) when such was probably possible

* Battelle’s very lmited commitment was not perceived or heard by the
commumty and their own consuitants This may have reflected the
community members’ desire not to hear Battelle, but 1t also resulted from
Battelle’s naivete n dealing with the community—they may have been
gwing double messages to ndicate their desire to help and therr fear of
hurung their reputation

THE IMPLICATIONS OF A DEMONSTRATION PROJECT

A thud major issue relates to the major nuddle range goal of the
project—the creation of a new school as a demonstration project While this goal
Was never achieved, I would like to analyze the implicanons of such a project

The main purpose of a demonstration 1s to develop a new technique or
structure and to test this techmque or structure independently of the system
mto which 1t 13 going to be integrated, so that 1t has a chance to succeed 1n
cXlJtnmcnta] form The SUA strategy, and the most common strategy for

pl 10n of 2 d ration project in the target system, was modeling—
namcly, the zcccptancc by the target system of ccrtain clements of the

ration project b these el ts seem desirable
One of the most basic and bl with d ation p
and those that seem to exist n the SUA f 1 g d of D ber, 1970,
1s the tendency to promote the case for zhc demanstration project in such 2 way
that the techmique or operations are overdetermuned, the amount of financial
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and human resources allocated to such a project were well above the maxxmun‘;
amount that the target institution could afford. If the resources necded to mode
the d ration are not available to the target system, it is unlikely that
adoption of significant parts of the demonstration project will occur unless ‘hfrﬂ
is an active dissemination-utilization process. Such a process would require

careful planning during the carly phases of the planning of the demonstration
project itseif.

My reading of the literature on demonstration projects indicates a0
avoidance of such an active dissemination effort. it also indicates a great deal of
failure on the part of the target system to adopt the important elements of the
demonstration. The SUA plan, following most of their predecessors, had not
worked out detailed and active dissemination-utilization procedures.

But what is the target of this social intervention effort? The stated target
was the institutional structure of inner-city schools in Seattle. Yet since th'“‘
was a lack of detailed preparation for such a transfer from the demonsu'a'ﬂon
project to the school system, is it not possible that this demonstration projects
like most others, if implemented would have focused mainly on aiding thos
students and faculty who were in the cxperiment rather than on the larger
*‘target” population? I have no basic objection to doing this, but [ am concemed
about the behavioral confusion regarding the project’s goals. Since I define the
goals of the project by its proposed or actual functions, 1 fee} that the change
agents were unelear in their planning about their target; they lacked the
instrumental means to achieve change in the target system (their major stated
goal), while they had the ability to affect positively the youth in the

demonstration program.

Significant ethical issues could be raised. Is it legitimate to spend such 2
large amount of money and human resources on a few students while keeping
other smdfms in their present predicament? The answer to this question would
have rcqu.lred an I.nzlysis of the standards that would have been involved in the
C:zdtmy s admissions Process. Are we providing more resources to help a few
€eause we cannot help any more at present? If the lagter is the case, then
perhaps there should be limits on the amount of finanaal and human resources
1 have no simpl:‘:\ns: in .Ol'dcr t'o sprcad' it out over more of them. . be

raised. Personally, | have per 1o 4 I8 MOSt important is that these questions
the world . ¢ been involved in too many projects that were to change
or even whole sc-hool fystems when in reality our behavior indicated

CONCLUSION

1 have by
the ethies olc::;:ng % tome of my statements because of my concern about
cting change effony when one is not fully prepared for the
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job For too long, too many people have unkered with social systems (and
thereby large numbers of individuals) when their own tramning has barely given
them mummal insight into a diagnosis of the systems I have been there myself,
as were the Battelle change agents

We would not think of tnkening with the physiology of a person or the
development of a weapens system unless we were tramned to do so Yet, when
dealing with the most complex forms of human organization, so many people
are willing to be expert with hittle or no traming or prior expenience The
organizational change process s a delicate one that

1 Requires careful sclf reflecuon about one’s values, mouves, abilities, and
present resources,

2 Requires a team of expenenced personnel along with some novices,

3 Requires some indication that success 1s hikely,

4 Requires the potennal availability of financial and human resources (or the
means to get them) pnor to embarking on the project,

5 Req a careful diag; of the particular system to be changed at about

the ume at which the change process will begin, and

Requires that individuals involved 1n the change process be, at a minmmum,

somewhat accountable to those who have the most to gain or lose by the

project’s success or failure

One key ethical implication of all change efforts at any level 1s that the inds
viduals proposing the change be conscious of the human and financial costs and
benefits of the project, aware of why they are involved and able to communicate
these to the people they are trying to benefit 1 find many educanonal change
Projects do not start or end this way The SUA project 1s no exception

EPILOGUE

As 1 noted earhier, after having wnitten the first part of this chapter, I was
informed thar there were a number of positive changes in the Seattle ner-city
schools that may have been the result of the planming work carmed out be the
SUA group These changes scemed to center around new and special remedial
actvities 1n the schools The exact details of these changes are sull unknown to
me.

However, the real question 1s always what caused such program changes that
were not directly related to the onginal project® The Seattle school system has a
feputation, [ believe, as a progressive system. A group that I was volved with
worked 1n a Seattle high school found the leadership of the system and teachers’
association quite open and expenmental

The 1ssue, then, 1s not whether there were small incremental, progressive
changes in the school system-—changes that may have resulted from many
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re the
different forces, among them the SUA t:am—butwhcthcr;ht?‘;Cff‘:cts wel
direct result of the SUA team, directly related 1o the SUA design. the SUA team

Since the SUA never came into being, one ntust ask how e ested.in
could have achieved these changes. One pcssibxl.lty is t.hat the channosphﬂc i
order to accomplish Phases 1 and 1l of the pxo;c‘ct, did create ;;1 b scrtvitics 3
which the incremental changes would be more lx’k.cly to oc??r. uchc e tion of
the group mectings in black and white communities to fam!xmtc t e be
the Urban Academy could have helped the process. This proces:
described as the “softening-up” phase.

A second possibility is that the potential existence of ll-'l: Urban A::i:’:z
pushed the inner-city schools to think of alternatives to their present a
This is quite possible and a decent strategy.

Th?: pm:lem with cither of these possibilities is that they dth‘;‘Jd l::;:cr;
community involvement and control than on the goodwill of the Sclh i“hm]
system. The major problem, however, with the Seattle schools and othes o
systems is not goodwill but the manner in which schools are structul i
remedial reading program is a desirable activity, but it will not alter the wk)i'u:d
which schools operate to make minority youth feel incompetent and less s Lo
than middle-class youth. The major goal of the SUA group was to alter l: :
significant way the innercity school system of Seattle. This was not dong am ;‘d
would maintain, could not be done given the strategies employed, the skills 2

. : R which
experience of the change agents, and the nature of the experiment itself,
was 2 demonstration project.

Gven the positive spin-offs that may have come into existence as 2 "‘S“l_“;:
the SUA planning effort, the community had more at the cnd of the p'rolz i
than when it began; in comparison to what could have occurred—given
half-million dollars

and three years of work—the community might bave
expected more,

We are thus left with many desirabl
school

e incremental changes in the 53‘:::
A planning activity. This is good, an e
ed that their work of three years had so

System as a result of the Sy,
change agents should be satisfi

successful outcomes. Their final report reflects these feelings.

The involvement of the Bautelle seaff in the project also had desirable
outcomes. Given the initial res;

stance of Batrelle’s leadership to involvement 1
educational and community activies, the fact that they eventually allocated 2
hall-mdlion dollars and theee Years of staff ume 15 2 major development for this
huze research organization, Many Battelle people risked 2 great deal to begin the
slow process of feorienting the ofganuzation. It seems thar they were successfuls
in that Banelle lost very Ludle, the commumty recaved new services from the
sehool 1ystem, 35 well as beung senatrzed o future actions, and Bartelle’s image
remauned untamished,

There remung the problem 2ot 1nvolved and was willing
10 lend saff ang money to help the community, but with their controlling the
slumaze decivons about the allocation of resources. Battelle needed to keep ths

of control Bartelle
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control and protect 1ts image, and, 1n the end, 1t was these acts that helped hmit
the type of strategies that could have been employed Ulumately, whoever
controls the resources controls the project
Also, the collaboranve design employed by the change agents was successful in
producing the incremental changes achieved Such a strategy s desirable for
achieving these kinds of gains, 1t 15 not 2 good strategy for achieving system change
when the goals of the community are 1n conflict with those of the school system
But the collaboration also achieved y wide mvol t(thatis, beyond
the black community), which may lead to considerable payoff in the future
Throughout this project, the change agents scemed to be hmited 1n thewr
ability either to diagnose the system problems or to understand the kinds of
strategies needed to achieve their objectives within the particular school system
that was therr target Thewr final report further indicates this lack of
understanding In this report, they mmply that on a few occasions “contest”
strategles would not have produced system change because of 1ts threat to the
school system They further mmply that contest strategies are the same as the
conflicts and turmoil ¢ to many cc 1es 1 the late 1960s But
when there 15 dissensus between the objectives of a commumity and the
operations of a school system, there are many different “contest” strategies
besides conflict and turmoil Resolunon of differences in dissensus situations
could result from the use of the political processes, an everyday means to which
the school system 1s continually responding Orgamizing, polincal pressure, the
unplicit threat of new voung patterns, the polincal power of sclected
sympathetc individuals—all of these could be employed effectively in pushing
the system to change Obwiously, these will not lead to change overnight, bur
they could very well produce greater mcremental changes than were achieved in
this project and, hopefully, lead in the direction of sytem wide change There 1s
N0 easy path to significant change, but directing one’s attention solely to 2
collaboranve strategy, as was done 1n Seattle, assures only very modest changes
that are acceptable to the already established educational authonties
Clearly, the incremental changes wrought in Seattle are desirable m therr
own night, but they are very different from system change System change 15
concerned with the control of resources and redirecting the allocation of
tesources 1n new and desired ways, incremental change accepts the established
control of resources and secks to achieve, following standard procedures, a new
allocation of resources to a small number of desired projects. Those who desire
incremental changes seck to persuade the controllers of the allocaton of
resources that it would be desirable to establish new programs, they do not
challengc the legiumacy of these controllers, that is, thewr objectives or the
Procedures used to all scarce
This does not mean, however, that producing incremental change 1s
undesirable, the reality 1s that many of the gans made by seeking such change
have led 10 significant new services, while system change attempts have been
notably unsuccessful Why 1s meremental change in schools desirable?
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1. it usually creates better services for the dispossessed sectors of the
community.

2. 1tcansensitize people to the potential for change within a system. "

3. It may, over time, lead to 2 “critical mass” of new programs .d'lat mxfh!
produce significant school change. This might occur by proving to the
system’s leadership the necessity for major changes in a school or cven i
the system itself. This is not often the case, butis a possibility.

4. It may show authorities that change is not necessarily disruptive, and such
adjustments could lead to results they would consider desirable. It may
sensitize authorities to the desireability of change.

5.

It could whet the appctite of community people for secking morc
significant changes in their school or in the system itself.

But incremental change will be most successful when it is consciously ”“.gh!
and when it faces the reality of the collaborative development of new services
combined with attempts to achieve slow but methodical changes in the
composition of the authoritative bodies through the political processes. Then, the

ol?jcclivs of the system’s leadership and the means of allocating scarce resources
will be acceptable to the community most affected by a school and by the
system as z whole.
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ion roles ly d by i ; -
f five intervention rol n . and enforeer.
typologyi ; disputes: activist, advocate, mecdiator, rcscarcff::fumdy reen in
The asu and problems of the intervenor role most freqy
— di the medi hen are analyzed. the basic assump-
In the co;c]uding sections of the chapltcr, wc» oudmetion e anity
tions, values, and criteria of a system of ethics for mtcrvcnf ot wmudies of
dispu'les. These criteria are applied to case vignertes firawnf :mmon problems
disputes. Finally the system is summarized in the light o
facing intervenors and the groups with whom they work. the root values of
Proportional empowerment, justice, and freedom are. disputes is each
the cthics we propose. Because the issue in all commun‘l’t)::mn5 the central
interest group's ability to advocate its own needs, power 'eblc power, joint
reality. Unless all partics to a dispute have some negotial
0 L )

i ai at
of the is ible. This chapter is m‘:nhy
developing the implications of this position for intervenors H:'f‘:‘;‘;: and
duput:s ‘;n the lilght of the questions of target group particip

i i is book.
intervention conscquences posed in the Introduction to this bo

COMMUNITY DISPUTES:
A DEFINITION AND A TYPICAL CASE
Community dis

: 's (1968)
putes arc 2 form of social conflict. Lewis Coser's {
widely accepred def

finition of social conflict is:

. and re-
a struggle over values and clajms 10 scarce status, power,
sources in which the aims of

ize, injurc of
the opponents are 1o neutralize, injur
climinate their ny.

individuals,
als. Such conflicts may take place between lrfd.“f'd“ o
between collectivig or b individuals and coll
232).}
Commumty

lowing
dusputes are 3 form of sociaj conflict having the follo’
characteristics;

- They mvolie two Or more parties,

Panties have differing goals.
These goals relage to mutualj;
The disputes ocey,
They are of vary
They result 1a w,

-

y salient 1ssues,
T 3t and between diffen
g intensity and durago,
Wely varying kinds of ¢

owe

ng system levels.
n.

ernunation.

*Other tecent warks on socal conflice that AngeB
o ot of e coeemnt bt Lommumty conflcr ntervenuon include utsch
{3963), Baraury (1947), Boulding (1962), Brickoman {1974), Coleman (1957), D Mack
UITH), Kavg 4y Bowlting (1964), Keamer and Spechy (1969), Knesberg (1973),

4o 35756 1931, Wity any MeKerne (1963), 10d Williaoms (1947, 1972).

asis
have been valuable in providiog 3 b
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Each cc y d I ts a partucular combmation of these

P P
d Ce y disp emerge when traditional mechanisms of
soctal control such as 1dcology, media, laws, custom, police, or religion no
longer adequately keep natural interest-group compeuuion n equihbnum
Equiibrium—often called “community stability” or even “peace’—-1s main

tuned as long as two crucial conditions are met

s  Power (the control over decisions about allocanon of resources) is
percewved as legimate by sufficiendy large numbers of persons in the
system

®  Resources (goods, services, jobs, facihuies, land, etc) arc defined as
adequate and their distnbution as equitable

The everday hfe style of commumues and therr nstutunions may be
characterized in terms of these two conditions as faling somewhere along a
conunuum that ranges from cooperation to crisis

COOPERATION e COMPETITION -«————+ CONFLICT ~———» CRISIS

When power 1s seen as legiimate and resources as adequate, cooperation
1s the dominant mode of interacton When the leginmacy of established
authonty and the adequacy of exisung resources or the equity of thair
allocation are questioned, competition exists Conflict represents ntensified
competition, of which large proporuons of the system members affected are
aware It amses when the existing power arrangements are seen as non
legtamate and resource allocation as inadequate Crists occurs when the
holders of power (“in parties”) bemg challenged by subordmnate groups (“out
parties ) define the simauon as serious enough to take new and unusual
action to avoid or mumnuze what they percewve to be severe costs (see
Cormick, 1971a, Laue, 1971)

The system level at which the conflict occurs distingwishes commumty
disputes from others treated 1 this book There are five levels of social
organtzation within and between which conflicts may take place an orgam
2ation, a neighborhood, an instimution (the educanonal system within a oy,
for example), a ¢ 1y, or a y {(a Standard Metropohtan
Stausncal Area or region, for example) Assorted clients, consumers, const
tuents, employees, and other out parues chall service  profe Is,
providers representatives, employers, and other i parues for inclusion—
student/school, panent/health carc system, welfare recipient/welfare system,
black neighborhood group/white controlled planming department, tenant/
landlord The focus of ntervention for this chapter 1s most often a dispute

within a commmunty rather than a commumty wide dispute

It 1s important to recognize that this fr k. makes 2 fund 1
disuncuon between personal or interpersonal problems (which are often
defined and treated mn terms of ‘“d‘}.’L‘f{‘# pathology or difficulties 1n
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communication and relating to others) and systemic problems (which ha\{c
their root in the distribution of power and resources within the syswm)ZThlS
distinction, and probl fated with inappropriate applications of inter-
vendon across system lines, are treated in greater detail in the section on
cthics. .

Race and racism are factors in many, if not most, community disputes.
Racism is pervasive and particularly malicious in the United States. Bcf{“SC
racism has meant the historical exclusion of racial minorities from chlSl(.m‘
making processes in American communities, the axis of many community
disputes is white/nonwhite, and the issue is power. We have observed that
whenever different racial groups arc involved in a community diSPUlc:“”

h the projected o will change the shape of the power dism?“'
tion between whites and nonwhites—race or ethnicity becomes the controlling
dynamic in the dispute (Laue, 1968). 3

In sum, every community dispute is a game of power. Power is the issuc,
power is the goal, and the cffective use of power is the strategy for all sides in
any conflict. And if race is involved, the power struggle becomes more
intense, the stakes higher, the sensitivities greater, the duration of the dispute
fonger, and the outcome Iess predictable.?

1 ion in ity disp refers to deliberate artempts by
outside or other organizations, persons, or forces to influence the course O_f
events in a conflict or crisis situation, Generally, the intervenors perceive their
role as helping the disputing parties resolve their differences in what the
intencnors see as 2 positive or socially desirable manner.

There are a number of persons and organizations who practice community
dispute intenvention, among them human relations commissions, religious
Broups, govermnment agencies at all levels, psychologsts, civit rights groups, and
university rescarch and training centers. They include such organizations as the
Community Relations Service of the US. Department of Justice, the Federal
Mcdiation and Conaliation Service, the Institute for Mediation and Conflict

Resolution (New York), the Community Disputes Services Division of the
American Arbutration

Association (New York), the Community Conflict
Resolution Program at the University of Missouri-St. Louss, the Center for
Teaching and Research in Disputes Settlement {University of Wisconsin), the
Department of Law, Justice and Community Relations of the United
Mcthodist Church (w

ashington), and the Office of Environmenta! Mediation
(University of Washingt~n, Scaule).
In
b:

dividuals and orgamizations Practicing community dispute intenvention
rought with them a vanety of backgrounds and approaches to the ficld,

have

'For & more deraded aaslyus of the aane of commuaity and racul disputes, ad
of the applicauon of mnovative lervenuon techniques, see  Criss anmd chamge
(1971-1575)  Abncr (1970), Chalmers and Copct, (1970, 1971), Cormick (1971, b),
Laue (1985, 1930 1971, 1978) and ucotrs aug Cormck, (1972).
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mcluding labor management bargaining, psychological and psychiatne models,
sensiivity and encounter approaches, models from international relauons, and
mtergroup and human relatons approaches The somewhat hmited apph-
cabiity of these apy hes to y disp 15 2 major focus of the

remainder of this chapter

A Typical Case. Elmwood Hospital
and the Chicano Community Coalition

The important structural and dyname charactenstics of community
disputes may be illustrated by the following composite case, based on a
number of sitwations i which the authors have mtervened

Elmwood 15 a medium sized, 450-bed private hospital It 1s
well equipped for inpanent care and has an open heart surgery team
which 15 2 matter of speaial pnde None of the trustees lives m the
hospitals’s service area, although some of their parents once did Most
of the trustees are prof Is or b and theirr man
function 1s to help 1n fund raising

Unul five years ago, Elmwood was in the muddle of a2 white,
working-cla y Now, h , 1t 1s on the edge of an
expanding Mexican American barrio that has crossed the expressway
and 1s moving eastward A part of the Mexican-American community
1s served by a public hospital on the west side of the highway Those
on the east, however, are turning to Elmwood Few private physicians
remain in the area, and Elmwood and 1ts outpauent clinic are the
main source of medical care for the new minonty group residents

The new restdents now make up approximately 65 percent of the
hospital’s service area Most are 1 low paying service jobs or on
public assistance Infant mortality 15 three tmes as high s 1n the rest
of the aty Malnutntion s a problem, as 1s tuberculosss, lead
poisoning, and other discases associated with a deteriorating urban
enviconment Most cannot afford to enter the hospital when sick, and
consequently rely on outpanient treatment 1n what is now an over
burdened facility

Like most private hospitals, increased costs have put Eimwood

m a fj l sq It has b gly difficult to attract
iterns and residents and harder to retain present professsionals.
Although the hospital’s d 15 hat sympatheuc to the

medical care problems of the surrounding community, he sees his
first prionty as building the hospital’s institutional strength

*This scenano was adapted from a teaching case developed by the Insutute for
Mediation and Conflice Resoluuon, New York
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Citizens in the surrounding community would like the hospital to
increase its almost nonexistent efforts in prcvcntiv: medical care, 10
improve and expand outpatient facilities, w0 establish 2 satellite h:a!xh
center with day-care facilities, and to train a mobile Spanish-speaking
paraprofessional health team to provide diagnostic services throughout
the community. “This is what 2 neighborhood hospital is all about,”
they say.

A neighborhood graup, the Chicane Community Coalition (CCC).
sent a letter to the director asking that the hospital initiate these
efforts and requesting that he meet with them to discuss how the
community and the hospital could work together. Although the
community is deeply concerned about its medical problems and
resents the fact that an Anglo institution has not acted before this on
1ts own initiative, the letter was not unfriendly.

The letter was not answered immediately.

A few days after receiving the letter, the Elmwood board of
trustees announced the acquisition of a site on which it said it would
build a heart research facilily, a six-story nurses’ residence, and a
staff parking lot.

On learning of thesc plans, the leaders and members of the
Chicano Community Coalition were incensed. About 50 coalition
members came to the director’s offices and vowed not to leave until
the hospital agreed to meet the following demands:

1. Replacement of the board of trustees with 2 community-
controlled board

2. A 100 percent increase in outpatient facilities

3. Establish of a neighborhood health center and day-care
facility on the newly acquired site

4. Establishment of a preventive diagnostic mobile health ream,

isting of neighborhood resid chosen by the coalition

5. chl?cemcnt of the director by a Chicano chosen by the com-
ntunity

6.

Making the hospital a bilingual institution at all levels

w'hilc the director indicated that he would gladly meet with the
group’s leader to discuss the mattess faised in the letter, he also
stated quite forcefully that he considered the new d d: £
and destructive, and that, in any event, he would not meet as long as
the de facto occupation of his office continued.

The coalition repeated 1ts intention not to leave unul 2 meeting
took place and the demands were accepted,

This descripuon offers a broadly representauve example of the type of

community dispute that 1s becoming commonplace as ciuzens® groups compete
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with established nsutunons (and, often, with one another) for control over
the allocation of the scarce resources avalable—whether health care, jobs,
space, recreation, housing, education, or other goods, services, and statuses
The Elmwood case contamns the following charactensucs, which are typical of
most community disputes

e It involves an ethnic minonty, histonically a vicum of discnmination
based on hnguistic as well as physical charactensuces

e It involves a facility that delvers service to the community and 1s staffed
by professionals who believe they are doing good and important work

e The dispute 1s affected by demographic and physical changes 1z the urban
environment which are httle understood and certamly cannot be con
wolled by any of the parnes involved

e There is not only a muluplicity of 1ssues, but of parues as well (the board
of trustees, the admmnistration, the vartous segments of the coalinon, and
soon, we may assume, additional parues such as physicians, nurses, service
staff, police, ctc)

e The resources—hospital beds, availability of professional personnel, space
and money for research and/or paunent care—are perceived as scarce

e At least one party 15 considerably weaker than the others 1n terms of
orgamizanonal structure, staying power, and the ability to mfluence the
decisions of the others

e A simple yes or no soluuon of the type provided by hugauon will not
serve the vanous needs of the parnies, and a package mn which all win
something 15 called for

®  Uniateral determinauon of the immediate outcome (by the most power-
ful party, as 1s typically the case) will not provide a lasting solution,
chents and commumty as well as care gwvers must be mvolved iIf any
solution 15 to “suck

* The siwauon now has escalated to the pomnt where the establishment
representauves likely would define it as a cnisis

Given the situanion, what are the next steps? What avenues to solunon to
the dispute are available? How can opuons for settlement be kept open for all
the parties? These are the questons to which intervenors nally would
address themselves Any move taken by an intervenor in such a sitwanon
would be subject to ethical inquines about its impact on the lves and
well being of all the parues, ther orgamzations, the insutution, and the
quahty of health care in the community

What types of intervennon mught ensue? Using the Elmwood case as a
vehicle, an intervenuon role typology 1s presented and analyzed, and one role,

the mediator, 1s discussed 1n greater detail in preparanion for our discussion of
the cthics of mtenvennon i commumty disputes

-
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INTERVENING IN COMMUNITY DISPUTES:
AN ANALYSIS OF INTERVENTION ROLES

Our work has identified five roles that intenvenors in community disputes
may play: activist, advocate, mediator, researcher, and enforcer. They ase
differentiated in terms of three variables:

The intervenor’s organizational and fisca) base

The intervenor’s relationship to the partics—the degree of identification
with one party and range of empathy fof, and access to, the other partics
The skills the intervenor brings to bear on a conflict situation

The five intervention roles types are defined and analyzed below in the
light of same aspects of the Elmwaod case. They are represented spatially in

Figure 1, which builds the role types on concentric circles around cach of the
disputing parties, beginning with the activist*

ENFORCER

FIGURE 1. Intervenor coles.

Activist
A'n activist most frequentdy works closcly with the powerless or non-
csubhsh.menx party in 2 conflict. A variant of this role, the reactivist, may
appear in a dispute aligned with the pasty of the cstablishment. Both the
*This analysis and illustranion of intervenor toles is adapted from Lave, Cormick,

and Cohen (1973). For further anal.
lysis of the roles and their applicatis i
Cohen et al. (1972), Cormick (1971b), Laue (1971, and Laue et :'P“?;“‘;“" e espeialy
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actvist and reacuvist may either become members of the group or be so
closely aligned wath 1t that they become directly involved and take the group’s
goals fully as ther own. They have liztle or no ability to empathize with any
party other than the one with which they are 1dennfied. In fact, the actvist
role 15 drawn to indicate that the actist may, on occasion, fully merge his or
her 1dentity with the powerless party Acuwvists’ skalls usually include organizing,
public speaking, devising strategy, and the ability to rally a following

At Elmwood there would have been a number of actvisits
present. Frequently coalitions such as the CCC are the result of the
cfforts of livein commumity orgamizers to define issues, suggest
courses of action, and orgamze the community Qur experience has
been that physicians, particularly chiefs of staff, often act in 2
reactvist role, using thewr influence to prevent what they fear will be
a sell out by the hospital admimstration.

Advocate

An advocate 15 not 2 member of a dispuung group, but serves as an
adwisor or consultant to that group Advocates support the goals of the group
and promote its cause to the opponents and to the wider commumty They
are better able to extend therr boundanes than the focused more committed
actwist. The typical advocate for the establishment party 1s the management
consultant, while the commumty orgamzer is the most frequent type of
out party advocate A negotiator representing any of the parties also ex
emplifies this role type Requisite skills mclude those of the acuwist, plus
the ability to envision and achieve conflict terrunanon and arrange con
ungencies so it can take place on what the advocate’s party defines as good
terms The shght overlap of role lines between in and out party advocates
destgnates the area where ncgotiatons may begin as the advocates reach out
to the other sides Sources of support for the advocate’s work may include
any of the parties, as well as foundations, religious bodies, public agencies
(Legal Aid, for example), and the hike

During confrontations such as those at Elmwood, which nvolve
professional organizauons with high levels of techmical experuse,
there usually are a number of advocates present. Often public health
students and faculty at local insututions will enter such disputes to
provide the client groups with the experuse necessary to negotiate
technical 1ssues. Some of the demands (the commumity health center
and roving diagnosuc team, for example) suggest the conmbution of
such advocates mn this case. Should the board’s attorneys seck an
mjunction to remove the CCC members, a legal advocate would
probably come forward to represent the coalition

Most urban hospitals have a commumity relations officer or staff,
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a large part of whose function is to advocate its causc to the
surrounding community and the wider public. In addition, a frequent
institutional reaction in cases like Elmwood is to engage a consultant
to run communications workshops or other sensitizing programs for
staff 1o improve their working relationships with the p ing client
group, the result of which often is deflection of community pressure.

Mediator

Mediators do not have their base in any of the disputing parties and thus
have 2 more general, less party-parochial view of the conflict. (The dotand-
dash line representing this role in Figure 1 encompasses both of the partics,
rather than being centered on one of them, as is the case with the activist and
advocate roles.) The mediator is acceptable at some level of confidence to all
of the disputing parties. A fiscal and org 1 base ptable to the
disputing parties (and ideally, in most situations, independent of them) is
crucial, Mediators assist the parties in reaching a mutually satisfactory settle-
ment of their differences, usually by means of face-to-face bargaining sessions.
Mediation skills are too numerous and too well known to catalogue here, but

a brief analysis of the nature and problems of this role in community disputes
follows this section.

At Elmwood, a mediator might have entered the dispute in 2
number of ways. The mayor of the city might request that the
parties meet with a mediator in the interest of the total community.
One or the other of the parties might have felt it to be in its interest
to seck a settlement and may ask a mediator to enter the dispute.
The mediator would have to find a way to be invited in or accepted
by the opposing party. Should the parties begin negotiations on their
own, they might jointly request the intervention of a mediator. A
mediator or mediation agency might attempt to enter the dispute
through its own contacts and on its own volition, Or, should an
injunction be sought, the courts might “suggest” mediation. The

authors have studied or intervened in similar disputes 1n which each
of these entry modes has occurred.

Researcher
The r?suxchu may be a socal scentist, a policy analyst, a media
7 ar (as is gly the case 1 confrontations asising from 2
planned cvent such as a d or political i

o ; ) a trained lay
observer, who provides an independent evaluation of a given conflict situation.

The rcs'mchu percewes the conflict in 1ts broadest context and is able to
eJmpuhnc.wnh an posiuons, The 1mpact of the rescarcher’s intervention is
b l’f)’ the P and importance accorded his or her findings

y the parties and by the wider public. It 1s difficult, however, for the
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researcher to stay uminvolved Researchers may find themselves subpoenaed by
one party to testufy about alleged law viclations by another party They may
also be used by the out party to analyze the power structure of the 1n party
n preparation for conflict.

At the Elmwood confrontation there 1s hittle doubt that the news
media would have a strong impact on the situaton If street demon
strations evolved, there might have been visible independent observers
on the scene such as the observer commuittee estabhished by the New
York City Bar Association

Enfarcer

The enforcer represents power to enforce conditions on conflicting parties
irrespecave of their wishes Enforcers often take the institutional form of a
formal agency of social control in the larger system within which the conflict
15 set—the police or the courts—or perhaps the form of a funding agency or an
arbitrator In Figure 1, the role 1s illustrated as a double hine intersecting the
other four roles to indicate that the enforcer alone brings formal coercive
power to the situatton The enforcer brings the night to speaify behavior that
may support the goals of any or all of the parties, or to provide 2 baseline of
legality and, flowing from it, a sense of the superordinate power realities to
which disputing parties must respond Onec rarely sees a true arbitrator 1
commumty disputes The web of 1ssues and partes usually 1s so complex that
no single person or agency has an appropnate base to command allegiance to
an wnposed solution, and no statutory process for submitung such disputes to
arbitration currently exists §

We have already speculated on the possible role of the courts at
Elmwood There 1s little doubt that a contingent of police would be
on the scene durning the entire confrontauon Public officials such as
the mayor, depending on the current state of s populanty, mught
bring sufficient independent leverage on the situation to enable the
police 1o perform as de facto arbitrators of the immediate course of
the conflict (but probably not of the final package)

*lo planned cnsis events there 15 a growing tendency to establish such observer
forces Duning the poliical convennons at Miams Beach m 1972 for example, local and
national relig bodies d Rebg and C Leaders C d which
had an extensive observer corps with widely publicized daly synopses of their observa
uons Ag the Republican Convennon in Kansas City i 1976, religious leaders formed
Watch, Inc, for the same purposes In addinon to New York, the local bar association in
Washingron has tramed teams of lawyers to serve 3s at mass d

“The best lluscranon of 2 tue enforcer s role that we know of was the actmity of
Mzayor Richard Daley m terminaung the protracted conflict between black leaders, the

untons, and 1n Chicago 1n 1969
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Each of these intervenor roles tends to appear in every community
conflict situation. Usually, any individual intervenor or intervention organiza-
tion can play only onc role in any dispute. In fact, once an intervenor is
typed in a particular role in one dispute, he or she may be unable to p.lay a
different role in znother dispute. However, we have observed skillful inter-
venors playing two or more roles in the same dispute. The advoca(emcdiat_or
is the best example. In this role, an intervenor combines mediation skills with
the work necessary to organize and strengthen the weaker party so a settl_&
ment that will stick can be achieved. The key to this kind of role mixing is

the perceived integrity and judici of the intervenor.
There are a number of wid d mi. i

P P and F bl Tess di L4
roles for third-party i ion in ity disp among them (a) the
indiscriminate labeling of all intervenors as “mediators,” (b) the notion that

di in ity disp are or ought to be neutral (as the concept
has developed in lab latione)

and (c) the failure of many
their intervention (activisits and
rescarchers are the most typical examples) or of the implications of their
particular skills, biascs, and power base on the parties and the dynamics of the

dispute. These and other problems receive more extensive treatment jn the
section on cthics below.

intervenors to be aware either of the fact of

The Nature and Problems of the Mediator Role

The role most often associated with interve:
that of the mediator. Man;
roles tend to call themselvy

ntion in community disputes is
y who in fact are performing other intervention
s “mediators.”

The experienced mediator performs a number of different functions in

community disputes and crises, cach designed to further the negotiations and
the resolution process. It is P

L s p asticularly important to remember that the
mediator is an aid to the negotiations and does not replace the joint decision-
making process.

Mediators do not serve as 2 Aetural third party when they enter a dispute.
Merely by advocating the negotiation or joint decision-making process as a
way ‘of dealing with a conflict, the mediators are advocaung, in our view,
positive change rather than repression. Their decision on when or whether to
intenene 13 an important factor affecting the outcome of a dispute. So is the
way they report one party’s ssuc-saliency to another.?

The negotiation process itsclf determunes the extent 10 which 2 mediator
’Often parics 13 a dipute wish 1o we 3
s place
demands WA, for carmpie, w nesommnns o
Ma«?wkl ¥oe & dicusuon of this question as.
UL, we Chalmens and Cormuk (1970) and Co

mediator to gain & sense of the
T dispute and on their vanous goals
the other udes), and what is uuly
it relates to community disputes 1
ik (1971b),
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can favor one party over another Obwviously, the parties would not accept the
assistance of a mediator who had a reputation for unfairness If a party felt
that a mediator was acting unfarly during negouations, 1t could require lum
or her to withdraw from the negotiations

As a tool for achieving change, mediation has both advantages and
disadvantages Negouations convert power and potenual power wnto a settle-
ment that reflects the relatve strength of the parties Community groups
choose to negotiate when they wish to solidify the gans they have made so
far, or when they want to buy some time to reorgamze, develop new
strategtes, or further develop their power base Mediators will assist change
only if they understand and respect these motives

Mediation and the negouation process are often the quickest routes to
gaming concessions from the oppositon, for established mnsututions are
coming to recogmze and accept these processes Indigenous leaders who
develop good ncgotianon skills, who understand the mediation process and
know how to use mediators can help achieve the goals of their organizations ®

Mediation may also be the best route to achieving legiumation with the
established insututions, and a way of setting up direct communication in an
otherwise noncommunicatve or chaotic situation In this context a mediator
oftcn helps grass roots or ciizens' groups gain recognition, overcome mnternal

of son and leadership, establish new contacts, cut through

rcd tape, locatc new resources or use the resources they already have to the
best advantage.

Mediation 15 not suited to all conflicts and disputes Disputing parties

always need to carefully weigh all of the pros and cons before pursumng this
course of action

THE ETHICS OF INTERVENTION IN COMMUNITY DISPUTES

The ethics of intervention in community disputes center on the nature
and quality of decistons made by the mntervenor, and whether those decisions
promote the core values outhned in this section freedom, jusuce, and em
powerment,

From this standpoint, the single ethical question that must be asked of

every intervenor wn community disputes at every decision making pont in the
intervention 1s

Does the imtervention contmbute to the ability of relauvely
powerless individuals and groups 1n the situation to determine their

*Onc of the cniucal issues m the field «s the tab of the p
of negonanon and mediation to all parties especially those without expenence ar skull in

these areas, Establishment parues generally are able to secure highly skilled negotators
while out partics often cannot
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own destinies to the greatest extent consistent with the common
good?

This question flows from a basic assumption about human nature and
three values derived from that premise. Ethical principles suppIyA criteria -for
decision making. Ethical criteria are implemented in specific intervention
ituations through the decision-making process of the intervenor. The ﬂ:amc-
work and flow of our ethical system regarding community dispute inter-
vention may thus be diagrammed as follows:

2
L 1. . 8 .
2.
2z
22
s — L@ ——. AcTiONs
BASIC :> = ETHICAL ——33 ———=  OF
ASSUMPTION 7 PRINCIPLES A5 ———= THE
o —— ZZ = INTERVENOR
o3
3a
o
g

Basic Assumption
Any consideration of cthics must b
nature of human beings,
fallble, decision-making
course, many other thin
and this basic nature o
through their interacti
ends in themschves,?

¢ based on assumptions about the
Our basic assumption is that persons are by nature
creatures who seck meaning. Human beings are, of
gs, but these are their most important characteristics,
ught to be honored and fulfilled, Persons seck meaning
on with others, Persons are, and ought to be treated as

Values

Three core values concerning appropriate goals for human beings and the

2 systems within which they Inc flow from this doctrine of persons, The
three values may be summarized as €mpowerment, justice, and freedom.
Empowerment is the q d of indid and groups to achieve
the desited endstate of society—justice. A just society is prerequisite to the
by all indwiduals in the system. The
mber of options and live

of freed
freedom to make fesponsible choices among 2 nu,

.

o2 The Preamble to the Code of Ethies of the American Socwlogcal Association
U921) ates 1he recogmimon of People a4 endsn themselves 13 the ultimate value toward
which the work of wackopis whould be directed
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with the consequences of those decisions 1s the process whereby the deepest
forms of personal meanng are reahzed *°

Freedom

A person’s nature 1s most fully honored—the person finds deepest
meaning—when he or she has the maximum degree of freedom to determine
his or her desuny consistent with the common good Freedom for the
individual exists only when the individual and the groups he or she belongs to
have adequate power to negotiate nghts and mterests vis d vis their fellows

Justice

Justice 15 the ultimate soctal good.!* The just social system would be one
in which power (control of decisions) 1s diffused, decision making 1s paru
cipatory, accountability for decisions 1s wisible, and resources are adequate and
equitably distnbuted Justice can only result from the continuous interplay of
indviduals and groups adequately empowered to represent their own interests,
with a2 muumum of superordinate umpiring to prevent power concentrations
and, therefore, abuses Given human falibility, a system of justice cannot be
constructed and implanted on a soaal system by wse and/or powerful
outsiders. It must emerge from the interplay of empowered, meaning seeking
indwiduals and groups

Empowerment

A g that all individuals and groups have 2 nght to seek jusnce and
freedom, empowerment for all is essential To be fully human, individuals and
their groups must make their own decisions and live with the consequences.
Self determination 15 1mpossible without negotiable power Ultmately, no one
speaks far another Thus, wdwviduals and groups must represent thewr own
interests Propornonal empowerment becomes a crucial value It refers to a
condition in which all groups have developed their latent power to the point
where they can advocate their own needs and nghts, where they are capable
of protecung their boundanes from wanton violanon by others, where they
are capable of negonaung their way with other empowered groups on the sure
fooung of respect rather than chanty Given the fathbiity of judges,
soctologists, politncians, philosophers, and theol , we can only trust that

**Empowerment may be viewed, 1n Rokeachs terms (1973) as an *nstrumental
value,* one that 15 essential to the achievement of socal Justice and personal freedom.
Justice, then becomes a  terminal value,' but freedom remans inscumental w our
system, its exeraise leading to the ultimate terminal value human fulfillment

n our wview, justice subsumes the other two firstorder values (in additon to
freedom) idenufied by Wuwlck and Kelman (1973) welfare and secunty/survival. If
social groups are prop d to rep and therr own
interests 1 the marketplace of soaetl densnan makang, their welfare and survival needs
will be served vis a vis those of all other groups
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true substantive justice will flow from the procedural safeguard of
proportional empowerment. . o i
Applying this scheme of core values to intervention in community dis
putes, we conclude that in a situation marked by a high degree of power
imbalance among the parties, any intervention must enable the. p?wcﬂcss
party or parties to increase their power. Empowerment—and justice and
freed are ends in th lves so long as all individuals and groups are
equipped to advocate their interests to a similar degree. If only certain persons
and groups arc empowered, then other people cannot protect themselves and

speak for themselves, and they inevitably come to be wrongly treated as
means rather than ends.

1t should be clear by now that we believe the coinage of community
disputes is power—the ability to make or at least influence the decisions that
affect onc’s life in the community. The single ethical question, which must be
put to every intervenor—whether the intervention contributes to the ability o.f
relatively powerless individuals and groups in the situation to determine their

own destinics to the greatest extent consistent with the common good—now
comes into sharper focus,

Social change toward j

ustice thus becomes the proper general goal for
intervenors in y disputes, and emp of rel: ly powerless
individuals and groups b the immediate ethical mand

Sctement of community conflicts and crises per s will not do as the
overriding goal for community intervenors. When power imbalances arc
great=as is the case with most of the community disputes with which
intervenors deal-a focus on settlement per sc usually contributes to the
strengthening of the stams quo. Justice is only approached when all the

partics involved in a dispute over POWer or resources have a share in shaping
the scttdement, that is,

when joint determination rather than unilateral
determination is the mod;

e of operation. Joint determination is not possible
unless all partics have negotiable power.

Ethical Principles
Ethics refers to a set of pandiples defining the rightness or wrongness of
acts. Ethical princi

value of proportional empow

We have idenufied eight prnciples thar we believe translate these three
nai cntena to guide
about ntenennion. They

examples near the conclys,

cre and applied to case
on of this chapter,
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1 The acuons of the intervenor (whether 1n entenng a dispute, tming of
intervention moves, selecung strategy and tacuics, or helping fashion
agreements) should contribute to proportional empowerment of powerless
groups for social change

2 The mtervenor should promote the ability of the weaker parues to make
their own best decisions through helping them obtain the necessary
information and skills to implement power The intervenor should assess
the relauve level of informauon, negouating skills, and analyuical ability
of the parties and, if there 15 a considerable differennal, help even the
odds through traning or other forms of advocacy '

3 The rationale for an intervenor’s decisions should be conscious, exphat,
and (where consistent with the basic values of freedom, jusuce, and
empowerment) public Such deasion making requires the intervenor to
engage n nterchange on several levels (cognttive, between principles and
anticipated action, with colleagues, etc) and thus works to whibit um
lateral, uncntical decisions that may adversely affect the weaker parties in
a dispute

4  Since neutrality or claims to neutraity on the part of an mtervenor i a
community dispute almost always work to the advantage of the party m
power, the mtervenor should not clam to be (or worse, actually feel)
neutral. Such a stance 1s evidence of the mtervenor’s failure to make
conscious, explicit, and (where possible) public decisions

5 The intervenor should be intimately familiar with the dynamics of power
and, where the situation 1nvolves race, the realines of raasm If this 1s not
the case, the intervenor’s actions (even if well motivated) will result 1n
damaging the position of the weaker party and strengthening the hold of
the party 1n power

6 The intervenor should consistently advocate resolution of conflict or cnsis
through a process of jomnt deciston making by the paruies because,
commumity dispute situations, the more powerful party virtually always
has the ability to terminate the dispute through sheer physical or military
force (a practice that wiolates the values of freedom and justice through
empowerment)

7 Intervenors tramned wn one conceptual approach (one-to-one psychotherapy
or labor management bargaiming and mediation, for example) should not
transfer their intervention models uncnucally to a different system sctting
{2 racial/commumity dispute involving multple parnes, for example) To
do 5o 1s to increase the probabiliry that issues will be diverted and that

'*As Kelman has d g this pt prop P
refers to the int s to changes while the intervenors role
referred to in pomnt 2 1nvolves the develop of p lar sklls or on the

part of the weaker partics,
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the outcomes will not meet the most basic needs of the disputants.
“f i ication” or building porary trust rather than
bt = o . . . -
buitding power for influence on decisions inevitably results in cooling out
4

i i i ict in the
the di ged parties or ily exacerbating the conflict in
long run.

While empowerment of the powerless is a premier value in our system,
intervenors should not lend their skills to empowering groups who do not
hold the values of empowerment, freedom, and justice for all peoples,
regardless of race, sex, religion, or nationat origin. In fact, an intervenor
should place a high value on working against such groups. Thus the va.luc
positions and ethical criteria outlined herein do nor call for invcrv.cnuon
activities that will further empower racists, sexists, fascists, militarists, or
religious bigots, for 10 do so would be to contribute to violation of the
very premise of human fulfillment from which these principles flow.

Action as Translation of Principles through Decisions

The flow from basic assumption to values to ethical principles is not
fulfilled unless it culminates in action in specific concrete situations. The
a0t hanism b,

g principles and action is the decision-making
process. The personal decision is the unit act of social cthics.

Every facet of intervention analyzed in this chapter flows from a decision
or combination of decisions by intervenors or intervention agencies. Not to
decide is to decide; to act without consci i

or p of one’s
decision-making process is to decide. The actions or inactions of intervenors in
community disputes have an impact on parties regardless of the decisional
ctiology of the act,

Decision is the linking concept between intervention ethics and inter-
vention actions. Only by clearly tracing intervention decisions can we asscss
accountability, measure the actions against ethical criteria, and stimulate wide
discussion among intervenors about therr own actions. We focus on decision
because we have encountered literally dozens of naive, well-motvated inter
venors who never comprehended the detnmental impact of their decisions
and actions on subordinate groups in a dispute.

Throughout this chapter, there have been numerous examples of the kinds
of .d:cisions intervenors must make. We may now summarize them in four
basic categoties, with examples of the types of questions an intervenor faces:
V. Entry decisions, Whether to tntervenc. What 15 the potential for enhancing

the power of weaker Partics by intervention? What are the prospects for

successful termination of the conflict through one's intervention? What
unpact will the intervenor’s Aty make on the legitimacy of the weaker

Parties? On the power of the suronger parties?

2. Tuming decision;

5 When to enter. Whether 1o enter at the start, or to let
e
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the process “cook ™ How to avoid the tendency to try to get weaker parties
to the bargaining table before they are ready How to relate one’s own inter-
vention to exisung mechamsms for conflict resoluton 1n the system

3 Process decisions Whether and when to allow, oppose, or promote
escalation and system disequilibrium Developing conuingency plans for
decisions should violence anse or escalate Making decisions regarding
shifting roles 1n the course of a dispute (from mediator to advocate for a
weaker party, for example)

4  Termnation decistons How to recognize 2 good settlement. Determi
nation of trade-offs Dealing with nonnegouable demands Cntena for
decisions regarding the importance of procedural versus substantve 1ssues
Assessing practicality and cost of proposed settlements.

We now turn bnefly to ilustrating the application of the eight ethical
principles to  difficult decisions faced by intervenors mn actual dispute
situations Some sttuations are disguised for obvious reasons, some are not.
Some offer the obviously correct answer to the intervenor's decisional
dilemma, others end with a question

Proportional Empowerment

A young black psychologist was hired by the Harvard Commumnity Health
Care Plan in 1970 1o help orgamize a Community Advisory Committee whose
manifest purpose was to advise the physicians and adminstrators of the plan
on the nature and delivery of bealth care needed His greatest difficulty was in
dealing with several black welfare mothers who stressed neighborhood health
care centers. He met with them extensively, took them to lunch, and
eventually hired them as paraprofessional aides for the plan The women now
had steady income, and the advocate had his package for his employer But he
had perceived himself as an ad for the y, not the plan

Did this outcome contnibute to proportional empowerment? In the short
run, probably not, for it i effect co-opted some of the strongest acuvists 1n
the Community Advisory Commuttee and undercut the orgamzational base of
the group But munor redistnbution of resources did take place {for example,
the new jobs as paraprofessionals) and one could scarcely argue against
secuning the financial hife of the families of the women who were hired, some
of them probably for the first ume. In the long run 1t seems clear that power
may have been added to the powerless group in the siuauon, for some of the
women have functioned as inside advocates with the kind of experience and

base n the that the profe 1 psychologist could not brng to
the orgamization

Promoting the Ability of the Parties to Make Their Qwn Best Decisions

A dispute arose between a major prvate urban unnersity and members of
the sur ding black y over pl d cutbacks 1n a substanuial and
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the outcomes will not meet the most basic needs of the disputants.

ay, 5

jon” or buildi porary trust rather than
p g Hilding tem t !
building power for influence on decisions inevitably results in co‘ollrzg out
the disad d parties or ily exacerbating the conflict in the
B
long run.

While empowerment of the powerless is a premicr value in our system,
intcrvenors should not lend their skills to empowering groups who do not
hold the values of empowerment, freedom, and justice for all peoples,
regardless of race, sex, religion, or national origin. In fact, an intervenor
should place 2 high value on working against such groups. Thus the va!uc
positions and ethical criteria outlined herein do not call for im.’:rv‘cnuon
activities that will further empower racists, sexists, fascists, militarists, or
religious bigots, for to do so would be to contribute o violation of the
very premise of human fulfillment from which these principles flow.

Action as Translation of Principl

through Decisi

The flow from basic assumption to values to ethical principles is not
fulfilled unless it culminates in action in specific concrete sitnations. The
lating hanism b principles and action is the decision-making
process. The personal decision is the unit act of social ethics.

Every facet of intervention analyzed in this chapter flows from a decision
or combination of decisions b

y intervenors or intervention agencies. Not to
decide is to decide; to act without i or prehension of one’s
decision-making process is to decide, The actions or inactions of intervenors in
community disputes have an impact on parties regardless of the decisional
ctiology of the act.

Decision is the linking concept between intervention ethics and inter-
vention actions. Only by clearly tracing intervention decisions can we assess
accountability, measure the actions against ethical critena, and stimulate wide
discussion among intervenors about their own actions. We focus on decision
because we have encountered literally dozens of naive, well-motivated intes-
venors who never ded the det I impact of their decisions
and actions on subordinate groups in a dispute,

Throughout this chapter, there haye been numerous examples of the kinds
of decisions intervenors must make. We may now summanze them in four
basic categorics, with examples of the types of questions an intervenor faces:
1. Entry decisions. Whether ¢

the power of weake
successful temminan,

o intervene. Whar is the potenual for enhancing
* Parties by intervention? What are the prospects for
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the process “‘cook ”” How to avoud the tendency to try to get weaker parties
to the bargaining table before they are ready. How to relate one’s own inter-
vention to existing mechamsms for conflict resolution in the system

3 Process decisions Whether and when to allow, oppose, or promote
escalation and system disequhbrum D ping cont y plans for
decistons should violence anse or escalate Making decisions regarding
shifting roles in the course of a dispute (from mediator to advocate for a
weaker party, for example).

4 Termnation decisions. How to recogmze a good settlement Determi-
nation of wade-offs. Dealing with nonnegouable demands. Cntena for
deastons regarding the importance of procedural versus substantive 1ssues
Assessing pracuicality and cost of proposed settlements.

B

We now turn briefly to ilustraung the application of the eight ethical
principles to difficult decisions faced by intervenors i actual dispute
situations Some situations are disgmsed for obvious reasons, some are not
Some offer the obviously correct answer to the intervenor’s decisional
dilemma, others end with a question

Proportional Empowerment

A young black psychologist was hired by the Harvard Community Health
Care Plan 1n 1970 to help organize a Commumty Advisory Commuttee whose
manifest purpose was to advise the physicians and adminstrators of the plan
on the nature and delivery of health care needed His greatest difficulty was in
dealing with several black welfare mothers who stressed neighborhood health
care centers. He met with them extenswely, took them to lunch, and
eventually hured them as paraprofessional aides for the plan The women now
had steady income, and the advocate had his package for fus employer. But he
had percewved himself as an advocate for the communuy, not the plan.

Did this outcome contribute to proportional empowerment® In the short
run, probably not, for 1t 1n effect co-opted some of the strongest actvists :n
the Co y Adwisory C tee and undercut the organizatonal base of
the group But minor redistnbution of resources did take place (for example,

the new jobs as paraprofessionals), and one could scarcely argue aganst
securing the financial Lfe of the families of the women who were hired, some
of them probably for the first tme. In the long run, it seems clear that power
may have been added to the powerless group 1n the situation, for some of the
women have functioned as mside advocates with the kind of expenience and
base in the y that the prof 1 psychologist could not bang to
the organization

Promoting the Ability of the Parties to Make Their OQwn Best Decisions

A dispute arose between a major pnvate urban unnersity and members of
the ding black 'y over pl d cutbacks in a substanual and
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highly valued ity prog P d by the university. The progr
included, among other benefits, hard-corc job training and technical assistance
for p ing minority ic develop 1t had becn established partly

in the hope that it would case growing tensions between the university and
the community.

Following an overt confrontation that included an effective sitin by
members and supporters of the program’s community advisory board, both
parties to the dispute invited mediation.

1t became app to the medi that the pr g ity group
had agreed to engage in a process with which it was unfamiliar. Their lack of
skill in negotiation could be expected to lead to their settling for something
less than their relative power and influence would seem to indicate. If this

should happen, the mediator could realistically predict heightened fruswation
that could lead to renewed tensions in the near future.
Accordingly, prior to the beginning of

2 the medi gag
in informal training sessions and developed a lengthy draft of a “how to

iate” pamphlet for the ity-based group. Their understanding of
improved, and their new skills led to an eventwal sertlement that
the parties believed served the needs of both the community and the university.

8
the process

Promoting Conscious, Explicit, and Public Intervenor Decisions;
The Issue of Intervenor Neutrality

The following vignette dramatically illustrates these two cthical principles.
ln'.1.969 wo pn'.vatc_ consultants, in collaboration with an official of a major
gious d ran a lab y conf; i for 10 police
ofﬁcc.rs and 10 black community members in a large midwestern city. The
exercise was planned to last for five days. The aim was to0 improve working
relationships between the police department and the black community. On the
second day the police, after refusing the blacks’ request to leave their hand-
guns and holsters at the door, walked out, claiming foul language as the
rcason, Th.c blacks, most of whom had taken leave from work for the week
to engage in the laboratory, sat until Friday, but the police did not return. All
three intervenors made efforts to persuade the police to return to the sessions,
but the police chief and the mayor ordered them not to return. '
. As .r.he cr;d of the wccl" approached, 1t became clear tha£ money for the
hon mmﬁ‘:]‘ 1“;" P the black parucip by the consultants would
¢ because the workshop had not proceeded with both parties
present. The two private consultants made 1o efforts o secure the money and
id not cons:lﬂ( with the group about the problem. The religious official o d
c responsibility for pas i ;
on an cmergcnc;y basis,pm);::igdl:icn::?;c‘::xgrml“u o fon e ahe moncY
The two ronet y liable for the money.

tants did not adhere to th
b o the suggested openncss of
exchange with colleagues and with the weaker party n making th:[i’r decisions
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about payment to the black participants This acuon 15 closely related to the
consultants’ perception of their own role as simply neutral facilitators of the
laboratory confrontation berween blacks and police A serious moral
dimension involving the valuable time and the raised expectations of the black
participants was at stake, bur later conversations indicated that the consultants
did not even recogmze 1t as such, for they lacked (in our judgment) a basic
understanding of the power differentials involved and the impact of thewr
intervention on the situation

Understanding the Realities of Power and Racism

Cormick, Laue, and another consultant were called for a one-wvisit inter-
vention 1 an ongowmng confhict surrounding a desegregating K-12 school 1n a
blue-collar neighborhood 1n a large southern city Our sponsor possessed good
legtumation with the supenntendent and the school board and felt that the
ume was appropmate for outside expertise to help move the situation along
In the coursc of the three-hour consultation, all three outsiders wmndependently
determined that

® The problem was largely outside the school, among the white parents
rather than between the students

®  What several of the school personnel perceived as a breakdown n school
spint 1n reality was a redefining of school spint to encompass the needs
and styles of the newly arnving minonty students

®  The supenntendent of the system was forward looking, and the lawyer for
the school board was a recalatrant racist who was exacerbaung the
problem

It became clear that the supenntendent agreed to our sponsor’s calling us
in as consultants because he wanted support for recommendanons he no
doubt had made previously, 10 provide him with sanction to move Without
any formal commumcation among the three of us during the course of the
meeting each apparently decided to allow the supenntendent to use us in this
way, for we all perceived the problem m the system in the same way and
believed the approaches he was advocanng were appropmate Our under-
standing of the dynamics of power and racism in these types of communities
and sitwanons—and our jomnt recog of the p of the super
ntendent and the attorney—made this outcome possible If any one of the
consultants had been nawve, the scenano that developed could have been
disrupted and the imtiative turned back from the hands of the supenntendent
to the school board attorney and others with hus views 12

2 Note the relevance of this example to the i

P & B

with anndemocrate groups and its illustrauon later i the chapter
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Adi ing Joint D

The Wounded Knee crisis of Spring 1973 is the most dramatic example of
intervenors’ understanding and promoting the principle of joint determination.
At Wounded Knce, representatives of the National Council of Churches and of
the Community Relations Service of the U.S. Department of Justice literally
helped prevent a massacre, this time of certain U.S. citizens (Indians) by U.S.
Justice Department marshals, U.S. Army troops, local law enforcement of-
ficials, and vigilantes. They did so by the relentless running of com-
munications back and forth between the American Indian Movement (AIM) and
federal bunkers; by insisting that all parties thoroughly check out rumors rather
than fire first, and then helping them to do so; by drafting the original
15-point agreement that led to the cease-fire by participants, and working in
the de facto demilitarized zone at great personal risk to see that it was
implemented; by standing up to military and other officials who publicly
declared they wanted to “clear those savages out of here”; by facilitating

gotiation; and by g in provision of food and basic medical scrvices to
the various partics in the dispute.

The unspoken (and probably, at the time, unconceptualized) aim was to
keep the dispute negotiable rather than to permit its unilateral termination by
the more powerful party through military force. The link to the core values of
freedom, justice, and emp is dramatically clear in this case.

Inappropriate Application of Intervention Models

Two brief examples illustrate the importance of the cthical mandate
concerning application of intervention models in inappropriate setting.
In 2 major Northeastern city in 1970,

, a new organization sct up to
in ity di

n ! P was ly and deservedly discredited
be'causc of inappropriate wholesale application of 2 highly rationalized model,

ginally developed for white-dominated labor union electi , to the process
of composing

a ncighborhood housing board in an all-min
insensitivitics of the white officials were many,
working hours of the electi

ority arca. The
They ignored the importance of
h ion participants; low-income black styles of political
F 7 and ication; the realities of the neighborhood’s informal
political organization; the people’s orientation to time and deadlines; the
people’s natural resistance to an all-white, all-male, tersely  professional
clection staff. The result was an clecton process that failed, that had to be
redesigned and rerun, and thar set back the parent organization in its attempts
to develop intervention in racial and community disputes,

The second example fepresents the more typical case: the application of
psychological, psychiatnc, or encounter models to <community disputes, where
th'P.")bhm 1s essentially one of imbalance 1n power and resources rather than
individual psychopatholo,

8y- In this case, 2 highly paid private consultant hired
by only one of the parties dramaucally flew 1n to 2 medium-sized castern city




THE ETHICS OF INTERVENTION IN COMMUNITY DISPUTES 227

after arranging to bring aty officials and black representatves to a secluded
location duning the height of a racial disorder mn the early 1970s The
predictable scenanio took place verbal catharsis for both groups, eventual
discussion of 1ssues, 1nability of city officials to produce needed resources for
the changes demanded (because the consultant had not educated them about
the reabues of urban racism and the mnequittes underlying disorder),
heightened hostility and suspicion on the part of blacks after finding raised
expectations cruelly dashed and return of the participants to real life where
exisung poliical and economic power arrangements conunued to control
decisions. Establishment interests tnewitably use such experiences to gather
addiuonal intelligence on minonty community percepuons and groups before
the temporary early euphona of the communications/encounter gives way to a
clearer perception by minomnty representatives of the political realines of the
meeting

An article on this intervention later quoted the consultant as refermng to
hunself as a “doctor to the ciues™ and as saying that all the parties “scem to
feel a little better” after they talk to him

Intervenor Rel: with Antide e Groups

A serious dispute arose 1n a large city over construction of scattered-site
low income housing m a predominantly white blue-collar neighborhood The
neighborhood residents saw the project as designed for blacks and Puerto
Ricans The dispute escalated quickly Major private and public leaders entered
the verbal fray, and a senes of large demonstrations by whites agamst the
proposed housing were held

A mediator was asked to imntervene by the mayor He succeeded in
building good rapport with both the white residents of the area and the major
cwvid nghts spokesmen supporung the proposed new housing

Both sides soon pushed the mediator for his posinon on open housing He
tried to avoid a complete break off of negonanons by focusing on problems
of pl g the 1mpl anon—a strategy that wndicated his position on the
1ssue all the same The white anu h g group d an 1nj to stop
the construction, some of which was bewng destroyed by arson and other

dalism, and the med was required to tesufy n court. A deasion was
required from hum at this point as to whether he could continue to work with
the antthousing group He tesufied that he not only was morally commutted
to the nght of idividuals to Live where they chose, but recognized that 3t was
the law of the land He then minated a senes of meetings with federal and
court officials because of his nising concern over police handling of civil nghts
and munonty d He ded 1n having the proceedings trans
ferred from cwil to federal courts, which eventually resulted 1n the use of

federal marshals ar demonstranons rather than the essenually antiblack local
and sute police

The choice had been put to him by the situanon Is 1t more mmportant o
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continue as a mediator in the dispute, or to risk one's credentials with one of
the parties by taking a strong and public advocate’s role for open housing?
The intervenor's values were clear; the choice was easy.

SUMMARY AND IMPLICATIONS:
THE INTERVENOR AND
THE TARGET OF THE INTERVENTION

Our aim in this chapter has becn to analyze the nature of community
disp and the ging ficld of dispute intervention, to offer a
sense of the multiplicity and complexity of intervention roles, and to develop
an cthical framework for asscssing this type of intervention and its outcomes.
Our own values and the cthical principles flowing from them have been stated,
and we have returned at many points in the chapter to focus on intervenors
and their decisions, organizational bases, skills, and biases, and their under-
standing of and sensitivities 1o race, power, and process.

The core valucs of freedom, justice, and empowerment lead us to demand
of all intenvenors a conscious self-questioning about whether their intervention
in specific situations will empower weaker parties and lead to joint determi-
nation of outcomes. We find that, given the fallibility of even the wisest of
outside “princes and experts” (Benveniste, 1973), proportional empowerment

is the only safeguard we may ultimately trust in the pursuit of justice and
freedom.

The implications of these valuc positions for the three general questions
posed in the introductory chapter regarding goal setting, target group partici-

pation, and intervention consequences arc clear, we belicve, and this summary
section is organized around those questi

In setting the goals for any social intervention, who speaks for the person,
group, or community that is the 1arget of the change effort? This question
does not posc 3 problem regarding the powerful groups in community dispute
situations. They are used to speaking for themseives and have the means to do
0. Our cthical system, properly implemented in intervention, would empower
weak or powcrless community groups as well to speak for themsclves through
the ability to negotiate their own rights and intcrests. The intervenor's efforts

to obtin empowerment and 1o cven the odds through training or other
appruaches offcr two imy Jel

for resp
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A subquestion posed for contnbutors to this book was, “In deciding
whom they will ‘recogmze’ as spokespersons for the target group, how can the
intervenors avold confernng power on some segments of that group at the
expense of others and taking on themselves the role of ‘lingmalers’?” We
believe a more important question 1s, “Why should the intervenor have the
nght to make such a determinanon at all?” The very essence of self-
determination 15 the nght of the individual or group to select its own
spokespersons The parties mvolved make that decision. Accurate and updated
assessment of the wiabiity and legtimacy of the relanonship between the
spokesperson and the constituency 1s the cntical demand on the intervenor

Ambiguities anse when intervenors attempt to give their goals the same
priority as those of the target. When personal goals (for prestige, publication,
change 1n chients or target, for example) strongly conflict with the goals of the
parties who need empowerment in a dispute, wntervenors should disengage
themselves or not become involved mmtially Many community-based health
groups are now wnsistng that there be no health professionals on the governing
boards of commumity health centers. Their posiuon s that the necessary
medical knowledge can be provided by doctors engaged as their consultants,
that health-care recipients should decide where they are gomng, and the
professionals” duty 1s to help them get there Similarly, the responsibiity of
the 1intervenor is not to determune goals but to provide the technical assistance
needed by the parties in achieving their self determined goals.

Achteving  sclf-determination  requures  the empowerment of the
powerless—those individuals and groups of individuals who are disadvantaged
and disenfranchised 1t 1s only from this proportional empowerment that other
desirable values of freedom and Justice and, only thereafter, peace can flow
More important, the power of self d non can preclude profi i
such as ourselves from mnposing our own defimtions of justice on others.

The basic responsibility of the intervenor, then, 1s to use skills, posinon,
and power to further the empowerment of the powerless. Proportional em-
powerment will prevent license wathout responsibility It furthers the
confrontation interaction process through which groups ulumately discover
thar common as well as conflicting goals. Otherwise the powerful will con-
unue to exeraise thewr power and umlatenally mmpose their wall, jusnfy it as
truth, manifest destiny, the white man's burden, God’s will, “technical expertise
on problems too complicated for average aitizens to understand,” or the
“‘reasoncd judgment of the City Planner’s office.”

In selecting the means of intervention, bow does one assure genume
participation m the change process to the people who are us targets? Agam,
proporuonal empowerment 1s the only lasting, nonpatemalistc answer Yet
our concern grows that, now that the overt large-scale disorders have ar least
temporanly run their course, many intervenors working tn the aftermath
approach intervention with a token cconomy model rather than a pohincal
model. That 15, they percene ther role as one of aiding 1n the process of
making certain i the all of resources rather than 1n
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helping to significantly empower powerless groups. In this regard, many
professionalized intervenors are similar to most establishment parties: They
wrongly see resources alone rather than power as the arena for change.

The empowerment goals of our ethical framework may be phrased
somewhat differently in response to the second basic question: How can
community intervenors help powerless disputants regain their sovereignty from
politici gove gencies, and professionals so they can make their own
basic decisions? Wresting the process for dispute settlement away from lawyers
and the litigation scenario in particular is a major objective if the goal of
genuine participation in the change process for the target population is to be
realized.

In ing the q of social inter ion, bow does one take
account of higher-order or unintended effects? Our approach to intervention

practice and ethics is not very heipful in dealing with this question, for several
reasons:

The systems, parties, and issues involved in community disputes are 5o

and so plexly related that d
b tndividual

causal relarionship
acts (by i or others) is extremely difficult if
not impossible. What causes, for example, the settlement of an Elmwood
Hospital dispute that results in a community-controlled board of trustees?
e Success is hard to define in dispute intervention. What may
be success to one intervenor, may not be to another or to one, any, or all
of the partics with whom that intervenor has worked. We have our
yardsticks of and joint d
sufficient in the eyes of the target group.
EJnintc-nd:d or higher-order effects cannot be controlled, because the web
n which community disputes are set is no smaller than the world.
lllus!r.atjons of such effects are the impact of a health-care settlement in
onc city on plans in z2nother city; the movement of an Alinsky organizer
or a community mediator from one arca to another rying successful
models; or the impact of the writings of a HUD professional trained in
Boston and working in Washington on Chicanos in San Diego to
opposc a freeway location defined as the best by all pro?cssianal criteria.

but they may not be

In this context, i n di

s must gnize that
their tole is generally catalyuc rather than directly crausal, but they must keep

Sha‘nhs:lvcs visible and ever available to groups with whom they have worked
in the past to assess and share responsibility i i
consequences that may deveien P ty for higherorder or unintended
, “‘A (;n?lbuolrd must be directed to ourselves and other intervenors at all
cy‘ ur: c\be .‘hnurvcnur's mu!t.bc on guard at all times against ideological
puvity by the professional/client therapy model of intervention where the

professional holds at least smplicidy the assumption that the client or target
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group 1s sick Disadvantaged groups are not sick. We do not have to protect
them for their own good Most especially, they do not need our defimtions of
what consututes their best interest
We believe that the most effective method of ensuring that intervention 1s
not unethical 15 to give the clients or target groups the tools with which to
protect themselves from the ntervenor The Institute for Mediatton and
Conflict Resolution, for example, has worked particularly hard to ensure that
in every dispute 1n which 1t becomes involved there are people in the weaker
groups famillar with and tramed 1n the negotianon mediation process, and
who know what that process can and cannot achieve for them Intervenors are
not permitted the opportunity to be unethical Expressing a sumlar
commutment, the Community Confhct Resolution Program has published a
series of pamphlets, including “Prepanng for Negonanons” and “Eveming the
Odds through Tramming” to help disadvantaged groups cope with professional
intervenors, especially establishment advocates posing as mediators or
advocates of the weaker group Grass roots groups are then able to use the
ntervenor as a tool imn the quest for their own definition of their goals and
how to achieve them
We conclude that, 1n 2additon to developing ethics of intervennon, 1t may

be ume for us to learn how to make our ethics urelevant by ensuring that the
objects of our mntervention have the wherewithal to protect themselves and
their interests from our efforts—however skilled, sincere, and well motvated we
may be
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COMMENTS
ON “THE ETHICS
OF INTERVENTION
IN COMMUNITY
DISPUTES”

PRESTON N. WILLIAMS
The Harvard Divinity School

Dunng the past 20 years the United States has passed through alternate
periods of actuvism and quiescence, of energetic government and lethargic
government, of hberalism and conservausm Fortunately this movement was
more akin to the to and fro swing of the pendulum than the lurching of a
ship 1n heavy weather or the convulsive spasms of some afflicted muscles The
arc, even if not accurately regulated, had to do with the participation of U §
citizens 1in the decision making funcuon of thewr government, and the pendu-
lum’s sweep had to do with the extent of inclusiveness to be permitted When
acuvism, energetic government, and hiberalism prevail, the number of people

parucipaung 1s enlarged When q e, lethargy, and conservausm are
d an chite ludes many who should enjoy the opportunity to
participate. A better regul of the 15 needed to provide

continuity and progress 10 the process of participauon

In Chapter 10, James Lauc and Gerald Cormick deal with the nsucu-

hization and prof Lization of a procedure that regul partictpanion
by citizens in government and socicty Whether the aiuzens are, as the chapter
suggests, il nghts, ethnie, and workingclass groups, or the contemporary,
largely white middle- and upper-class consumer, environmental, and health-care
groups, the intervenor in commumity disputes is a much needed and required
Profession in our soaety Lauc and Cormick encourage the development of

3
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this new vocation and offer 2 helpful descripdon of the types, nature, and
bl of the i in ity disp Their typology provides
great insight into the variety of ways in which one may intervene to sccure
social change and the several variables that determine the intervenor’s role.
Chapter 10 represents 2 genuine contribution not only because of its
technical discemment but also because of its value orientation. The authors
seck to structure 2 profession and 2 procedure that will maximize parti-
cipation of all groups seeking inclusion in socictal or governmental decision
making. The pendulum’s swing is not to encourage extremism but to provide a
balanced, inclusive, and properly functioning 1 process. The authors’
superb analysis of the nature of ity disp and the ging field of
community dispute intervention as well as their description of the muldplicity
and complexity of intervention roles do not require extensive comments. What

does need further elaboration is the ethical framework used for assessing this
type of intervention and its outcomes.

Laue and Commick’s assumption is clear and frequently stated. The
injustice that incites community disputes has its source in the imbalance of
power and within the , and its redress requires that every

community dispute intervenor at cvery decisional point in the intervention ask
a single ethical question:

Does the intervention contribute to the ability of relatively
powerless individuals and groups in the sirvation to determine their

own destinies to the greatest extent consistent with the common
good? (pp- 217-218).

The context in which this question is asked indicates that the authors’
po:ml of reference for ethics demands that the intervenor always say yes to
this question, even if it is an equivocal yes. With this desire most people
would have no quarrel, but we might ask whether this is an adequate ethical
framework. 1 think it is not. The difficulty stems from the fact that we are

not told what it means “1o desermine their own destinies” and how we can
know that that has been done *

common good.” to the greatest extent consistent with the

The authors seem to believe that a group determines its own destiny
when it has 2 bit more power and a bit more of the community’s resources.
Yet even \.Vh:n b'oth of these are achieved, the group may be as lirtle in
control of its destiny a5 it was prior to the favorable intervention. This is no
doubt the expenence of 2 number of powerless groups, especially racial
minorities, that made meaningful gams i the setlement of community dis-

putes dunng the late 1960s. 1 cerramnl 1 i
. d
advances made were not real or thar Lh:’ scemvnons i mot s el Boc

even when we acknowledge that these

intervenors did not act ethically. Bur
of the powerless groups,

> advances had an impact on the destinies
the zuthors’ concepuon of the task of the intervenors
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1s exaggerated It is necessary to underscore the exaggerated nature of their
claim because part of their ethical energy and mouvation 1s denved from the
overstatement of the significance of the decisions made by the parties to the
dispute
Powerless people in a society are quite frequently mdifferent or apathenc
to their own best nterest Someumes they are mouvated to action by leaders
who overestimate the sigmficance of some event Such actions by partisan
leaders may be nght and proper Yet one wonders if it 1s also the task of the
intervenor to see 1n every decision some great and momentous outcome
Ethically the action 1s just as praiseworthy or blameworthy when 1t leads to
something other than a greater measure of control over one’s destny Martin
Luther King's unsuccessful campaign in Albany may have been as morally
praiseworthy or blameworthy as his later successful campaigns n Selma or
Birmingham Yet we cannot assert on the basis of the cntena suggested by
Laue and Cormck that the parncipants i Albany gamned greater control over
therr desuny even if we were persuaded that therr deeds were ethically as ighe
as those performed by King's followers 1n Selma or Birmingham 1 would urge,
then, that the ethical oblgation of the intervenor consist on occasion i
forming the powerless (and the powerful) that the specific 1ssue about which
controversy rages 1s only margnally relevant to the powerless group’s quest
for greater control of its desuny The use of the term “destny™ 1s not casual
but a vital part of the descniption of the ethical disposition Laue and Cormuck
seek to msull n the intervenor As such, 1t 1s misleading because 1t secks to
denve ethical energy from what 15 on most occasions a musstatement of the
main issues mn the dispute Intervenors are mght to bend jusuce n the
direction of the weak, but they also need to mnform the powerless that most
mcremental changes do not lead to sigmficant redistnbutions of power or
resources  Conditions may be improved and destmes seldom sigmificantly
altered even though the life of the parncipants may have been changed for the
better as in Selma or Binmingham On the other hand, destinies may be
changed even though acts of empowerment fal or turn out to be blame-
worthy My point 1s that Laue and Cormick’s understanding of power and 1ts
relanon to the control of one’s destiny 1s too sumplistic The notion of control
of one’s destiny should not be abandoned, 1t and 1ts operaton should be more
subtly elaborated
Self d aton of an indvidual’s or of 2 group’s desuny 1s a desirable
end-state, but 1t needs to be considered in relation to the definiuon of the
common good or the just society and not simply to a single situation 1n which
some change 1s taking place The problem of the transfer of power and
resources needs 3 broader canvas than has been suggested by the community
dispute outlined 1n Laue and Cormick’s chapter The authors themselves know
this and on one occasion excellently sum up the issue  “The web in which
community disputes arc set is no smaller than the world” (p 230) What s
umphait here 1s the notion that the desuny nvolved 1 the situanon is apt to
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transcend the incident and community that hold the attention of the
community dispute intervenor. Such a person cannot, of course, attend to all
these ifications. But any i docs need to keep in mind the

ional or universal di i of the problem—for example, the ideal
pational and international policy regarding health care and medical research,
race rclations, or criminal justice. This, in turn, presupposes explicit intro-
duction into the dispute of a more sufficient understanding of the just
society.

A constant source of concern, therefore, of the intervenor in community
disputes should be the fashioning of 2 ption of the good or just
society. Without it the noble intent of ing power and can

go awry. Laue and Cormick fail to point out that the disputes are not about

the adoption of their core values or basic assumptions, but about their
i ion and impl

p ion. They have written that “empowerment is

the requisi dition of individuals and groups to achieve the desired
end-state of socicty~justice. A just socicty is | quisite to the

of freedom by all individuals in the system” (p. 218). But they have

not provided an cxplicit sketch of that desired end-state. The dispute between

the powerful and the less powerful is not centered on the acceptance or
rejection of ethical principles but rather on their interpretation.

A step in the right direction is taken when Laue and Cormick affirm

justice to be the ultimate social good and assert that, “the just social system

would be one in which power (control of decisions) is diffused, decision

making is particip Y, bility for d is visible, and resources
are adequate and cquitably distributed” (p. 219). In another context, they
assert: ‘W‘mle p of the p less is a premier value in our
system, intervenors should not lend their skills 1o empowering groups who do
not hold the values of empowerment, freedom, and justice for all peoples,
regardless of race, sex, religion, or national origin® (p. 222). In both instances,
xhc' " in the direction of iating a clear ¢ ption of the just
society is too truncated to provide the necessary cthical guidance for power
redistribution and resource reallocation, Partici; will not justice
3 P 4
for any and self-d ination 1 the petitive world described by
the aut.hors' seems 1o mean that one party is always frce to take from the
other what it thx?ks it needs, Neither participation nor competition, as provided
by the authors’ procedures, will significantly alter the stigma of race
and d:e burden of poverty. Only f greater ion is given to f lation of
an q ion of the i i
2 - concep good or just society will the pos-
s:bnl;ry 0{ sngmﬁgmt change emerge. In addition, a notion ?f the comrl:lm'l
i‘m or Just.soc:ety would act to limit the misuse of power or coercion by
coeo il::\;::mt):i or d}e patties to the dispute. Competition has replaced
de;.; zdon a:;‘ conflict has ensued precisely because, as the authors them-
, the concept, i
Consequently one a6 P lox; of nh:llcgmmzcy of power has broken down.
pect of the ethical responsibility of the intervenor is to
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restore a notion of the common good that both parties to the dispute might
come to acknowledge as valid and that can serve to set hmits to the
asprrations of all community members as well as provide a normauve defini-
tion of the just society
Martin Luther King, for example, sought always to discipline his followers
and to sketch a wvision of the good society toward which their efforts were
directed Pnor to his campagns, he planned some means for reconciing the
parties to the conflict after the empowerment of the disadvantaged had taken
place As a consequence, there was always an attempt to have everybody win
something and when conflict became violent there were guidelmnes for re-
stonng peace and harmony among the several parties The ntervenors to
whom Laue and Cormuck speak may bear a different relation to their partes
than King did to his followers Nevertheless, the model for intervention should
embody an idea of a common good What i1s imphat i such typologies as
acnvist, advocate, mediator, researcher, and enforcer must be given a mummal,
but explicit, conception of substantive justice that is situationally specific
Knowledge of the mntervenor’s character or past patterns of settlement should
not be accepted as sufficient. The intervenor should be urged to formulate
over against the parties some general conception of what seems fatr or nght 1n
a particular situanion Such a tentative conception of a common good would
not prevent Jomnt determunauon by the parties in dispute It would suggest
nstead some reasonable expectations about the transfer of power that ought
to occur n the negotiations Granted that the number and variety of disputes
make 1t exceedingly difficult for intervenors to be precise about their assump-
uons concerning society and the relanon of various groups to the resources
and power present m society, mntervenors need to be able to provide some
substance to the understanding of the core values of justice and proporuonal
empowerment Laue and Cormick’s typical case, * Elmwood Hospital and the
Chicano Commumity Coaliton,” should thus be framed in such a way s to
indicate not only what roles an intervenor mught play but also the necessity of
Creating some tension between the goals of the two parties and some mimmal
conception of justice or common good that mught be required if ethics alone,
and not ethics and power, were the major ingredient in finding a soluuon.
Only when ethics or norms are thus explicitly stated can groups and indi
Viduals be expected to transcend politics and self interest.

One reason why Laue and Cormmuck did not proceed further i this
direction 1s their strongly held conviction that groups must make thexwr own
decisions They believe that a stong statement about the common good or
Just society would rob the parties in a dispute of 1n opportumty to dererminc
!hcu' ends themselves This concern 1s muspl 3 4

lves several diffe Y of actmvity and rcquncs clanty
about goals at levels above that of the immediate situauon In these marters
the mtervenor should not be neutral, but should seck to formulate con
¢epuons that suggest the desirable power balance and resource balance that
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should exist zmong the disputants. This would not rob the parties of the
opportunity to make their own decisions, but it would berter cnable them to
place their decisions and strategies in the context of what sober and objective
reflection perceived to be the requirements of a just institution or 2 just
society. Just as empowerment of those who seek to discriminate on the basis
of race, sex, religion, or national origin is ruled out, so also would certain
undesirable patterns of social organization be discouraged. While this might
seem to be paternalistic, I would urge that it is more akin to the authors’
proposal to instruct the powerless in the procedures necded to participate in
negotiation and decision making. It is 2 method of empowerment in which
one further illumines the decision-making process and the ability of the
powerless to make wise decisions on behalf of themselves and sociery. More-
over, by attempting to formulate a conception of the common good or just
socicty, the intervenor might cause both parties to think more seriously about
the cohesion needed to keep disparate groups working in a harmonious
relationship. Such thought might provide greater flexibility for the process of
conflict resolution by modifying the exclusive concern with group self-interest.

In addition, stress on the common good or the just society is much
needed in order to make clear the relation between the political and cthieal
di i of ity dispute 1
and Cormick have adopted 2 b

This is necessary because Lauc

iy political procedure for lving dis-
putes. On numerous occasions they state that the essence of their enterprise is
the manipulation of power:

Because the issue in all community disputes is each interest
group’s ability to advocate its own needs, power becomes the central
reality (p. 206).

!n sum, every community dispute is a game of power. Power is
the issue, power is the goal, and the effective use of power is the
strategy for all sides in any conflict {p. 208).

!( shfzuld be clear by now that we believe the comage of com-
munity disputes is power (p, 220).

.Thc. stress placed on power cannot help but obscure the authors’ emphasis
on justice unless there is an opposing and cqually weighted concern with
constraining the group advocacy of the parues to the disputes. The self-
ngh.!eousncss of all interest groups s sufficient evidence for putting forth 2
notion of the common good that suggests imuts 1o the power distribution and

resource allocation requested by ul. What
cither th
° ¢ powetless or the powerful.

. 4 ke 15 2 more precisc differentiation of
:l;:c::cnc:::ﬂ;ncs. Unless this 1s done, much of whzt they call ethics can be

My le:gf:n{;ﬁf plr:pcrly dcs:nb:fl as strategies for social change.
cause e o ue and Comick’s overemphasis on power should not
er 1o believe that 1 scek the abandonment of an approach
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stwessing the sigmficance of power Power 15 1mportant and must be
considered, but one needs to remember that it, like one’s anger, indignauon,
or resentment, must be controlled The disadvantaged suffer oppression be-
cause the advantaged have not properly regulated or distnbuted the power
that they possess The cure for this ijusuce 1s not, therefore, the cultvaton
of more unregulated power or the creation of a countervailing power Since 1t
15 unhkely that any negotianon will result 1n a just balancing of power
between groups, it 15 mmportant to seek the regulation of power according to
some just norms The conception of a common good can serve as such a
regulator Even though the norm, like the Ten Commandments, 1s wiolated, it
will serve to establish true norms for commumty One gan from this pro
cedure will be the education of both the powerful and the powerless to a
greater recogmtion of what the just sharing of power entals, as well as
providing them with knowledge about political decision making

The essenual nature of our emphasis on the common good and the
creation of a tension between ethical norms and the pohitics of power 1s
evident from the great confusion present in the section of the chapter treanng
the movement from the enunciation of ethical pnneiples to specific actions by
means of decisions made by commumty dispute intervenors Laue and
Cormuck’s eight ethical principles tend to be advice concerming tactics and
strategy rather than ethical prnciples A bref restatement of thewr alleged
principles follows Intervenors should

1 Contnbute to proportional empowerment of powerless groups for social
change

2 Promote the ability of the weaker parties to make their own best decisions

3 Make the rationale for their decisions conscious exphicit, and public

4 Not claim to be (or worse actually feel) neutral

5 Be inumately famihar with the dynamics of power and, where the
situation involves race, the realities of racism

6

Advocate resolution of conflict or crsis through a process of jomnt

deaision makang

7 Not transfer thewr intervention models uncntcally to a different system
settng

8 Not lend therr skills to empowerning groups who do not hold the values of

cmpowerment, freedom and jusuce for all peoples, regardless of race, sex,

religion, or national ongin

Of these principles only 1 2, 6, and 8 scem to quabfy, and they can be
reduced to two prinaiples

1 Act always so as to enhance the ability of the least powcn‘ul group 1n a
dispute to make their best d and to | f2 m af-
fecung thar destiny
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2. Do not discriminate and do not aid groups who discriminate to increase
their power.

Principles 3 and 4 do not scem to me to qualify as ethical principles. At best
they are an operating rule that suggests that intervenors should always make
decisions based on critical rational reflection upon the issues of the dispute
and these decisions should be clearly communicated to the parties involved.
The desite to avoid the ncutrality of some labor mediators may be com-
mendable, but it is not well formulated as a principle nor is it easily
transformed into one. Moreover, the end is not to be biased or unbiased but
to do justice. If it is true that the disadvantaged have been treated unjustly,
the intervenor will have to act on behalf of their interest. Finally, 5 and 7 can
be rendered “know the facts, act and decide on the basis of the facts, and do
not make a mistake.” Sage advice, no doubt, but not what one would call an
ethical principle.

The point of our observations concerning the common good and ethical
principles is to alert people to the fact that the ethical must act as a restraint
on power and serve to properly guide the use of power, This cannot be
done unless both are cultivated, clearly distinguished, and set in tension with
cach other. Lauc and Cormick have not done as well as they might. They have
exhibited wisdom in their stress on power, but show great confusion in their
thinking about ethical principles. The source of their problem was well

underlined in a statement by Reinhold Niebuhr in his classic work, Moral Man
and Immoral Society (1949):

The relations between groups must . . . always be predominantly
political rather than ethical, that is they will be determined by the
proportion of power which each group possesses at least as much as
by.any rational and moral appraisal of the comparative needs and
claims of each group. The coercive factors, in distinction to the more

purely m'oral and rational factors, in political relations can never be
sharply differentiated and defined (p- xxui),

Laue :’ndl Curfnick have sought to do what Niebuhr saw as a necessary and
excees 1x‘1.gy dxffi'cull K:sk, |and in a measure they have succeeded. Their
p 1s 10 be celebrated but not without s i i

C ument is 1o peaking also of their
fmlu.rc. :hls fa.llure is in '-arf the result of a too great concern ti let oppressed
parties determine their destinies and to the fact that they, hke Niebuhr, have
overemphasized power and hum: : '

d capacaty to do good. They have not yet
1:;::’2 c:hi( Martin Luther King always practiced and wia: lecolmyx

T ; in Mecca, namely, that no one ascription can be made about
gn;u;:lsl of peaple. Groups and individuals possess possibilities for both good
and L. In group relations, then, one discavers more than power and coercion.
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Laue and Cormick record this fact in their several vignettes, but they do not
make 1t a part of their basic assumptions or cthical principles To speak of the
Anglos and Chicanos 1n the Elmwood Hospital case as people seeking only to
grasp or hold power 1s to triviahze the 1ssue of community health care versus
research/traiming hospital needs and to musrepresent the real concerns of the
parties For both parties something more was at stake than power or self
mterest The health of the Chicano commumty and the professional standing
of the hospital cannot be treated simply as aspects of power Intervenors must
percewve this and act on these additional factors We have other illustrations of
this “more than power and self interest” dimension 1n the disputes between
the major pnivate urban umversity and the black community, as well as 1n the
K-12 school dispute In both situanons, one 1s ympressed by the fact thar
individuals take nsks for something other than power and for something that
can be termed the common good or fair treatment of others Laue and
Cormuck need to account more adequately for this reasonableness and good
will that at times arc found among parties to a dispute I think 1t can only be
accounted for when one acknowledges that mjustice may result from good
intentions and genwine mustahes, and that some people and groups are truly
seeking to do good deeds
Laue and Cormuck begin their own continuum charactenizing the everyday
Lfe style of 1es with peration and compenution—modes of inter
acton that could be designated posive or good At this pomt on the
conunuum group decisions are acceptable to all parties and seem to depend as
much on mutuality and reason as on power factors Presumably also in these
cases, the strong voluntanly consent to empowerment of the weak because
of rauonal moral factors and not simply as a result of power The powerful
and the disadvantaged can cooperate and compete because both possess the
human capacity to use nght reason and to pursue the good This posive
potentiality and (not only human) fallibility permuts the construction of
models of the common good and the just society as well as encourages
voluntary consent to societal systems of power redistrsbution and resource
teallocanon Any ethic for intervenors should seek to recogmze and
strengthen these moral, rational elements in decsion making Laue and
Cormick need to make this exphcit 1n therr ethics of intervention Stronger
assertion of individual and group potenunality for goodness is needed in order
to make group interaction and relanons more sigmificandy ethical If they
could see this truth, they mught come to see that some differences among
groups arc resolved because individuals and groups can know better the nght
and good and can wranscend what might be defined as narrow self interest.
Toward the end of their chapter, Laue and Cormich make the very strong
statement that proporuonal empowerment 15 the only safeguard we may
ulumately tust m the pursuit of jusuce and freedom” (p 228) I have
challenged the a of that We can teach people as individuals
and as members of a group to use thar freedom to procure a justice that
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transcends  group  self-interest because they possess the potentiality for
goodness as well as the quality of fallibility. When Laue and Cormick speak of
the ethics of the intervenor they nced to put more stress on the moral,
rational factors in decision making. Proper appreciation of these factors will
lead in addition to a meodification of the almost sole reliance on power
balances. More equity is needed among community groups, but ideally this
need not come only through power and cocrcion.
My disagreement with the authors on this point should not obscure my
g with them ing the i of power and the wisdom of
secking to develop a social cthic that deals with systemic problems whilc
insisting on integrity and judiciousness in the intervenor. My position secks
not to lessen concern with proportional empowerment, justice, and freedom,

but to cnsure their development in a context that is supportive of the
common good and the just society.
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INTRODUCTION

The dismanthing of the Office of Economic Opportunity (OEQ) brought the *
war on poverty symbolically to an end What began as a crusade with high goals,
sttong presidenmal support, and considerable enthusiasm among an army of
poverty warriors has limped off the scene Like the other war of the *60s, 1t was
never clear whether the enemy was fully 1dentified Just as no battles were ever
decisively won 1n Vietnam, so OEO programs were never decisively effective In
both cases, peace with honor was declared by fiat, but neither peace nor honor
Was attained 1n fact

On the domestic scene, the effects of both wars of the 1960s will be felt for
some time to come Much can be written on the broad, long run consequences,
however, such a discussion 1s beyond the scope of this chapter For the social
sciences, one of the more important consequences of the war on poverty may
well be the legiimization of large scale social expenimentation, with the New
Jersey-Pennsylvanta Income Maintenance Expeniment forming a critical basis of
that legacy It 15 clear that thus field experiment 15 an important precedent,

The research reported in this paper was supported by a grant from the Russell Sage
Foundation 1o the senior author for the purpose of conducting an averall evaluation of the

New Jersey-Pennsylvania Income Maintenance Expenment (reported 1n Rossi and Lyall,
1977)
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because it has made it possible for social scientists to obtain a more favorable
hearing when suggesting field experiments as a mode of social intervention. .
The New Jersey-Pennsylvania Income Maintenance Experiment is a unique
departure from the policy-oriented researches of the past in several important
ways. First, it brings experimentation out of the laboratory and closed
institutions into open society, Earlier attempts to assess social programs through
controlled experiments had been centered on relatively isolated and autonomous
institutions such as schools and prisons. With such captive populations,
researchers were easily able to use exp 1 designs to the relative
effectiveness of a variety of interventions. Hence, there is a vast, though not
especially conclusive, literature on the effects of various teaching techniques and

classroom arrangements and a less rich literature on rehabilitation treatments.
The Income Mai

Experiment, h , was not attempted within
the confines of such a total institution, but in the far more complex milicu of

the larger society. Second, earlier work was typically on a much smaller scale in

terms of dollar cost, complexity of design, and administrative overhead. Third,

the Income Maintenance Experiment drew on considerable contemporary
P .

; in exp ! methodology and statistical analysis, employing
an cclectic blend of rescarch techniques borrowed from psychology, statistics,
and ics. C ly, the research

a peak in the present state
an important exemplar for future studies. Indeed, its
impact is already being felt in four additional income maintenance experiments
and in experiments to be undertaken shortly on health insurance and on housing
vouchers for the poor. Fourth, the Income Maintenance Experiment has

established an important precedent for a role to
the

of the art and will become

be played by social science in
development of policy. Eatlier social science contributions to policy
formatior.x involved providing general orentations (such as those in OEO’s
Community Action Program) or evaluations of programs already under way and
con'scmcted almost exclusively by policy makers. In contrast, the Income
Mal.ntcna.ncc Experiment was developed primanly by persons sophisticated in
social science xkfcory and methodology. Social scientists were heavily involved
fmm its inception in far more than an advisory capacity. Finally, the policy
issues addressed were of a far larger magnitude than carlier work. The purpose of
the .r:search was to aid in the restructuring of our national welfare policy by
testing a REW program as innovative for today as social security retirement
benefits were in the 19305, In short, the stakes were very large.

A DESCRIPTION OF THE INCOME MAINTENANCE PROJECT
exp:::;:::;”“' ersey-Pennsylvania Income Maintenance Project (IMP)* involved
and tax rates, ':::?enu that were combumations of guaranteed income levels
. ncome levels were yearly incomes below which people could

* Por the sake of b
Project” or “L\\P"othr;:vs:)o’:xw': ol xefet 0 the experiment as the

¢ th “Income Maintenance
- 1 chapter. The addinonal expe;

riments were the Rural
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not fall, and the tax rates reduced payments a certain proportion if incomes
were above the guaranteed levels The populauon was composed of households
i five locations 1n New Jersey and Pennsylvania, selected by area probability
sampling methods from among houscholds that were intact, in which there was
at least one employable male (berween the ages of 18 and 58),2 and whose
mcome levels were below 150 percent of the 1967 poverty level of $3,300 fora
family of four Elgible households were randomly assigned to treatment and
control groups, with treatment groups given checks bringing therr incomes up to
guaranteed levels (or above, less tax rate) upon submussion of monthly income
reports Some of these families had outside income, some had previously
subsisted on welfare Both treatment (expenmental) and control group
households were visited quarterly for extensive interviews for which both were
paid In addition, expenmental groups were paid for each income report filed

A schematic outhne of the expernimental design 1s shown 1n Figure 1 Note
that treatments vary the level of support and the rate by which payments are
reduced as houscholds exceed support levels through therr own work efforts
The guaranteed levels are sensitive to household size, ranging 1 1968 from a low
of $1,000 for a one-person houschold on the lowest (50 percent of poverty line)
guaranteed level to $5,750 for a fanuly of eight or more on the highest
guaranteed level (125 percent of poverty hine)

As we said earlier, farmibies were allocated to treatment groups or control
groups at random the number of famltes in each stratum being determined by
an allocanon formula® that took 1nto account the total funds allocated to the
expenment, the policy importance of a stratum, and several other assumpuons
concerning the shape of the distnbunion of responses to treatments At the
outset of the expenment 724 houscholds were in the expenimental treatment
group and 650 in the control group Awmuon from both sets of groups
penodically reduced these numbers somewhat

The expeniment ran for three years the first group starting 10 Avgust,
1968 and the last in November 1969 Few rules were mposed on the
households other than the prompt reporting of income Households were kept n
the experimental groups unless they failed to file income reports or they ¢lected
to go on welfare* Income receved under the IMP plan was rax exempt,
according to an IRS ruling

Income Maintenance Expenment (lowa and North Carolina rural areas) the Seartle Income
Maintenance Expeniment (SIME) the Deaver Income Muntenance Expeniment (DIME) and
the Gary Income Mawtenance Expenment (G X) All of these additional experiments
were vanants on the New Jersey Y Income M. Project dift n pop-
ulations covered d andinadd I serices offered (as in Gary)

*This rule mannly d female-headed household:

3The final allocation model 1s desenbed 1n Conlisk and Watts (1969) pp 150-156

“1n the winal few months of the experiment before New Jerscy changed 1ts welfare
rules to inctude houscholds with males presenr as cl gble under AFDC, parucipation 1n
both welfare and IMP was allowed a ruling that made for some trouble, as we shall discuss
later in this chapter
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FIGURE 1. Schematic outhine of design of New Jersey-F
expeniment.

Y ia income

1:  Incomestrata®:
Stratum | = Below poverty line ($3,300 for family of four}
Stratum 1§ 100% to 125% of poverty line
Stratum 111 = 125% to 150% of poverty line

Treatments within income strata: guaranteed levels and tax rate combinations:

Tax sate {1 ion in for income d:
guaranteed levels}

30% 50% 70%
50% X X
Guaranteed
Levels in%  75% X X X
of poverty
tevel) 100% X X
125% x

H1:  Control groups:
Three control groups are used, drawn from each of the three incoms strata.
W:  Total number of treatment groups:
Tha design calls for 27 treatment groups (8 treatments for each of three income strata

and 3 control groups), Families are selected first for income strata and randomly
allocated to treatment groups {including controls).

o e oL S8 oy, st e et e
meofzc;:va.l:d e get respectively higher or lower guarante

in the “50-30" ceil, 8 ’:::l'l’:'::;‘lzﬂi:hnk cells indicate omitted treatments. For example,
household nize, 8nd then would M,’;:T;:E: :t;;‘geo;o:enﬂml income based on
ievel. or income exceeding that

Houscholds were recruited to Pparucy,
small areas (census tracts wathin

Pate in the expenment by sampling
levels were such as to ensure 2

cach of the five sites) whose average income
relatively hugh “take” of eligible houscholds.
Probability samples of eligible houschol

determined dl;b‘m;v‘ae taken within such areas; 2 short screening interview

according to the cniteri i
houschold was determined 1o be chigible, et o m resmens group o
a control group according to probabiliry

it was assigned to a treatment group of
sa263 10 the 28 houschold Froups shown

fatios that would ensure proper stratum
w Figure 1,
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Once assignment was made, the plan was explained to households (f they
fell into a treatment group) or they were asked to cooperate mn a survey of
urban hfe (f they fell mnto a control group) Considerable effort went mnto
explaning the plan and the conditions surrounding participation Households
were given pamphlets and other informational matenals as well as being told that
they were being asked to participate 1n a longitudinal study of urban hfe, they
were promused compensation for cooperating in answerning quarterly surveys

It 1s difficult to determine just how much the expenmental houscholds
were told about the experiment The pamphlet left with each family described
the plan as “experimental,” but did not descnibe guaranteed levels and tax rates
i specific terms Most likely, households were not told of alternative
treatments, and only their own particular treatment was explained to them n
detal Households that decided to participate were asked to sign a consent form
mdicating that they understood the plan and the requirements for continued
ehgibihity

In summary, the intervention consisted of the following acts

. Supplementing earned income to bring household incomes up to designated

levels with hlmonthly payments

. M hold K

through y 1epOrts
lntcrvnewmg household members concerning labor force participation,
assets and savings, and a host of speciaized inquines centening around
varables considered of interest by the research staff

It should also be stressed that no additional treatments were given in IMP In par
ticular, houscholds were not offered any social services, although, if requested,
field representauves would refer households to exisung local social services
Furthermore, dunng most of the expeniment, households were given the option
of r g on or gong onto welfare rolls, but mcome
supplementation and welfare could not be obtained simultaneously

It would be surpnsing if a program with such critical potenual policy
mmplications did not volve a vaniety of value-laden decisions Indeed, the
Income Maintenance Project was based on rather specific expectations con
cermng the negative income tax concept As David N Kershaw (1972) the
project director at MATHEMATICA, noted,

q

its virtues include simphaity of ration (it 1s a self ad
tered program which makes use of forms stmilar to those used by the
Internal Revenue Service) equity, (it 1s paid to all whose incomes fall
below a prescribed level), dignity (there are no indisctimminate or

pulsory * services’ p ded) and the of condittons condu
cive to individual titiative {the negative tax grant s not taken away from
arecipient dollar for dollar as tus carned income increases) (p 222)
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SETTING THE GOALS

The detailed history of the Income Maintenance Project is yet tf)‘bc
written.* At this point, enough is known about the circumstances of its .ongms-
design, and implementation to explore several ethical issues, to which the
reminder of this chapter is devoted.

‘The main goal of the Income Maintenance Experiment was to estimate to
costs of a national program of income maintenance, especially those costs
i d by the work-leisure trade-off behavior of h holds under an income
maintenance program, The experimental treatments were variations in the levels
at which income would be maintained, combined with variations in the rates at
which additional income would be taxed. The houscholds studied were picked to
represent those whose response was deemed most problematic—households in
which an cmployable adult male was present, and whose incomes were
distributed in 2 band around the poverty line. The main question was whether
workers would drop out of the labor force under income maintenance, trading
Ieisure at slightly reduced income levels for work at slightly higher income levels.

In addition, there were many subsidiary goals of IMP, from examination of
the problems that might arise in the admini

ation of income mai to
assessment of the impact of IMP on a range of social psychological variables. The
fact that these were subsidiary goals can be seen in the experiment’s design,
which was d d by the work-leisure trade-off q; and was therefore
considerably less efficient for obraining answers to the subsidiary questions.

The main goal was chosen because the planners of the experiment and the
staff of QEQ anticipated that the work-leisure trade-off would be the paramount
issuc debated by public officials when income maintenance plans were
idered for impl ion, The experi 1 were chosen as the
best bets for what mighe eventually be considered as public policy. For cxample,
the poverty levels chosen were those established by the Bureau of Labor
Smuu‘u.. The supplementation rates were fixed to cover the anticipated range
f" politically viable proposals. In addition, work-lcisurc trade-off was an
\mportant question in static equilibrium economic theoryé concerning work
incentives, Since most of these involved in the design of the experiment were
cconomists, this issue was of id interest dless of its policy
implications. B
mk::’;"]‘:;:‘:z’::“{‘:g ":bl:ff would be the question uppermost in policy
there were more imPOru:l imp?mc‘ 2 we indicate fater i this chapter, b‘{!

*Masgaret Bocckmana by
hustory of 1P, unde 44 compuled & detasded ace

ount of certain cnitical periods in the
SFor o wmm:;";:"’,‘“ “""“;‘"" Sage Foundation to the senior author.
STPes enence, e Gren (1967, Conprer | e Eluding the prceapenmenta

EY
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began to withdraw from the labor force to enjoy leisure at a lower level of
mcome, the intervention would be judged a failure To be sure, this value most
Lkely reflects the modal views of the American population, but one may
question whether 1t represents the value positions of all Amencans, and
especially the value posinons of those who constitute the targer population of
the pohicy 7
In addition, defining IMP in terms of the work leisure trade offs to some
degree himuts discussion to this issue, flagging 1t as the cnucal point mn the
arguments pro and con This would be particularly important as a constraint 1f
the experiment uncovered a significant amount of trade-off behavior Propo-
nents of 2 guaranteed income plan, whose endorsement rested on the assumption
of insigmificant amounts of trade-off behavior, would find therr position
untenable with no alternative justificanion to support of the policy And there
could well be alternative justifications
These considerations raise the issue of whose interests were being repre-
sented 10 the formulation of the issues of IMP and the design of the ex
penment  From the viewpomt of the planners of IMP, the expenment
addressed the needs of the general society In their view, 1t was in the public
wmterest (“public interest,” as defined by “mainstream” America) to put a floor
under houschold income without detenorating the will to work Furthermore,
IMP reflected public policy as seen from the precincts of the presidency, an
executive centered perspective
From a much larger political perspective, it 1s possible to envision a set of
mnterested actors including more than the exccutive and legislative branches of
the federal government Furst, there are the poor who are to be the targets of
guaranteed income Second, there are employers who may be concerned with
the impact of guaranteed 1ncome on the supply and price of labor In addiuon,
there are all those groups who are bound up 1n the present welfare system—social
workers, government employees, municipal and state administrators—whose
organizations and jobs would be either auded or threatened by the adoption of 2
guaranteed income strategy
Of course, onc of the obvious mterests being dwectly served by the
expenment was that of academic cconomists to whom the empmcal test of this

"This value position can also be seen quite clearly 1 the widely held judgments that
AFDC 15 a falure and that the present welfaze system is a mess. The growth in welfare rolls
especully AFDC, in the penod from 1960 to the present is secn as a clear index of failure
Samething must be wrong if 50 many holds become dependent on welfare pay
because household members are clearly trading lewsure at subsistence mncome levels for pad
Work. An alternative value position mght regard the same phenomenon as an mdicator of
the program s successt: more households were being supported by the welfare programs,

d g the g of p ly unmet needs or houscholds were shunning low-pud
work in favor of welfare payments or some women with dependent children preferred 1o
spend ther ume 1 child veanng than in such low-pad work. There are alternative ways of
lookung at the same phenomenon—the increase 1n welfare rolls—dependent on how one
Wews the relauve importance of work in relanon to other values. For a longwinded

P of the 3 wewpoint, scc Moynibaa (1973)
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particular aspect of static equilibrium theory was of some concern. How strong
such an interest is, in fact, is hard to judge. Certainly, careers could be advanced
on the basis of making scientific breakthrough; whether the results of this ex-
periment would be such a breakthrough seems unlikely.

Of course, a major obstacle lying in the path of taking these interested
constituencics into account is the difficulty of preciscly determining the
boundarics of these groups and who can represent them. Later on in this

chapter, we suggest the establishment of a mechanism that could aid in removing
this obstacle.

INVOLVING THE POLICY MAKERS

Although substantial consensus existed among the economists involved that
the work-leisure trade-off was of crucial importance 1o policy makers, there is
very little evidence® that any policy makers (for example, representatives and
senators) or officials in the cxecutive branch above OEO were consulted about
this assumption, let alone any representatives of the groups to which the IMP was
to be administered. In short, this was to be an intervention designed to answer 2
policy question that was so obviously critical to the designers that it scemed
unnccessary to ascertain whether, in fact, it would be critical for those who had
to approve or disapprove of income maintenance as public policy or thosc who

might be interested partisans, Indeed, our questions on this score addressed to
the major actors have been umformly met with bewild

! suggesting that
none of these partics had faced that issue cither as individuals or in discussions
with others.?

In z.ddilion. there are strong indications in the responses of the major actors
that Laskmg 'anyone outside the group of designers, proposers, and OEO staff
might have jeopardized IMP. Funds for the experiment were taken
from the Co{nmuniry Action Program budget, and the experiment was gotten
under way with 2 minimum of publicity. Indced, the administrative structure of
theexp was designed to minimize exposure. The Institute for Research on
Pn'vcrty at the University of Wisconsin, a research center funded by OEO, was the
prime contractor, and MATHEMATICA, 2 private, for-profit, research firm located
in Princeton, New Jersey, was the sub ctor with ing responsibilities.

.'This conclusion is based on interviews with
! of IMP, ds

people involved in the design, approval,
Pported by 2 grant (rom

by Margarer Boecl as part of a research
the Russel} Sage Foundation to the senior author

project on IMP sy,
of thut chapter,
*The pol f

the ude olpi::r;:l m‘:d.,r,:ﬂmh'm Ympathies of the people involved were mainly on
#ould be upbeld, that there woutd ey < 7Y 1h¢Y hoped thit the mull hypothess
could be attnbutable 1o oy beno >ppreciable effect on labor force participation that
A ot o ok e, sonpiins LV, 41 i INP would how s
current welfare policies . Tably lower than s the case {presumably} in
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Given this descnption, it 15 clear that setting the goals of IMP was
accomplished by a relatively small group pnmanly composed of economists
within OEO and associated orgamzations They hoped to setrle what they
considered an important policy question that would be raised when income
maintenance moved onto the agenda of national politics The goals of IMP were
thus onented toward an anticipated program that would be debated in the
future and that would have at least some discernable chance of being enacted as
pubhic policy

One must conclude that the design, approval, and implementation of IMP
was ehisst within 2 very narrow defimtion of elites Those who had to propose
soctal policy (legislators and executive officers) were not consulted on the
relevance of the expenmental design  Certamnly, the poor were not consulted
Nor were representatives of the poor In cffect, a cloak of secrecy was placed
over the expenment, and its existence did not become a matter of common
knowledge unul well mto the experiment’s hfe!® Therefore, a faurly strong
objection can be raised about the lack of participation 1n the design of IMP by
some potenually partisan groups {for example, the poor) In addition, since IMP
sought to provide information for policy mahers, the absence of therr
mput seems especially strange Is work lessure trade off the most important
issue to be solved by empincal rescarch® Did the design fairly represent
questions policy makers mught raise when was dered?
If the experiment was to be of relevance to senators, representatives, presidential
counselors, and secretaries of departments,!’ 1t 15 stnking that none were
consulted

As for groups who might be thought of as parusans of an income

mamtenance policy, 1t seems clear that thewr participatton in designing the
experiment would have been quite relevant as well The treatments tested in IMP
are scarcely generous levels of income maintenance and were certamly far below
levels advocated a year or so later by the National Welfare Rights Organization
Conservative groups may have been concerned with the mmpact of mcome
mantenance on recrustment of workers to low paid occupauons, an issue that
€an scarcely be addressed with the present design of IMP Sumilarly, other
Ppotential partisans, such as social workers, might have been more concerned with
such 1ssues as famuly stability and ther own careers than with work leisure
trade-off

'®This 15 not to say that its cxistence was classificd Rather the mode of getting the
Sxpenment under way did not expose the expeniment to widespread publ For pl
because the expeniment was channeled through the Insutute for Research on Poverty, 1t was
DOt necessary to issue an RFP Nor was the expenment a secret from the social research
fratermity

"*1ndeed, a good case could be made that the expenment should have been conducted
by HEW, the agency that would have the responsibility for carrying out any income
mantenance pohicy (of course, Wilbur Cohen, thea Secretary of HEW, although in ponaple
S¥mpathetic, was opposed to advocating income maintenance as a policy 1ssue since he fele
that iz was not polincally viable)
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i ingle
In defense of the planners of IMP, it should be cmphasuc('issl::st a };::i,
cxperiment can scarcely be expected to addrcss'all rclcvantChlca si;on The
criticism of the failure to be comprehensive per’sc is clearly a b l:bscnc: of
main vulnerability in setting the experiment’s 'goals was c: ol conside
widespread input from decision makers and partisans. But avﬂ g
cration of the political milieu suggests thalt the planners were heavily
ctors essentially beyond their control, .
v t‘z'l"hc cxpcﬁmc};lt {vas designed at a time when there ,was :7:;:::‘:
controversy surrounding antipoverty programs. Several of OEO’s pet p o
were under severe attack both from those who felt they had gone too i
from those who felt they had not gone far enough. Congress was face s
rising inflation gencrated in part by President Johnson's .gunS’Anl?'b:l[?Cf frocixics-
Confrontation politics was employed on campuses and in America s mnh e
and the atmosphere in Washington was not one in which any major chai gﬁng'
domestic or international policy was likely to receive a ‘falmu heal e
Furth , the d conflict was superimp .’ on s :“cs&
tainty about the nature of the next regime in the White House and in Col gfrﬂl
Given these circumstances, the designers of IMP were faced 'wlt:h the o
possibulity that encouraging public airing of the concept of 2 negative mcomfc by
and related experiments of jis cffects would ecliminate any chance of N
program’s being scriously considered, let alone impl d. In short, had 1?:
chosen to worry about their failure to be morc democratic, it is far from cle:

what their best strategy could have been. They were faced with what may
become an increasingly common dilemma in

which the use of wide input in the
lanning of .

o - d
P may make d debate of its merits impossible a:s
ultimately lead o accepuance or rejection of an experiment, based on argume
essentially irrelevant to its real issucs.

Even if the planners hag chosen to widen
ready mechanisms to facilia

the input into IMP, there were 10
te such an exchange. In 1967, who could hf\"
¢ decision makers, the poor, welfare burczu.cra.nts'
¢ very identification of groups to which invitatons
should be extended would have been problematic, And, if a large number of
Poups were able to provide fepresentative input, in what insututional context
curred? How could the varying views have been sorted
cly reconcied? 1y should be clear that no institution:

O encourage a more d
d planners in 2 polieal and bu f
which they might never have cemerged. In summary, 3 less elitist process might
well have doamed the expenment, not only because of the poliucal atmosphere

but because of the ©fgamational chios open heanngs would have probably
produced. Cleasly, of one wishes 1o ECRerate more van

ied input into such expen-
Rl 1 ke future, some ort of institutional mechanism wall have 1o be
develuped, a posnt to which we wall reryrn

out, cevaluated, and ultmar,
forum was available, and
the IMP would have mire

procedure in designing
reaucratic swamp from
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THE ISSUES OF SUBJECT CONSENT AND PARTICIPATION

Over the past decade the pnnciple of informed consent has been developed
and widely adopted in the socal sciences as a safeguard for human expenmental
subjects Certainly, to the extent that IMP 1s regarded as experimentation on
humans, the principle 1s applicable Yet, IMP was more than research, 1t was also
the mial run for a potennal social program, which complicates the issue
considerably

When one speaks of informed consent, the situation typically wvolves a
proposed intervention into the lives of individuals The intervention has not been
solicited by the subjects and 1s usually administered by an outsider, presumably
possessing special expertise unavailable to the subjects Under these crrcum
stances, protection of the subjects 1s a justifiable concern, since they may lack
the skills and knowledge to act 1n their best interests When this occurs, the main
way to foster a farr outcome 1s to implement the mtervention only after subjects
have been made fully aware of the potential benefits and costs of the intrusion
and after they have agreed to parncipate Once these two cntena are met, the
burden of responsibility 1s shifted somewhat from the intervenor to the subject,
who may choose to unlze or 1gnore the information provided Note that the

intervenor 1s not obligated to make sure the the subject acts wisely buz only to
provide the tools for wise acton

The Achilles’ heel of informed consent 1s the degree to which the subject s
considered informed Ot ly, the subject can never be completely informed
because, for virtually all interventions, many of the outcomes are unknown The
debate about mformed consent actually revolves around the degree of
“mformedness” judged sufficient.

In pracuce, most observers would agree that potennal subjects of an
mtervention must be at least provided with an accurate description of the
Intervention and 1ts likely q Dusagr develop on the following
™Wo types of questions first, how complete must the hst of potential
consequences be, secand, how well must the subjects understand the information
provided? It should be obvious thar nesther issue can be addressed using any
absolute critena none exist Rather, debates develop 1n relative terms

Among the many relativistic standards used to judge the suffcncncy of
wnformed consent, the most unportant probably 1s the of p
damage of a proposed intervention Eycbrows are properly raised when thcr: 1523
poor fit between the potennal nisks and the degree to which subjects understand
Lhc outcomcs of an ntusion More dangerous intervennions require more

ding. dards for less mskhy intrusions nced not be as
demmdmg It 15 important to emphasize agan that, since understanding can
never be complete, disagreements are always in terms of the appropnate level of
understanding The 1ssue of inf d should be disunguished from the
structure of an intervention's rewards and costs A proposed intrusion may
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provide so many rewards and so few costs that a potential SUPject may r:zdﬂy‘
agree to participate. As long as reasonable effort is made (g;vcr.l t.hc.mu:rvcr:i
tions potential seriousness) to facilitate subject understanding, informe
consent is not violated. i

Informed consent must also be distinguished from the kinds of inducements
used to gain participation. An offer a subject can't afford to refuse would not be
a violation of informed consent as long as the consequences of a refusal were
detailed in advance. Of course, other ethical issues would be involved, but these
concern i of the being applied. (And again, these

must be evaluated in the context of the kind of participation desired. Few people
object to forcing a child to visit the dentist.)

How well does IMP stack up on

pts to gain P q nsent?
Looking at IMP just as social experimentation, we think it fares pretry well.
Given IMP's relatively benign ch y iderable effort was di d ;owz'!d
participant understanding, However, assessing IMP as a prototype of a massive
social program, the issuc of inf d consent b more pl Pro.habl)’
the crucial problem is the lack of information available to all parties, participants
and administrators alike.

It would seem unreasonable to criticize the planners of
IMP for failing to inform subjects about unknown outcomes.

The administrators of IMP—in particular, MATHEMATICA~took consider-
able pains to produce informed consent. The operations manual of IMP oudincfl
2 procedure in which the operation of IMP was explained in considerable detail

along with the restrictions placed on the family by virte of participation. The
procedure stressed the i of explaini

P g to particip that they could
not receive payments under IMP and from welfare at the same time. That some
families violated this rule may suggest that this structure was not completely
understood, or it may be the case that the temptations were too much for some
houscholds to resist.

MATHEMATICA also s i
participation in IMP and an
Income Maintenance Proje

and d

g confidentiality about
y information recieved by MATHEMATICA and the
ct. Since such guarantees have hrle standing in the

face of ‘subpocnzs from state courts or federal agencies with subpoena powers,
the participants were subjected to some nisk of disclosure of which they were not
completely aware. When the Mercer County (Trenton, New Jerscy) Public
Prosecutor and Grand Jury attempted 1o subpoena MATHEMATICA's files t0
o Wwas any cheating on welfare (that 15, whether any IMP
pasucipants had received payments from both IMP and welfarc), MATHE-
records. Fortunately irz‘:v < pl;pa.rcd o B9 to Jail rather du'." release the
releasing the ltcords' s possible to resolve the problem without either

or jailing Kersha th N OEQ
played an important role, w through negotiations 1n which

In short, the procedures oudined znd E
MATICA in recrusting housch, g 1 s e b7 AT
thar p

©lds and explaining 1o them the implicaons of

dfucipation indicate 3 feasonable effort 1o obtain informed consent
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Indeed, there 1s little doublt that these procedures would easily pass the most
finicky of unwversity committees sct up to review the use of human subjects n
social scienafic research
Unfortunately, a reasonable effort may not be matched with acceptable
levels of success Members of the research team currently analyzing the results of
IMP have been examining the extent to which participants in IMP 1n fact knew
the details of the particular plan in which they parucipated Although we have
not seen a fimshed analysis of this problem, prehminary analyses indicate that
IMP houscholds understood therr particular plans quite imperfectly Especially
inportant in this respect was therr understanding of the tax rate appled to
addinonal earnings, an important factor in the workleisure trade-off If
houscholds do not understand the tax rate, then 1t 1s unlikely that they will be
able to correctly percewve the incenuves offered for increased labor force
participation The findings indicate that only a small proportion of the
households understood the tax rates being applied 1n therr plans, a finding that
casts considerable doubt on whether the tax rate treatment was strong enough to
make an impact In any event, these findings, 1n the face of conscientious
efforss, raise the question of the efficacy of means of obtaming nformed
consent
The second large 1ssue involving subjects 1s the active parucipation of the
subjects 1 the conduct of IMP In this connection, 1t should be emphasized that
there 15 something inherently nonintrusive in the treatments that were delivered
under IMP Under no circumstances can additional income be construed as
treatment that restricts the recipient houschold’s freedom indeed, just the
opposite can be assumed No strings were attached to the payments (other than
reporting income and participating in quarterly interviews) Households were
free to save the income, spend 1t 1n any way they chose, or even to send the
checks back if they wished
Were the funds involved to be used 1n increasing public services or goods for
example, increasing school expenditures or expanding recreatonal opportunities
for yuveniles, a case might be made for parncipation mn the allocation of such
funds among alternative modes But this was not the situation for IMP Each
houschold could parncipate 1n the decision 1t made about the allocation of the
income payments 1t received indeed, there was no one else who could
participate
We are aware that this discussion 1s imited to the effects of IMP on a rather
narrow group of individuals, the diate particip n the exp t
Should one choose to extend the definition of “partipanon,” it becomes far
more difficulr to deal decisively with the issucs Clearly, there are a number of
external effects generated by the expenment that affect the public agencies
dealing with the participaung households, relauves, and friends of the
houscholds, and there are ‘opportunitics lost * to the general public Although
not a large ivestment of resources (gwven the typical sizes of federal programs),
the resources channeled mto IMP were considerable, and one could argue that
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the question of participation involved a wider range of affected parties.
However, extending the definition of relevant constituencies generates comphc?-
tions that we feel unable to address in this chapter. Part of our hesistancy is
based on our inability to specify who, in fact, the other interested groups zrf-
Even if these groups were listed , the problems involved in arguing that certain
actors should have participated and in deciding which ways were relevant to
their different roles are considerations we have not thought through.

THE ISSUES OF UNINTENDED EFFECTS AND
EXTERNAL RAMIFICATIONS

Although the issue of the workdeisure trade-off dominated the IMP, fhﬂ
data collected from participating households provide opportunities for observing
2 wide variety of unintended side cffects on the houscholds. Data have been
collected that address such issues as family stability, consumption patterns, use
of leisure time, self-esteem, and so forth. If anything, too much data have been
gathered, some of dubious quality and relevance. In short, the side-issue data
cover 2 broad arca of possible houschold cffects and show all the stigmata of
having becn put together by a committee.

Although the quarterly interviews may be regarded as rich sources of

f i ic effects on h hold

on , itis difficult to extrapolate
from all the data collected what the suprahouschold effects might be. Several
issues immediately come to mind. First, what would be the effects on supply
and demand for certain types of occupations? If income maintenance plans can
effectively compete with certain types of low-skilled and low-paid occupations,
will l‘bf" supply for such occupations dry up? And, what would the fate of such
cn'lp.loymg organizations? In short, would income maintenance act effectively as
ummum wage legislation, driving up the price of labor in presently poorly paid
md‘un]:)lcasznt oceupations? One obvious consequence would be to increase

s possibly eliminati isely those jobs
Pp ts may be most qualified,
Second, it is €asy enough to care:

S to

of pl
for which IMp pmici;an

B F

i s fully and responsibly administer an income
mr;lleon;-ncc Plan if one has the skill and resources available to MATHE-

ATIC, MATH.DVLA’I.‘ICA'S staff impresses one as having considerably more
competence and integrity than any welfare department in the country. If the

:dmlmstnuon of income maintenance is Put into the hands of a local welfare
cpartment, would the monthly income re;

ther
form of th, a report, for example, become ano
. € means test with all the Regative stigmatizing connotations that are
associated with means tesisp

This may not be v;
1 iewed by some a5 a sul
some discussions of bst

WS are quite visionary, It is difficult to conceive of
ministrating off;

ces charged with the responsibilitics
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of providing informauon to beneficiaries and with policing mncome reporting
Indeed, 1t 15 more than a hittle likely that the wholesale admunistranon of an
IMP like plan would require as much in the way of overhead and personnel as
present welfare plans do The pressures to expand administrative forces would
come, as we see 1t, from pressures to detect cheating and from pressures on the
part of the soctal work profession to add services to mncome delivery Indeed,
President Nixon's version of income mantenance, the Family Assistance Plan
(FAP), did take preasely this predicted form '2

Third, the experiment was delivered to a group of houscholds idenufied by
an area probability samplng plan Although houscholds were somewhat
clustered 1n space, 1t 1s sull unlikely that any participating houschold knew more
than a few other houscholds who were also partcipating Thus, synergistic
effects of saturating a neighborhood with IMP cannot be observed under the IMP
design 3

These three considerations are to a large degree defects that anse from the
design and would be difficult to elminate Alternative approaches would hkely
be prohibiively expensive or less powerful 1n addressing the central issue of the
work leisure trade-off

SOME GENERAL OBSERVATIONS
ON SOCIAL EXPERIMENTATION

The conception of IMP and 1ts implementanion are important not only
because of the intrnsic smportance of the expeniment but because one can learn
from the history of the experiment. Some of the positive expenences generated
by IMP are imstructive examples of sensible, ethical social intervention Its
falures suggest ways 1 which one might strengthen future programs

Unlike many other socal intervention programs IMP must be judged as
relatively bemign It 1s difficult to imagine that providing houscholds with more
money of the magnitudes involved can do anything but affect them marginally
and for the better Since participation 1s voluntary, mvolves few restrictions, and
1s not intended to fundamentally change people or houscholds i any given
direction, IMP 1s an excellent example of a class of mmnsically benign
Intervenuons By our values any program that enriches freedom of choice,
cither by providing more alternatnves or wncreasing resources that enlarge the
seope of chaice, would be similarly asscssﬂi We have 1n mund such programs as
h g vouchers ed ] v holaship and fellowship programs,
and reurement benefits

'?See Moymhan (1973)

**A number of al designs were dered includ designs and a
nannnzl sample design Saturation was ngen up because 1t would have been to dependent on
the of ap d area and 2 nauonal sample was mven up on the

grounds that admumsrnuon would be 100 difficult to handle These 1ssues are discussed in
Ruvhin (1971), PP 94-102



260 NEW JERSEY-PENNSYLVANIA INCOME MAINTENANCE EXPERIMENT

Of course, if one strains, one can come up with malignant aspects of IMP.
For example, the offering of the plan to some individual households may ha}:":
enticed them wittingly or unwittingly to violate the laws and administratt .
rulings concerning AFDC in New Jersey. Or IMP payments may hav‘c made som
households careless of their own interests in the pursuit of occupational careers,
giving up opportunities with long-run large payoffs in favor of shan-mn.mcomc
benefits under IMP. Of course, the extent to which these effects are likely to

have occurred is a matter that can be empirically determined: the best bet we
have is that such effects are very unlikely.
negative €s

In addition, at some point, concern with the possibl q
of programs becomes counterproductive. Every intervention, no matter how
unintrusive, risks some damage to participants. Ironically, programs designed to
attack the most severe problems will likely be those for which the nsks ue
greatest, since more dramatic change is desired. An obsession with possible ns.ks
could, therefore, delay programs where need is the greatest and limit so'clal
intervention to trivial issues requiring trivial remedies. We are not arguing against
sincere efforts to anticipate and minimize damage. On the other hand, at some

point, one must ignore a nagging conscience and proceed with the realization
that one cannot win without risk of losing.

When scrious ethical problems involved in social experiments do appear,
some remedies may be found through the application of several general
principles. To begin, 2 prog; luating the feasibility and effectiveness Of 2
prospective benign social policy ought to address within its experimental design
two main considerations: first, it should provide information that is deemed
relevant to major interested parties; second, it should test the range of
alternatives that might be considered when the issue is debated in the
appropriate political arena

Obviously, there are a host of other policy issues that are of importance to some
of the p For le, is the i

form of 2 means test? Wil ;‘IC
hence produce inflationary in,
maintenance? That this last an be disastrous to the society in
general is shown in our recent experience with Medicare and Medicaid, We have
managed thereby to drive up the price of medical care, especially hospital costs,
for evcryone. At the same

cryon tme, 1t 15 not clear that these two programs have
materially improved access to medi

porting provision just another
ome maintenance force up the cost of labor and
creases that would wi

sort of side effect ¢
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income maintenance policy Indeed, the first income maintenance plan that
came before Congress (Nixon's Family Assistance Plan) combined features of
IMP, although at a lower level of income support, with features involving
compulsory labor force participation
In practice, our two suggestions imply that a fuller range of 1ssues should be
ncorporated within a program of social experimentaton This could be achieved
through a family of expeniments or through more complex designs Thus, with
respect to income mantenance, the expenment might have been expanded to
include treatments that were relevant to each of a set of reasonable alternative
forms of income maintenance '* One form might have nvolved looking at a
broader range of income mamtenance with provisions for employment 1n public
service occupations, and so on
The outcomes of such a family of social expenments can be more relevant
to social policy in a vanety of ways First of all, by mncluding a broader spectrum
of input, there may be more serious consideranon of the results by potental
parusans When alternative programs were then considered for adoption as social
policy, 2 wider range of political support may be produced as a consequence
Second, the outcomes would be more relevant to the ssue when finally
addressed by decision making bodies The current irrelevance of IMP and the
other income mantenance experiments 1s partly a function of the fact that the
speaific form of income maintenance that has been considered by Congress over
the past two years bears only a shght resemblance to the plans being tested mn
the field Of course, if an income maintenance plan that resembles IMP more
closely comes on the agenda, then IMP will become more relevant Relevance 1s
obvious, relative to the 1ssues as presented to policy makers
It should also be recognized that some forms of mcome maimntenance that
might be considered as viable social policy (for example, FAP) may not be as
benign as the plan tested under IMP This raises the general question of how one
should responsibly handle more intrusive forms of experimentation, or ones that
are more clearly directed at changing individuals or households 1n speafic ways
One approach mvolves the development of some sort of compromuse solution of
conflicting values wnherent n more intrusive programs We take a more
opportumistic view The more mntrusive the program, the more nevitable that
damage will be done to some parties Further, political realities dictate that even
if a forum existed in which competing values could be reconciled, the values of
some groups would typically be overrepresented 1n any program while the values
of others would be typically underrepresented Hence, at least 1n the short run,

'*So different are IMP and FAP that it is not clear that the results of IMP are 2t all
relevant to a conmsideranon of FAP, as several senators who heard tesumony from IMP
personnel remarked

“*In part, the subseq wncome P were to this
1ssue In particular, the Gary Income Exp b: 1ncome mante~
nance with intensive social services, The other expenments seem to be merely exteasions of
::;tthrunmt 20 other types of populations {for example rural, female-headed houschold,

50 on)
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while effort should be made to provide a fair opportunity for all partics to hnlv)':
significant impact in shaping social intervention programs, more progxaslma:);m
attained by trying to minimize the negative effects of the m.trusmn.. t s s
10 us that there are several ways of handling potentially intrusive social experi
mentation.

First of all, it may be possible that a set of alternative social policics can be
ranked in terms of p i

8 . . ble for
lintr . We are g thatit is p hﬁ:v
. L . . o
partisans to agrec on relative intrusiveness even if they sull disagree :: !
. s . . . P 4 en wi
much intr is approp If we are in this

P
. P : ith
would suggest that a set of experiments be started varying in intrusiveness wi

the implied or explicit agreement among partisans that the relative effectivencss
of the intrusive aspects of the treatments are also being tested.

If such is the case, then a strategy may be followed that tests out the lc'as(
intrusive first and only goes on to the more intrusive if the lesser are incffccu.vc-
Thus, with respect to income maintenance, the work-leisure-trade-off thcsuon
perhaps ought to be answered first before moving to policies that would include
compulsory labor force participation, as a means of preventing people fror'n
trading leisure for work. The general principle that might be enunciated here is

that we should first test for that policy that achieves intended cffects at mini-
mum levels of intrusiveness,

For example, if the goal is to design a program that would materially de'“c‘
the proportion of young persons who drop out of high school before gﬂduafl(?ﬂr
one might start with a program that tests the cffectiveness of a publicity
campaign that stresses the cost to the individual of dropping out. If that progr
proves ineffective, then one might ry to effect changes in high school
organization, developing new curricula that are designed to be more attractive 0
potential drop-outs,

the extreme of intrusiveness, we might test a program that commits drop-outs 10
residential education center:

less malignant alternatives prove ineffective, no one would support this
treatment even on an experimental basis.

Sccond, when one consid
specifically address the dam.

ers potentially intrusive Pprograms,
connection, it scems only r

it is necessary 10
2gc that one might inflict on participants. In this
esponsible to build into an experiment postexpen”
mental weauments that are ntended 10 restore the starus quo ante. This pranciple
involves two considerations: first, one should Ty to devise interventions that are

reversible; and second, one needs to pravide resources to reverse the effects of
such intenenuon 1 the Postexpenimental period

uggested “resid, It 15 difficult to imagine our
suggested “residentizl educanonal center™ a5 3 reversible treatment, and, hence,
one would not ordumanly consider Sch 2 treatment as an experimental
weatment, Much of the research ©n social deviance tesufies to the damage done
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by programs that provide stigmatized labels for those the program s supposed to
help But 1t may be possible to provide individual tutors to students put through
an unusual curriculum mn high school Tutors could asstst students to make up
matenal missed in the mmnovauve curriculum

Thurd, f one 1s forced to employ an iureversible expenmental treatment,
then 1t seems reasonable to compensate subjects for the ill effects of the
program The compensation may involve money, services, or sumply some sort of
recognition  For example, youths released under an expenmental probation
expenument mught be provided with free legal counsel if they are mdicted for
crnimes committed while 1n the program Similarly, some of the untoward side
effects might also be compensated for victims of cnmes committed by people
who are under experimental probation might be compensated for their
vietnmzation

THE MISSING INSTITUTION

These strategies are forward-looking in therr tme perspective They are
predicated on knowing future social policy 1ssues far encugh 1n advance so that
one can design experiments that provide reasonable mnput when needed
Social experiments, even on the small scale of IMP, require some years to
develop, implement, and analyze before the findings can be useful It scems that
any program of social experimentation ought to be onented toward the socnal
policy issues that will be on the public agenda at least five years later

Under the present circumstances, it appears that we are willing to undertake
€Xpenments when the issue s about to be placed on the political agenda Thus,
IMP was only mn the field for eighteen months when Nixon’s Family Assistance
Plan was presented to Congress for the first ime Indeed, 1t may well be the case
that the existence of the expenment itself helped precipitate movement of the
Nixon ad ration in the d of a guaranteed mmcome polcy to
substitute for AFDC and other welfare payment systems

If large-scale social expenmentation 15 to play an mportant role m the
formation of policy, 1t has to be accomphished within an mnstitutional context

that 1s free of the pressures to solve immediate short run problems For this
Teason, 1t would seem unlikely that the planning units of existing agencies, busy
as they arc 1n putung out every day’s brush fires, are appropriate bodies to plan
and carry through forward locking programs of social experimentation It seems
Particularly unhikely that the Department of Health, Education, and Welfare
Would develop the necessary five to ten year perspective Rather 1t appears that
We need an organizational context that is relanively free of operational tasks and,
hence, capable of developing the “futures” research that 1s necessary It goes
without saying that such an organizanonal context would need to be ablc to
Command resources and attract prof I p 1 of derabl npe:
tence

For these reasons, 1t scems most appropnate to place the responsibility for
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developing. di

gning, and impl ing such experi al programs in the
hands rofvan organization that exists either outside the prescnt‘ 6su’uctur: of
govemment or as a very autonomous unit within the government.'® Perhaps ;.n
appropriate organization would be a quasi-public body (for example, The
National Laboratory for Experiments in Social Policy), funded on 2 long-term
basis (say, five to ten years) by a combination of private and public sources,
ruled by 2 board broadly representative of major partisan groups. Altemanve]_)’v
this may be a function that could be overseen by the proposed Council of Social
Advisors.

There are many tough problems to be solved in the setting up of such 2
body. To begin with, there is the question of how to obtain the financing that
will enable such an organization to undertake longterm planning and
experimentation. Large-scale field experiments that are funded from year to year
cannot have the necessary continuity. A staff that has to spend a good portion
of the year convincing money-giving bodies that next year is worth financing is 2
staff that is spending too much of its time on the wrong things.

Second, there is the question of which partisan groups ought to be
represented and by whom? Who can speak for the fiscal conscrvatives or for the
poor? We leave this problem to our colleagues, the political scientists, to worry
over, only noting at this point that it is our hope that enough diversity of
representation appear on the ruling board of such an organization to ensure that
2 broad range of prospecuve social policies is always under consideration.

Third, how can one divine the furure? Obviously, such an organization
would serve our society best if it had available all the relevant information at the
point when a particular social policy appeared on the national agenda. Social

scicntists have not been extraordinarily proficient at seeing into the future up

to this point. On the other hand, they have not had much opportunity to do so-
Even more important,

E the existence of social experimentation on a topic may
itself affect what goes onto the agenda of the nation,
We are not suggesting that a National Laboratory for Experiments in Social

Policy would solve all cthical, political, and methodological questions. Indeed,
carcless development of such an i

ion might replicate in miniature all the
problems that currently exist. We : G e

tio . F ithi;
|n or example, within 2 National Lab. Y one might ize scveral
relatvely autonomous divisions working on the f

same problems. Each division

W i .
e Nm;:‘s:gmkzz sormething thit very much negates the present RANN Program of
of Operating agencio 1o besprr o IS 1 100 closely tied to serving the percawved needs
K510 be able 1o develop a concepuon of the policy of the future.
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would have access to the same range of inputs and be provided with equal
resources. Final decision to implement a given type of social intervention might
then combine three different kinds of checks and balances First, one mught
nsttute advocacy proceedings in which each division could present 1ts posinon
before programs were begun In a sense, procedures could be developed hihe
those found 1n appellate courts i which the debates and decisions would be
public information Second, each division mught be permitted to mmplement its
version of a given program where methodological and/or political consideranons
had eliminated the possibility of fully crossed factonal designs Finally, one
could build 1 independent replicanons of each social expenment 1n which the
host of factors rot c ed through 1 hing, and rand 100 n
the research designs could be assessed, at least in a quasi-expenmental format

Hence, external validity as well as internal vahdity might be improved

CONCLUSIONS

This chapter could have been divided into two secuons The first section
was concerned mainly with the New Jersey-Pennsylvania Income Maintenance
Expenment and the ethical problems 1nvolved 1n programs of that sort We ad
vance the argument that there 1s a class of expenments, exemphfied by IMP, in
which the ethical problems arsing out of dealing with human subjects are mn-
muzed because of the bemign character of the treatment and of the way o which
the treatments were handled 1n admimistration The man fault we found hes in
the fact that few, if any, of the partisans and antagomists of income mantenance
were nvolved 1n the design of the expenment and the determinauon of the
policy 1ssues to which IMP was directed

The second part of the chapter suggested two smategies of social
€Xxperimentation 1n general. The first strategy 15 designed to maximize the uulity
of expenmental results 1n the determinauon of social policy We suggest that
single purpose expenments be replaced by factonal expenments mn which the
factors are features of alternauve programs that might be proposed by nterested
Puties The second strategy Involves munumizing nisks to participants 1n
expeniments and minimizing external side effects of experimentanon A program
of socal expenmentation should be implemented by attempting to test the most
bemgn treatment first and going on to the less benign only if the most benign 1s
meffecuve We also suggest developing experimentation devices that attempt to
restore the status quo ante

Finally, we suggest that we are nussing an umportant INSUULON 10 our
society, one that can bear the responsibility for designing and carrying out
expeniments that will be relevant to the social policy issues of the future
However, such an insutunion must be developed carefully, or the current
problems with social intervention will be simply moved to a different arena and
remain unsolved
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ETHICAL GUIDELINES
FOR SOCIAL
EXPERIMENTS

DONALD P. WARWICK
Harvard University

Beginning 1n 1968 the US government mounted a senes of socal ex-
peniments to test promusing policies under fairly controlled conditions In
2ddition to the New Jersey-Pennsylvania Income Maintenance Program (IMP),
there were income maintenance expenments i Seattle and Denver, as well as
a health isurance expenment, 2 housing assistance expenment, an education
vouchers expemiment, and others All these expeniments share several
charactenstics  They were large, with many subjects and a sizeable admun-
stratve staff; they were complex, often involving several government agencies
and at least two levels of government, they were politically sensiuive, not only
because they were meant to test sigmificant public policies but also because
they touched the mterests of powerful actors and contending groups, they
Were carmied out 1n a pressure-cooker atmosphere, which 1s not conducnve to
cthical reflection, and their cffects were often unpredictable (Kershaw, 1975).
All the expenments mentioned were also bengn m purpose Thewr principal
AUm was to improve the welfare of the disadvantaged, and they have all met
feasonably high standards of cthics in implementauon  As Rosst, Bocckmann,
and Berk show for the IMP, these have not been carelessly designed forays
te poor neighbothoods executed with little regard for informed consent and
ather protections for indnidual nights On the contrary, the designers for the
Most part adopted stringent cthical standards and, in the case of the IMP,

were willing to go to jaul to honor their promuses
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2 health insurance expenment, a housing assistance expenment, an education
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stranve staff, they were complex, often involving scveral government agencies
and at least two levels of government, they were pohiically sensiuve, not only
because they were meant to test significant public policies but also because
they touched the interests of powerful actors and contending groups, they
were carried out 1n a pressure-cooker atmosphere, which 15 not conducive to
ethical reflecnon, and therr effects were often unpredictable (Kershaw, 1975)
All the expenments menuoned were also benign in purpose Their principal
aum was to 1mprove the welfare of the disadvantaged, and they have all met
teasonably high standards of cthics in umpl As Ross1, Boeck
and Berk show for the IMP, these have not been carelessly designed forays
into poor neighborhoods executed with lide regard for informed consent and
other protections for mdmidual nghts On the conmary, the designers for the
most pare ad 5 ethical standards and, in the casc of the IMP,

were willing to go to jal to honor thar promuses.

N
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. . . "

That having been said, it is also clemt that social :xpcnmd:ntis :::c ;‘:::

of ethical issues requiring careful attention from programk csfl etore. the

ch as the conditions of informed consent, wcfe well no.w .

:':dcral i but others, including the ethics of experimental b;gsic

were brou‘ght into sharp relief by the experiments. Pcrl‘ups t.h'c ::itcdxis

moral conclusion to be drawn from this set of expcncnc:shls  an

wanscends benign purposes and the lack of harmful :f{ccts. T :rcf o

unfortunate tendency to define ethical issues only in terms o s

ht or d done to i diate participants of an cxpcriment. X

i is " p , but so are others, such as the ad;qud?;

of the pmccd:xral safeguards observed, the political in:crcsfs scrvc;fcz’“ ”

experiment even when no onc is palpably harmed, the spillover e
other groups, including those who might like to conduct other experim

. icies
a later date, and the degree to which the experiment actually tests polici
likely to be implemented.

From an ethical d

point, a distinct ad ge of the social exP“‘-mm::
done to datec is that their underlying benignity allows us to 'fOCUS on moof
subtle moral questions. Because none of those mentioned is the 52:;1“]
intervention that lends itself to instant proclamations of outrage, ﬂfC l‘on
analyst can delve into procedural and other issues without major dxsn'acl:f A
from the substance of the intervention. Rossi et al. have provided a thoughtfu

discussion of the issues at stake in the IMP. In this chapter, I will consider the
cthics of social experi more 1

y and prop some tentative
ideli for future i - The need for such guidelines has been
convincingly stated by David K

ershaw (1975), who dirccted the IMP and
participated in several of the other experiments:

There is often a direct conflict be

tween cthics and experimental
cfficacy which creates 2

considerable strain on social exper-
imenters, ...
The ch ics of social make the d
and application of a set of

ethical principles not only more difficult

but, because of the large number of individuals simultaneously af-

fected by a given decision in the experiment, in some ways even

:\;_rz )comp:lling than the adoption of medical ethics has been (pp-
1).

One of the most knotty questions involved in this cffort is deciding whose
standards should be g

en what weight in making ethical judgments.

BALANCING HARMS AND BENEFITS
1a s0cial experiment,

. + 33 with alf discussions of research cthics, there 15 B0
Svieete, quasiscientfic means for weighing harms and bencfits. Indeed, some
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would claim that the very mode of ethical reasoning assumed by nisk benefit
analysis 15 mappropriate There are some rights, they might argue, that should
not be traded off aganst such benefits as scientufic knowledge and improved
public policies Among these might be hfe, hberty, and the capacity to bear
children Thus, whatever the presumptive gamns, we are not free to sell
ourselves into slavery, relinquish our nght to vote, or subject ourselves to
physical mutilation for the sake of science or social progress
Short of those ethical extremes, the concept of nsk benefit analysis also
stumbles over the problems of selectivity, bias, and poliuical interests The
particular harms and benefits that enter into the ethical equation, as well as
the weights that are assigned to them, will obviously depend on who 15 doing
the figuring, and how Scientists typically select the advancement of knowl
edge as one of the central rating dimensions and assign 1t a strong weight
Similarly, staff members at an agency such as the defunct Office of Economic
Opportumity (OEO) place a high value on the generation of new policy
opuons and on information about the effecuveness of such options Civil
hibertarians, on the other hand, usually hold no brief agamnst knowledge, but
are primanly concerned with such values as privacy, consent, and other
aspects of freedom In like manner, political conservatves take as their central
value the preservanion of social order and adherence to tradinon Given such
varied perspectives, 1t 1s not surpnising that different groups will see different
harms and benefits 1n a given expenment, and even in the very concept of
expenimentation  More often than not, socal scientists will allow that there
are potential costs and dangers 1n an expenment such as the IMP, but choose
to resolve any dilemmas 1n favor of greater knowledge Moral phil hers and
constitutional lawyers mught be less eager to move ahead with such inter-
ventions on the grounds that the dangers to hberty are too great A mythical
impartial observer could rightly argue that both are biased, but that would not
solve the problem of how practical judgments are to be made about expen
mentation The key question is not whether biases are present, for few would
deny that they are, but how they are to be reconciled mn a given casc
While there are no casy answers, we can postulate ac the outset that the
deaision about what 1s at stake and how value dilemmas are to be resolved
should not be left to the expenmenters or researchers As the Amencan
Psychological Association (1973) pornts out 1n 1ts principles of rescarch ethics

The investigator should not trust his own objectivity 1 balancing
the pros and cons of going ahead with research that raises an ethieal
question for hum  His personal mvolvement tends to lead him to
exaggerate the scientific menit of what he s about to do and to
underescumate the costs to the rescarch partcipant in addition, he
may be hindered from scemng costs from the latter s pont of view,
because of diff n age, and social background, intel
lectual orientanon and relation to the project 1tself (p 12)
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Peer review, especially with social experiments, is also no par.xacca. for onc’s
professional peers tend to be uncritical of research that is not patently
unethical and are not an adequate surrogate for others whose interests may be
at risk. It is not clear just who professional peers should be in the case of
social experiments, for there is no single academic discipli

iation that is inall ibl

P or p _l
P for this area. Until social experi-
menters themselves develop a broad-based review procedure or the government
establishes procedures akin to those required in more fonal research, |
would suggest the following guideline:

Principle L In detcrmining the ethical acceptability of a socizl
cxperiment, its planners should establish a review committee in-

cluding the major interested parties, among them the academic dis-
ciplines involved, the sp
b S

ing or impl ing agency, peers of the
) P on h ethics, and representatives of interest
groups with special concern for the subjects or for the policy area
covered by the experiment.

Needless to say, there would be

practical difficulties in organizing
such a committee and in coming to a concrete decision if widely different
views emerged on the merits of the experiment. But whatever the difficultics,
some serious effort to follow this principle would be greatly preferable to an
in-house procedure where the cards are stacked in favor of a prcformtd
design,

PARTICIPATION AND DESIGN

.A poim. that is sometimes lost in debates about the scientific merits of
social experiments is that they are, or can be, 2 strong source of political
power. Other things being cqual, those who can show with data that a policy
option wor‘ks.arc in a better positon than those who must make their casé
from 2 Ppriori reasoning. To the extent that knowledge becomes a scarce
fesource in the struggle for influence over public policy, social experiments

: mandate to develop policics, have special prerogs

;xu:s to experiment, or sh pc:;l:y testing be :PC“ to other

gmm::nxgr:um; Should the experiments be of the govemment by the
ot the people,

ity to influence lh‘: oi}:uonosrm‘:l:::l?dl;h:o P;::l; el bave 3 oFPe”

Rows et al make o clear that the ‘\‘cw

Muntenince Expenment gave d; .

dewgnens. Firse, the Planners,

wnity, had the chance 1o [

Jersey-Pennsylvania lncom't
SURCT polincal advantages to the program's
working with the Office of Economic Oppor”

nduet 2 Lagescale experiment, a possibility that



ETHICAL GUIDELINES FOR SOCIAL EXPERIMENTS 2n

was not open to other tnterested groups Second, they were able to design the
IMP 1n such a way that it tested only the options that they considered
relevant This meant that in subsequent debates about a negative mcome tax
they could say that, whatever its failings, their option was tested while others
were not The fact that the debate did not go as expected and that the IMP
results seem to have had little effect on public policy does not negate the
potential politieal advantage conferred by selective expenimentation Thurd, the
designers were able to buy some of the best munds 1 economics, sociology,
and other social sciences in conceptualizing, conducting, and evaluating the
IMP  These professionals lent not only their intellectual skills butr ther
prestige to this fledgling social experiment While the astute use of consultants
1s to be applauded as a rare feat 1n government programs, the concentranon of
talent 1 the IMP made 1t a difficult act to follow or challenge at the level of
data gathering Finally, as Rosst et al pownt out, the designers were able to
work under a “cloak of secrecy,” shielding their efforts from rvals, adver-
sanies, legislative critics, and other interested parties until well mto the IMP’s
bfe From the standp of the desig such seclusion was necessary to
prevent the experiment from being aborted by hostle forces From a larger
perspective, the cloak of secrecy was also a wital ingredient of power, for it
allowed the designers to gather politically sahient data without effectve
challenge

The key ethical questuions raised by this discussion are (1) who should
Participate or be consulted 1n planming the expenments® and (2) whar range
of opuons, reflecting what values, should be tested in the final design? The
Questions are closely related in the sense that who participates and how will
have a crucial bearing on the options tested and the values that they rep
resent

PARTICIPATION AND CONSULTATION

Few social expennmenters would disagree with the broad ethical pnnciple
that those to be affected by the policics tested by social experiments should
take part 1n their design Yet none of the expermments conducted to date has
been based on anything resembling real parucipation by target groups All
have been essenually elitist in design Several standard arguments are offered
against popular participation

One 1s that the target groups, such as the poor in the IMP, have enther no
Organized representation or only very parual representation It 1s thus impos
sible or highly impracueal to sohicit their views on public policy, much less
involve them directly in the design of experiments Any attempt to do so may
be undemocranc by opeming the policy door to groups that, while organized,
are highly unrepr we of the const for which they purport to
speak

A sccond argument, rarely stated as baldly as st 1s here, s that the poor
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and the disadvantaged are not in a position to understand th mmgc:cs ::
public policy and experimental design. To let them ‘imo wor’kmg sc.ssmnc; "
social experiments would be as misguided as allowing the mcxp'cn.:nc Nox
take part in the annual mark-up sessions for congressional ap}?ropmuons. :
only may these people not know what is good for them, but in the process :z
expressing their views they may hopelessly muddle any serious efforts
sound experimental design. 3

A t.h};rd line of reasoning is that, whatever the credentials of the par-
cipants, participation will open the way to political meddling and other .dclay;
that could ultimately kill the exp If legisl. and rep o
interest groups are told in advance that there will be an experiment, !1:15
enemies of testing will try to stop it completely, and even its friends Wln
causc it harm through their incompatible intercessions. The only scnsxb.lc
solution, therefore, is to design the tials quietly and to set the experiment 11
motion before exposing it to wide public scrutiny.

Even if one grants some validity to these arguments, the options do not
come down to cither elitist design or open but chaotic participation. As 2
minimum, the planners could canvass the literature of concerned groups of
interview their representatives to determine the range of policy options €oB”
sidered salient at the time. While such surrogate consultation is two Steps

removed from the target groups,
closer,

it is better than nothing. Moving one stp
the designers might involve a few interest group representatives in the
semisecret planning sessions. While this strategy runs the great risk of
cooptation, especially if participants must agree to maintain public silence
about the experiment, it is 2gain 2n improvement on pure clitism. These “_’d
m.hcr,. more active possibilities suggest a principle for future social
experiments:

Principle 11. The design
an ad i
policy arena. Representatio
means as consultation ap,
means as a th

of social experiments should be based on
qs of competing values and i in the
N may come about through such direct
d participation or through such indirect
orough canvass of stated policy options and values.

The ethical standard that might apply here is whether all reasonable efforts ar€
made to have adequate representation of competing values and interests in the
light of olhn: legitima- concerns, such as the need for a contolled exper
ment. There is no reason why the cfficacy of different forms of participation
and consultation cannot be subjected to much the same kind of testing as the

policy options themselves.

OPTIONS AND DEsIGN
A pracucal dyle,

™ma i the design of social i hether ©©
sclect one pol, social experiments 15 w
Py € policy and tesq ¢ thoroughly or tabe coe oocq . 4

P TR Py
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depth This also becomes an ethical question when the policy chosen for
testing 1s associated with one interest group 1n the society while others do not
have the resources to mount comparable expenments The notion of dis
tnbutive justice would suggest that all leading contenders for influence on
public policy should have access to expenmentation, provided that the
benefits of this approach (randomizauon, controlled observation, etc ) are not
vitiated by excessive coverage Thus the following might serve as a gwiding
prinaple 1n decisions about coverage

Princsple 111 Social expenments funded by public monies should
test the major alternatives hkely to be constdered in the final dehb
erations about public policy In the event of constraints arising from
hmited resources or expenmental design, the choice of opuons for
testing should be based on their probable salience in the policy
debate

The essential notion 1s that social expenments should test those pohcies
that are mostly likely to come up for consideranon by legislators or other
policy makers Experiments should not be Lmited to the favonite policies of
the designers or their sponsors, to those that are casiest to test, or t6 those
with the best theoreucal rauonale The qualification of public mones 1s
introduced to exclude smallscale expenments that might be conducted by
special interest groups

Judged by this principle, the IMP does not fare particularly well The
€xperiment tested only one policy option (the negauve income tax) and
focused on a fauly nammow range of policy consequences, especially the
work leisure tradeoff The values and interests underlying these choices, as
Rosst et al have indicated, were mainly those of equibnum economusts and
OEO officials, rather than legislators or the poor themselves There was a
belief, moreover, that only those options should be included that are bolstered
by theoretically based, ble hypoth A by David Kershaw
(1975), the IMP dircctor, 15 very revealing in this regard

The third question creates a rcal problem has sufficient
theoretical work been done to specify i advance a set of carefully
designed hypotheses that can be tested? In the mncome maitenance
expeniments the cconomists had a sold theorencal basis for
measuning labor farce response, and 1t was relauvely easy to develop a
direct, effiient and ught set of mmcome questions Among the
sociologists  howeser, there was a tendency to fish for relationships
The requirement that all data gathered had to be centrally related to
the impact of a guarantced income was no restramnt at all on
sociologists, since 1x could apply to an almost lunitless set of wems
(p 71)



1) D. P. WARWICK

While the importance of tight theoretical frameworks is a subject of

continuing debate among professionals of good will, it is difficult to
prehend why this

qui is introduced as a sine qua non for testing
policy options. If one’s goal is the advancement of economic or socia! thc&;_\'}'v
this approach would be und dable. But if the aim is to test public policy
in terms that are comprehensible not only to theorists but also to P?I_ICY
makers, such stringency seems misguided. From an ethical as well as 2 po.huc.al
standpoint, the central question is the efficacy of a given policy option 1:
producing certain effects, whether or not those effects can be explainc

within 2 ncat theoretical rationale. If we can show convincingly (hf\t an
income maintenance policy improves family welfare without incurring signifi-

cant costs, that information scems important even if the precise reasons for
the change are not theoretically clear.

The IMP case suggests an additional cthical guideline:

Principle IV. In assessing any of the policy options chosen for
consideration, social experi should attempt to measure those
consequences of concern to all of the major groups involved,
including the target group and the decision makers.

Considerations of justice suggest that the dimensions assessed should not be
limited to the concerns of the designers, their sponsors, or some other interest
group. Rather, they should flow from the questions and issues likely to t.;e
most salient in the final deliberations on policy choice. This might mean, 10
practice, that the program designers could collect information on topics that

are suggested by their critics on the grounds that their task is to provide
information rather than

> just ammunition. This principle also rejects Kershaw's
notion of theoretical relevance or derivation as major criterion for inclusion.
This critical aim is to have the experiment reflect the values and problem
definitions of thosc with significant stakes in the policy domain, and to collect
information relating to those values and definitions.

Also crucal 1o the erhics of design is the issue of generalizability. At 100t
a ‘0_‘“\ CXperiment scrves its purpose only if the conditions in which it is
carticd out are reasonably similar to those under which the contemplated
programs would be implemented, The history of social programs in the United
States and elsewhere is replete with examples of demonstration projects that
were judged temarkably successful upon completion, but that could not bé
r;::x:::d with similar success on 2 large scale. The p;niblc reasons arc many-
Bmu;:":“:“;‘;: "’:3}:; make use of more talented administrators than A€

€ country, or it might h. b urces fof
o ¥4 ave better resof
#snrs bruhfices, or umply 3 tagger budget. 1n addition, the very fact that 1t

"

:n;df::‘kf::l!“hfmy €I 2 kind of Hawtharne effect 1n which public
<3 10 higher motnanon mong staif and parucipants alike, These

POt are well cecogmuzed : .

i the field of €xpenmental design, but they 3¢



ETHICAL GUIDELINES FOR SOCIAL EXPERIMENTS 275

also significant for the ethics of social experimentation. The following
principle, therefore, scems both cthically and scientifically sound:

Principle V. The conditions under which social experiments are
carried out, including their duration, their budget, the level of admin-
istrative capacity, the availability of support services, and the overall
environmental complexity, should approximate those under which a
full-blown program of the same type would operate.

To state the principle negatively, it seems unethical to test a social program
under conditions that are significantly more or less favorable than would
normally be the case. This concern is far from academic. There have been
many cases in which demonstration projects were amanged in the most
favorable manner possible in order to sell the overall approach to skeptical
authonties. In fewer cases, programs scem to have been rigged in a negative
direction to prove that they really could not work. And then designers
sometimes simply overlook key features that might affect generalizability. The
IMP has been criticized, for example, for having too short a life span to
appear realistic to the participants. Some would argue that a program of this
type would have to Iast a minimum of ten years to be credible. Simularly,
Rossi et al. point out that the staff administering the IMP was probably of a
higher caliber than that found in the typical welfare department, and that
the expenment’s sampling desing precluded accurate measurcment of the
synergistic effects arising from many participating households 1n the same
neighborhood, Some of these questions, such as synergistic effects, seem more
technical than ethical in their imphcations, but overall the principle of fair
generalizability seems beyond moral challenge.

At the practical level, several steps could be tzken to deal with the
points raised here about participation, consultation, and design. After the
initial consultations, the planners might convene an advisory committee to
monitor the entire intervention, from the selection of problem definitions and
Opuons for testing to the final report. This group could include several lay
interestgroup representatives, one or two potential decision makers or users of
the information, methodological specialists of differing policy persuasions, and
pethaps others. The aim would be to create an internal forum for debate
about the ideological ptions, power implications, ethical adequacy, and
other vital features of thc intervention, The following questions, among
others, could be raised:

1. Does the basic design reflect the assumptions or serve the interests of
some groups more than others? Arc the hypotheses tested too narrow?
Too broad to provide useful answers to policy makers? Does the design
allow for competing interpretations, or 1s it slanted in one policy
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direction? Could a critic of the major hyp;?dxcsis find data to test an
ative explanation of the effects observe: X i

?:t“:lllc inforl:nation gathering  biased towarf:l any polu‘:y OPU::iO‘;:
ideological group? For example, will the questions lead to interpre! !
that “blame the victim”? This bias is likely when t'hc preponderant .
questions focuses on the attitudes and behaviors of dlsadvant'agcc_l Ptmkin'
such as their attitudes toward work and leisure, their behavior in sec i g
or failing to scek jobs, and their level of initiative and entrcpn:n:ur; o};;
Critics from the left might suggest that such qucstionf be balance and
with others focusing on the larger structures within which .thF p?or md
themselves, such as on the lack of jobs, on poor pay, discrimination, md
other forms of exploitation. Warwick and Lininger (1975) have suggeste
such a dialectical procedure as a means of reducing bias in sample surveys.
Does the evaluation collect information from all or most of" the groups
known or suspected to be interested in this question? Rossi et 'al. have
suggested that the evaluation of the IMP was slanted toward the interests
of equilibrium economists and away from potential critics of the grogﬂm.
such a3 employers relying on cheap labor. A fair evaluation requires data
collection from several perspectives, 3

Do the interpretations made give evidence of ideological or policy busfSP
Are they loaded in favor of one or another option? Do they uniu'!l)’
damage the image of certain groups, such as urban blacks or the working

poor? Critical methodologists can, at 2 more subtle level, point out arcas
in which the data seem over- a;

political implications of such rep.
divonal analyses needed to give fa;

nd underinterpreted and suggest the
orting, They might also propose ad-

ir representation to competing views of
to test alternative cxplanations of the main findings. This process seems
especially important when, as was true of the New Jersey-Pennsylvania

periment, the p designers th have a vested interest 18
one approach. The dialeetical process suggested here could, in _"','h.a
words, be applied at every stage of the social experiment, from the initia!
formulation of the problem to be studied to the final interpretations. The
aims would be both ethical and scientific. From an ethical standpoint the
purpose of such continuing scTutiny would be fairness in the use of 3
valuable tool for testing public policy. From 2 scientific P‘“P‘“}w'
tesearch subjected to exacting challenge before publication will stand P
much better to Later external assaults. Some will say, of course, that the
proced lined dlessly time ing and will stand m the
way of rpud action on social problems. In fact, several of the
d sigmificantly to the ume required for
Y delays introduced may be more than offset bY
uns o Policy corerage and polinca legitimacy. The cfforts 1o datf
L L o e e o G
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SOCIAL EXPERIMENTS AND THE PARTICIPANT

Beyond thewr contents and the process by which they were designed,
social expenments raise a series of questions about the protections needed for
participants  For the most part, these are the same questions that anse
medical and other beh 1 h lving human subj (cf Veatch,
1975) However, 1n additton to the genernc issues, such as mformed consent,
there are disuncuve features of the social expenment defiming those 1ssues
The areas parucularly i need of guidelines include participant capaaty to
understand the expeniment and the degree of understanding required, the use
of inducements, long term or second-order consequences, and the protection
of confidential information

Protection versus Paternalism

Before rurming to these 1ssues, however, we must address the hoary 1ssue
of paternalism On the one hand, a pume reason for ethical concern n social
expeniments 1s that they are designed to improve the lot of the disadvantaged
and are tested on disadvantaged populations These groups almost by defim
tion suffer handicaps in understanding the details of a social expeniment and
In evaluating the long term q for th ives and therr fanulies
Also, according to some observers, they are more vulncrable to the appeals of
money and other expenmental inducements At the same tume, most expen
menters want to treat potental parncipants as Qitizens with normal capaaities
to understand and protect therr own interests To overprotect the dis
advantaged would, 1n their view, be not only demeaning and patronizing, but
also unjust, for 1t might, on essentally procedural grounds depnive some
qualified candidates of the nght to parncipate

The existng literature on the ethics of social expenments, especially the
volume edited by Rivhin and Timpane (1975), clearly illustrates the dilemma
of responsibility versus overprotection For example, Peter Brown (1975),
a philosopher, argues strongly 1n favor of protections for the disadvantaged
mcluding the prnaple of mverse selecuon * According to this prineiple, the
sampling for a nsky expeniment should be biased mn favor of those with the
greatest capacity to understand ir, such as physicians in nsky medical ex
peniments

The expenimenter seeks to sample the targer populanon, or at
least some secuons of 1t randomly, but the ability to truly consent
will vary among individuals Bammers to consenung include lack of
practice n making decsions, lack of educauon, mformanon m
accurately conveyed or difficult to understand, the power roles be-
tween expenmenter and subject being played out 1n the context of
the consent deasion, difficulty in aruculaung hfeume objectives, and
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difficulty in rationing between present and future consumpnc‘-n.“l le:c
principle of inverse selection serves as a heuristic device to remind the

3 of the ch of persons most able to consent
(p. 91).

. - nd
Brown's position has not met with ready assent by other practitioners al

obscrvers of the social experiment. Writing in the same volume, Gramlich and
Orr (1975) rejoined:

Brown’s extension of the accepted definition [of im’?rmcd
consent] raises the question of whether, in protecting short—sx&h“f’
people from social experimenters, it is in turn a violation of Lhcff
freedom to prevent them from participating in an experiment cven if
they want to for imrational reasons. This protection may be just as
undemocratic as having the experimenter “simplify” a description of
the rights and prerogatives of poor individuals (p. 107).

Schelling (1975) is cven stronger in his rejection of protections against
financial incentives:

People who deprecate “unduc enticement” are somewhat m_cc
those who explain that paying houschold help too much spoils

them. ... 1f the designers of an experiment have worked responsibly
and conscientiously,

maybe it isn’t up to them to decide that in the
interest of their potential subjects they should keep compensation
down. 1 think that the notion that compensation ought to be kept
low is usually arrogantly paternalistic {p. 174).

This debate SUggests two broad conclusions. First, social experimentess
xho}lld easure that disad ged participants have an ad { ding
?! intervention and are not sacrificing their long-term w:;fa:c for immediate
m'ductm:nts. A key notion behind the social experiment is that the
fiuadmx.zgcd are not in a position 1o Protect their own welfare, and so necd
mltr\:nu.om designed by others, 1t would thus be ironic if experimenters who
believed in Pprotection at the origin of an intervention should resort to the fre¢
E:‘:u;hmmnd (onsent model during its implementation. 1 doubt very much
mon:;- x:’:,::‘:‘:ﬁ wd O °'.S‘h°“'nx would accepe the practice of PIYV‘E
2 certain Section :t:m for kidney donanons or for agrecing not to vote “
Second, the -ppm}n:x:‘;:ird:;um ' Puricipants wanted the inducement

ne for saci. 5 tectiod
but reasonable Protecuon of the o cial experiments 15 not full pro "
the prnaple of

ged. Brown’s d
suignition thyy

:‘14;::: :kq;on $6€ms an cxwreme form of protectionsa. His
448 consent be judged by actual understanding rathef
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than information presented falls within the realm of the reasonable The core
1ssuc, then, 15 not protection versus paternalism, but rather the degree and
kinds of subject protecnions that are called for in a given expenmental
situation

Capacity

For all the reasons indicated by Peter Brown, the subjects of soctal
eXpeniments may be handicapped not only 1n their socioeconemic posttion but
mn their capacity to understand the experiment The prospects for genumely
informed consent are further diminished when the intervention 1s complex
and makes use of a vocabulary that 15 not familiar to the parucipants The
difficult ethyeal question 15 whether the adequacy of informed consent should
be judged by the explanation as given or as understood Do expenimenters
have an obligauon to go beyond the provision of correct informaton to
ensure that the parucipants have grasped its meanng? The following prin
aples might serve as guidelines in answenng this question

Principle VI The primary entenon for judging informed consent
m social expenments 15 the degree to which essential aspects are
understood by the subject The expenmenter 1s ethically obligated to
take steps to ensure that key elements of the expenment are actually
understood by, as disunct from correctly explained to, the part
cipants

Principle VII The greater the potential harms to the parucipant, the
greater the efforts required to ensure an adequate understanding of
the expenment, especially with regard to the possible sources of
harm

Principle VIII In cases where participants do not give evidence of
comprehending the central features of the expenment, they should be
dropped from the sample This obligation to remove potenual
candidates from the sample increases with the potenual harms at
stake 1 the expenment

Ponciple VI argues that subjects should not only be informed about,
but also understand the key features of the intervenuon Ewidence from the
Seattle ncome maintenance expenment underscores the difference between
nformation and understanding A follow up survey showed that only 48
Percent of black one parent families, as contrasted with 80 percent of white
two-parent families, gave correct responses on how full ume work affected
their grant Even more stniking was the finding that only 6 percent of the
black, one parent families and 37 percent of the white two parent families
scemed to know how large a family income would reduce their payments to
z¢ro (Stanford Research Insutute, quoted 1n Brown, 1975, p 86) These were
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iderable

not trivial items about the experiment, but features of consid
importance to the participants. . ied should
P Principle VII postulates that the dq.;rcc l_af und;rsfzm:;‘;g :::::mcnt and
increase with the seriousness of the risks involves '";(s e dhere were
should be most stringent in arcas connected to those risks. _o:ls injury from
a significant chance that the subjects could suffer df:ath or s:nﬂm s of
the experiment, the experimenters would be obligated dm . Where the
cross-checking tests to ensure that these dangers were unders cbe ;minl:nan“
risks are slight to moderatc, as has been the case with mc:m e e 7o
experiments, less rigorous standards wouln? apply. Even w clndamagc partic
significant risks of physical, social, economic, or ?sychologlc.l cntiﬂ’ﬂ " This
cipants should still be expected to grasp the essentials of t.h:.mlcrv eonding 10
is the floor of informed consent required by human dignity. Ac. e nd
Principle VIII, if subjects are simply unable to fathom the Cxlpenm
repeat its critical details, they should be excluded from the sample. ccipants

How should understanding be judged? At the simplest level partt (Ed or
could be asked to repeat what they have been told. In more :omp.lxcalh ol
risky experiments, the interviewer could ask the person to explain hasa
sential features to someone else in the family, cspecially someone (S“Cl ‘o
spouse) who will also be affected by the intervention. In highly 'comp eri[:
dangerous experiments, it might be advisable to have the participants | Iy
out their understanding of what they have agreed to, rather than slmer
having them sign a prepared consent form, When candidates do not appeal

. . N - experi-
comprehend the crucial features in the first round of discussions, the exp!
menters might send in a s

pecially trained team to explain the project in oth
language (including a for,

the
eign language, if appropriate), and then check
level of understanding in formal or informal ways,

Incentives

. . . A . er
Social experiments raise anew the question of whether financial and oth

kinds of inducements increase or d

coercive to offer an income paymi

¢ chances for voluntary consent? Or is it an OPti"," that
truly enhances the freedom of the Poor by enlarging their opportunities for
economic choice?

The growing litera
bear on this discussio
than to others, Thejr

. 5 3 . at
ture on the ethics of incentives makes three points th
n. First,

incentives are more attractive to some groups
compelling power will depend not only on their 31’5‘7‘_“[‘
their attractj incentives
inish people’s capacity i
The experience with financial inducements for sterilization i
many examples of individuals whe would not have undergon®

best interesy.
India provides
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the operation without an nducement (cf Elder, 1972, Veatch, 1977) From a
medical and psychological standpomt some of these, ncluding indwiduals
under 20 and men over 80, should not have nsen to the bait Third, where
the potential harms at stake are not grave, restrictions on incentives can pose
as many difficulties for human freedom as thewr use In 1ts discussion of
ethical principles for research the Amencan Psychological Association (1973)
recognized the dilemmas posed by incentives

Even so conventional an incentive as money may become unduly
coercive A person n dire financial need, for example, the prisoner
without money to buy cigarettes, might agree to participate m a
hazardous expenment for a very small sum whereas others would ask
a thousand times as much In this case, 15 the exploitation of the
pnsoner’s special sitnation not unethical? On the other band, would
1t not be even more unethical to diminish the prisoner s freedom by
withholding the opportumity (p 40)?

The ethical debate about incentives 1 social expenments can be
sharpened by considenng three aspects of the transaction (1) what 15 beng
bought, (2) from whom, and (3) under what conditons The first question
concerns the actual purchase made—the behaviors, goods, or services that the
incentive 15 designed to elicit Here we can easily distinguish between
purchases that are inherently dangerous to the person or the socicty, such as
the donaton of an eye or the acceptance of mndentured servitude, and those
that are largely mnsk free or berugn, such as participation in an Imcome-
maintenance expennment Thus 1t would be totally unethical, as part of a
social expeniment, to use financial incentives to convince tndividuals to vote in
predetermined ways dunng 2 nauonal election This pracuce is better known
s bnbery Thus, the following principle mught apply broadly to social expen
ments

Principle IX The ethical acceptability of incentives decreases to
the extent that the object of influence 1s hazardous to the indvidual
or deletenious to the society The use of inducements to procure
behaviors that are smmoral or illegal s ethically unacceptable

The ethics of incentives further depends on the condition of the indi
vidual or group to whom they arc offered The greater the attractiveness of
the ind to the p and the fewer the alternanves available to
them for ob g comparabl i the greater the danger of
cocraion An extreme example would be the offer of 2 months supply of
heromn to a group of addicts as a mcans of winning their participation i an
€xpenment on drug abuse These comments suggest another prinaple for
expeniments
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Principle X. The stronger the likely attraction of the incentive to

the recipients, the greater the need for explanations pointing out the
risks of the experiment (if any).

This principle stresses the need for a kind of compensatory education when
incentives are likely to be too strong to resist. i

Also relevant };rc the subsidiary conditions attached to the m-duumcms:
Foremost among these in the experiments conducted thus far is the con
nection b the ind and the h p In the income
maintenance experiments, there are few who would argue that offering income
guarantces to poor families is itself uncthical. But there are moral problems
when, as a condition of continuing to receive income maintenance payments,

patticipants must agree to a series of intrusive interviews. David Kersha!
{1975) writes of these cxperiments:

In New Jersey the

program and h p were
separated to the extent that refusal to participate in the interviews
had no bearing on participation in the pay 5 In Seattle
and Denver, however,

subjects must continue to participate in the
interviews in order to receive payments. This may constitute
excessive inducement, particularly if the subject does not understand

the number, length, and complexity of the interviews he must face
once he is locked into the treatments (p. 67).

This point can be stated in the form of a general principle:

Principle XI. Social experiments relying on inducements should
separate the program and research components so that the induce
ments are not used to

nts 2 Pressure unwilling respondents into partici-
pation in research,

This pxincéplc does not forbid the designers to ask participants to agree to
take part ch function, Rather, the participants should undmm’-nd

renegotiated rather than a binding
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Long term and S d-order Ci

Other moral 1ssues anise from the long term effects and the unanticipated
side effects of parucipation mn socual expenments The IMP, for example,
lasted three years Dunng this penod the research team took careful readings
of the effects of the intervention on the areas of concern and was prepared to
compensate subjects for any short term damages, which seemed to be few But
as David Kershaw (1975), the project durector, later pointed out

It 15 the long term that creates problems Some participants 1n
the mncome mamtenance expeniments mught have lost ther
attachment to the labor force after three, four, or five years In-
eligibility for welfare or other sufficiently generous support programs
could place them 1n dire straits Some families in the housing expen-
ment may find 1t difficult or impossible to find ble h g after
the expeniment, or the expeniment may have so inflated the general
cost of housing as to strain all of the parucipants in the future In
the health insurance experiment, although considerable effort 1s made
to msure that subjects keep a policy 1n force during the expeniment,
cwreumstances could anse in which subjects are ummnsurable for a
disease for which they would have been covered had the expertment
not existed In the education vouchers expenment, schools that
cannot exist without the voucher funds may close when the support
1s withdrawn, leaving the commumty short of facilines (pp 61-62)

The experments may also have unanucipated side effects dunng the im-
mediate period of therr exccution To cite a hypothencal example, the
housmng expeniment may have cncouraged some famulies to move to better
quarters without regard for social attachments in their onginal neighborhood
After the move, the famil may exp e a sense of lonel and upraot
edness that is not measured 1n the experiment Such costs may be as real to
the Participants as the benefits of improved housing

I propose three ethical principles for dealing with long term and second-
order consequences of social expenments

Principle XII In designing social exp pl should

take all reasonable steps to anucipate harmful side effects and to
arrange the intervention so that these are minimized

This would mean, in practice, that the planners should conduct a thorough
scarch of the Lterature and make widespread consultations with experts on
the subject to determine the possible side effects In some cases, they might
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imi ibilities.
be able to work out a design that wil reduce or eliminate sux::;1 p::}s‘lould o
At the very least, this exercise will alert the designers to areas a'd:unc:
monitored during the experiment. This point relates to the next gui

.. "

Principle XIII. When there is evidence that Pam?lpmtsn:]i:‘::

suffered or are likely to suffer harm as a result of the interve N
the cxperimenters are obligated to restore the status quo ante.

3
As a minimum, the participants should be left at least as well og zuft;\': :‘[h
experiment as if it had not taken place. Thus, if (th have lost : :h e
insurance coverage or their jobs as a direct or indnxr{n .rcsul.t of ool €0
vention, the experimenters are obligated to restore their situation no:h o
what it was before, but also to what it would have bf:cn had C}'c ol
participated. There is, of course, a certain amount of conjecture rcqufmion,
establish what the situation would have been like without thc' lm'ﬂ'" the
but the principle itself seems defensible on the grounds of justice to
participants.

: i to
The third principle looks beyond the immediate period of execution
longer-term consequences.,

Principle XIV. When there is reason to believe that the intcrvet;
tion will produce harmful c q ding or arising beyon!
its conclusion, the cxperimenters are cthically obligated to continue
the monitoring

Over a reasonable period of time and make ap-
propriate compensation to th,

¢ participants if harmful effects arc
found,

In other words, even if the intervention covers only two or three Yca{sv the
evaluators should follow the participants over 2 longer period to sec if any
unintended harms as wel} as unexpected benefits have been produced. WI'JT
the experiments done to date, the researchers were forced to say, in cffect:
“We are reasonably sure that there were no long-term harmful effects from
the interventions, but we really don’t know.” Kershaw (1975) goes fusther ©0
argue that we not enly don’t know, but we <an’t know:

But the simple fact remains that if there are any long-term
harmful effects, is impossible 1o predict their kind and extent. . .

I would not attempt to measure long-term benefits and harms in
any systematic way because 1t is impossible to do so {pp. 62-63).
Coming from som,
plexitics posed by shortterm evaluations, this statement reflects a surprising
Lk of nerve. While Kenhaw s undoubtedly nght thar causal arerbution
becomes increasingly shaky with the Passage of time, there are many

cone who was willing to tackle the extraordinary com-
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possibihities for checking long term effects A well-designed follow up survey
should have lttle difficulty in determining whether recipients of ncome
mantenance payments dropped out of the labor force with greater than
normal frequency after the expenment These studies could also assess the
extent of other possible difficulties thought to be related to the intervention,
such as mehgibility for welfare 1n the case of income maintenance experiments
or problems of insurability for participants in health expeniments I see no
more methodological difficulties in this kind of follow up than n most
surveys involving repeated interviews with the same respondents (panel
studies) One study, in fact, obtamed excellent information from college
graduates some 25 years after the onginal interviews (Newcomb, Koemg,
Flacks, & Warwick, 1967) At the very least, this kind of assessment, which
need not invalve all of the original parucipants, should be able to rule out the
possibiity of harmful effects If there are no differences in labor force
participation between recipients of income maintenance payments and others
ke them, 1t would be difficult to make a case that the expenment had
Produced significant long term damage on employment

Discl and Confi

Participants 1 sample surveys and other kunds of social research are
commonly told that the information they provide will be treated as confi
dential The difficulty 1s that unless this nformation 15 connected to the
census and simular government operations, 1t enjoys no legal protection or
Privilege  The resulung ethical dilemmas are well illustrated in the IMP
Participants i this and related expeniments were informed that the data
provided would be kept strictly confidential and would not be released
without their written pernusston, except as requured by law However, a
Prosecuting attorney bent on exposing welfare cheatng requested informauon
about individual participants 1n the IMP Given the nature of the experniment,
which prohibited, but did not audit for, acceptance of welfare payments, the
Parucipants were handy targets for nvesngaton Although the IMP was
Sponsored by a government agency, the data enjoyed no legal privilege and so
were vulnerable to subpoena The matter was finally settled out of court when
the project agreed to prowide the prosecutor with the mames of income
feaipients and actual amounts received from the project (Kershaw & Small,
1972) Subsequently, the US General Accounting Office (GAO) attempted to
audit and venfy the nterviews from the IMP Citing therr promises of
confidenuality, the project staff refused to release the names of respondents so
that they could be remnterviewed to check the data They did, however, agree
to release computer data from the interviews with denufying information on
individuals deleted Once again the GAO, as an agency of the government, had
3 formal night to subpoena the data, but backed off in the face of resistance
from the staff Had 1t or the prosccutor persisted, the rescarch staff would
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jai ing information
have faced the difficult choice between a jail term and releasing in
s dividual q i dy.

that might place ind p in jeopardy whether

* 'I;;xg c:'dinal ethical questions raised by these .cxzr;‘\’;:lz; ;;Z;; o

f legal protection

respondents should be told of the lack of leg ! o
so,Phow. I suggest the following guideline to deal with these questiol

Principle XV. In the data-collection operations of socxaisc;]::z[
ments, respondents should be given clear, accurate smtcr::nbco axdy
the meaning and limits of confidentiality, The greater t chl Cl; of
posed by the information itsclf, and the greater the chan

.. lana-
subpoena or audit of individual data, the more explicit the exp
tion required.

iven
This principle argues that respondents and participants should alwaysnl';c gom
an accurate picture of the confidentiality of informatxt:fl fr?m al *in the
them, but that the level of detail should increase with the risks inheren! i b
data and the probability of forced disclosure. Donald C_ameC“ 2
associates (1976) offer these suggestions for possible explanations:

Where the material solicited involves no obvi jeopardy ;o
respondents, a vague, general promise of confidentiality is {CCCP“b ‘t'
E.g., “These interviews will be summarized in group statistics so ﬂ‘;
no one will learmn of your individual answers. All interviews will be

L . - n-
kept confidential. There is a remote chance that you will be co
tacted later to verif

y the fact that | actually conducted this interview
and have conducted it completely and honestly.” )
Where full and honest answers to the question could jeopardize a
respondent’s interests in the case of a subpoena, the respondent
should be so informed. E.g., “These interviews are being made to
provide average statistical evidence in which individual answers will
not be identified or identifiable. We will do everything in our power
to keep your answer completely confidential, Only if so ordered by
Court and Judge would we Turn over indwidually identified interviews
to any other group or government agency. We believe that this is very
unlikely to happen, because of the assurance of cooperation we have
received from —" (p. 14).

3’ box of nonconfidentiality, pﬂﬁ""l“l:
i rveys, it is hard enoug
e triple spectre of courty
that the more detailed lh:
dentiality, the less stomac
as distasteful as this step m3Y

pondent’s €ooperation without evoking th,
Judge, and jail, we may safely assume, therefore,
explanations requircd about the risks of nonconfj;
the interviewers walt Bave to make them, Thus,
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be to the research organzation, 1t may be necessary to carry out remnterviews
that cover not only the substance of the survey but also the explanations
given And there 1s no guarantee of success, for even with the most detailed
and accurate explanations some respondents will completely musinterpret what
was saud Perhaps all that we can ask 15 a reasonable effort to alert re-
spondents to the potential hazards at stake, and particularly strong efforts
when nherent nisks or the chances of subpoena are greater than usual

THE LIMITS OF ETHICAL CONCERN

At this point the advocate of social expenments mught nghtly wonder if,
with this spate of ethical principles, guidelines, and worrtes, 1t will ever be
possible to run another expenment The less panent mught add “Isn’t this
entre exercise really making moral mountains out of expenmental molehills?
Isntat a kind of hberal breast beating that would foreclose not only most
social expenments but much of socal research? ' These concems are well
taken and bnng us back to perhaps the most fundamental ethical point 1n the
entre discussion  This 1s whether, on balance, the social and individual
benefits of benign social expeniments, such as those conducted to date, do not
outweigh the nsks outlined in this paper As suggested carher, there 15 no
answer to this question, but 1t should be allowed to stand as a continuous
remuinder of the need for perspective on the ethies of social expenmentation
There 15, on the one hand, a clear danger that ethical sohcitude can be used as
a roadblock to very worthwhile and essentially bemgn expeniments It would
be most unfortunate, I feel, 1f the entire notion of cxpenmentation were to
be put on ice unul a watertight code of ethics 1s devised But 1t would be
cqually unfortunate if the argument that social expenments are a useful and
not very harmful source of information on policy were used to squelch ethical
debate If the expeniments to date provide no cause for alarm, they do suggest
grounds for legitimate concern Perhaps the best course 1s to move ahead with
further expenimentation as well as ethical deliberation about expenments, with

constant contact between the two

REFERENCES

A 1 Psych 1 Ethical principles n the conduct of research wib
buman particy Washington DC A Psy A 1973

Brown P G Informed consent 1n sociul P Some y notes. In A,
M Rivlin & P M Timpane (Eds.) Etbical and legal issues of socul expermmentation
Washington D C. Brookings 1975

Campbell D T et al Protecuon of the nghts and interests of human subjects 1n
Program cval socal ind social exp and I analyses
based upon records, P y sketch v .

January 1976 mumco
Elder, R E Jr Deselopment admunistration m a north Indsan stase The farnly planng



288 D. P.WARWICK

program in Uttar Pradesb. Chapel Hill, N.C.: Carolina Population Center, Monograph
No. 18, 1972, .

Gramlich, E. M., & Orr, L. L. The cthics of social experimentation, In A. M. Riviin &P.
M. Timpane (Eds.), Etbical and legal issues of social experimentation. Washingtos,
D.C. Brookings Institution, 1975,

Kershaw, D. N. Comments. In A, M. Rivlin & P. M. Timpanc (Eds.), Etbical and legdl
issues of social exp fon. Washi D.C.: Brookings Institution, 1975.
Kershaw, D, N., & Small, ], C. Data confidentiality and privacy: Lessons from the New

Jersey negative income tax experiment. Public Policy, 1972, 20, 257-280.
Newcomb, T. M., Koenig, K., Flacks, R., & Warwick, D. P. Persistence and change:
Bennington College and its students after twenty-five years. New Yok: Wiley, 1967.
Riin, A. M., & Timpane, P. M. (Eds.). Etbical and legal issues of social experimentation-
Washi 2] ings 1 1975.

Schelling, T. C. General comme:u. 1

o A, M. Riviin & P. M, Timpane (£ds.), Etbical and
legal issues of socual ex ion. Washi D.C.: Brooki itution, 1975
Veatch, R. M. Ethical in medical experi fon. In A. M. Rivlin & P. M.

p
Timpane (Eds.), Etbical and legal 1ssues of social expersmentation, Washington, D-C
Brookings Institution, 1975,

Veatch, R. M. Governmental ineentves: Ethical issues at stake. Studies in Family
Planning, 1977, 8, 100-108,

Warwick, D. P., & Lininger, C. A. The sample suraey: Theory and practice. New Yorks
McGraw-iill, 1975,



Vil

FEDERALLY
FUNDED
HOUSING
PROGRAMS



14
COMMUNITY GROUP
AND CONSULTANT
INTERVENE
IN FEDERALLY
CONTROLLED HOUSING

CARROL W. WAYMON

The California School of Professional Psychology
and
Mirimar Community College

INTRODUCTION AND BACKGROUND

This chapter 1s about the attempts of 2 small group of black people and
their hured consultant to acquire some federally controlled housing umits and
rehabilitate them for public occupancy This group of twelve, referred 1o as the
Corp, sought to obtain a federal grant through HUD (Housing and Urban
Development, a department of the federat gav:rmcnt) under a HUD program
provision known as “Section 235" This prowvision is designed to assist local
atizen’s groups that have nonprofit corporation status in acquinng and
rehabilitaung housing umits and renung or sclling them, under tightly controiled
government guidelines and regulations, to low- or medium income families The
Corp was composed of * ordinary, little” people who had lived i the aty for
many years and were residents of the community 1n which the umts were
located

At the ume 1 entered the picture, the Corp had been operating for several
months and was bogged down all the typical red tape of processing the many
tequired forms and applications, secunng bids from contractors, and rounding
Up other resources The Corp had exhausted its own hnowledge and resources
and was b g prog ly d ged, partly b of 1ts own internal
exhaustion but mostly from the pressures of the establishment, which held all
the power over the group, that is the Veterans' Admumistration, HUD, aty
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officials, and financial institutions controlled both the units and the means by
which these units could be acquired by the Corp.

It was apparent that the roles and functions of the many parties involved
had become unclear; at times they were not only confusing, but also
overlapping. It was understood and accepted, however, that the primary role of
the Corp was that of an intervenor designed to break the cycle of poverty a‘fd
cconomic exploitation externally imposed upon one group interested in
initiating a federally funded, special housing program located in the heart of the
black community. The Corp had been formed initially to accomplish this general
goal, which was later wranslated into specific objectives. :

The Corp, however, was more than just a group of men and women scckl.ng
to package data to justify their being granted funds to implement a housing
program. As intervenor, this group had to leamn to play many different
roles—some conflicting at times—while remaining acceprable as the recipient
group for funds to be granted by the very establishment it sought to shake up-

(The drama of this group’s functioning as intervenor is discussed later in this
chaprer.)

It became increasingly clear to the Corp that it would need some outside
technical assitance if it were g0ing to get its project off the ground at all. S0 it
!ﬁrcd the first of four consultants. The first three were dismissed for various
incompatibilitics between the consultants and the Corp. 1 was the fourth
consulfant hired, and I worked with the Corp successfully for a little over a year
As their technical advisor, my major roles were to provide them with technical
knowledge, methods, and techniques for accomplishing specific tasks; to help
them to facilitate the process involved and inherent in this kind of enterprisc;
2nd to assist them in p 2 £ lation, planning, and impl tion. In
general, 1 was to be their expert in know-how that related to the tedious and
assiduous chores of moving the powersthat-be to effect the acquistion and
subsequent rehabilitation of the desired housing units. Later n this chapter, !

will el .
claborate on some of the specific functions in my role as consultant and

:ﬂn::i:;;iv\:lhm‘l “:,15 hirc:d: 1 found them involved in what 1 call “agonizing
effect, given uuz;u:;.d Essentially, this wasa periog right after the group had, it
done ’this bu:pnor:1 £ erided to forget it all and g0 their separate ways. They had
heavy on'l.hcir mi dor lon: because the problem they were secking to solve was
housing units they wepe e s T2EF Of the Corp lived in physical sight of the
e St e o ey 2y
tt seems § & they predictably rejoined.

inx:ncxionn:s, :‘p:'““‘ to point out thar this an:]lysis of an actual human

dati e after our concluding formal and official contractual a5°
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relationship between me and the Corp But, of course, things did not actually
happen according to 2 blueprint drawn up by anyone, nor did any of us ever sit
down and make a detailed analysis of our own feelngs, emotons, or
phulosophical stances on a scale of comparative values and points given to each
item We behaved, at the tme, 1n a manner deemed appropriate and proper
within the context of the objectives to be achieved at that ume
This 15 equally true with respect to my own record keeping 1did not write
down at the nme the questons that are posed herem m the discussions on ethics,
morality or ethmic 1deology, or survival strategies The logic and order given to
the questions and to this analysis throughout 1s 1mposed by me after the fact and
was not an inherent element of our operations This is especially significant with
reference to the relationship between the Corp and me All of these and other
questions arose within a speafic context of events and not as isolated items
unrelated to events and conditions that had occurred previously or those
anticpated for the future We went about working together on this project This
meant conducting regular business meeungs reading minutes and reports,
hearing tee rece dations, directing and authorizing people to take
particular action on specific issues—just as all groups conduct meetings and carry
on their business Yet, on paper and 1n this analysis, 1t 1S necessary to give order
and logic to this experience so that the reader may best understand and
appreciate what actually happened After accepung this 1mposed logic and order
and the need for 1it, the reader may more fully appreaiate the subjecuve
experience of the analysis as sumply 2 human involvement, a human interaction
There were no major conflicts between the Corp and me, no power
struggles, no bickering or disputes From the beginning, there was a strong
wWentification  we were on the same frequency, as it were, in terms of bastc
beliefs for the need for the project and the anticipated battles with some of the
establishment representatives i our attempt to secure thewr assistance 1n
implementing the project In reading those discussions about my own ethtcal
Pposition and my inner struggle for answers 10 the questions I posed for myself, 1t
should be remembered that 1 have chosen to present the issues in this parucular
style 1n an attempt to relate the human encounter with its dynamics as they
always seem to operate between and among groups of ndividuals engaged in any
enterpnse  From the beg g we recogmized that such dy were present
0 the individuals as a group and 1n meas 2 consultant, and from time to ume,
we openly discussed some of the dynamics that were, at that moment, relevant
and pertinent to achieving the objectves before us

DESCRIPTION OF THE CORP'S SELF-EVALUATION

The following 15 a descnipuon of the phases through which the Corp passed

as 1t finally resohed to move Of course these phases were not clear-cut,

mutually exclusive ume or activities frames, the description s stmply my way of

tying to capture verbally, in setrospect, some of the operating dynamics of a
Eroup expenience
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Phase 1: Awareness of the Problem and Resulting Frustration

Phase I may be described and delineated in any number of ways and in
many terms. The essential conditions in this phasc were:
* An awarencss and concern that created a level of deep frustration and
dissatisfaction about this housing project.
The common experience that occurred daily with these Corp m:ml‘:cr?- In
general, they recognized that there was a problem, without, at this time,
knowing what it was; in this initial stage, the Corp was unable to descnibe
except in general terms what was causing the frustration, This was }hc
*“complaining and bitching stage” of subjective awareness, which led im-
mediately into Phase i1,

Phase I1: Discussion and Definition of the Problem

‘This phase was typified by much talking about the problem and what ought
© be done about it. The talk remained in general terms at this stage. What
scemed to be happening was thar the concerned individuals began 10 dtﬁnc_lh:

diti ing the plaints in Phase I as a problem, and to associate
base: the establishment, the federal governmenty

g 4
the problem with some power
and so forth.

It was also during this phase that a consensus was reached that some
unspecified thing must be done abour the problem, and through the talk an d
initiation of 2 few action-d ined individuals, an w‘mukt

< B ,
action, (In our everyday experience, this is the moment someone says, “Lets
call 2 meeting and do something abo

r 3 utit.”) The “st” is significant here, because
later, in meetings and in interactions of the Corp members, the “it” was to be
escalated .into 2 scries of conditions and to take on the character of 3
constellation of problems, In fact, much of the initial frustration sprang from
not ’knowing the components of this “it” In subsequent meetings and planning
sessions of the Corp, many people ly became disillusioned and even left
the group because of additional frustrations that mounted as the now-small
Broup struggled with trying to define the problems i and .

terms that would allow for concrete and' incremental solutions and measuse”

ments, It was the d i i i i
Phases 1l a1y yRamics operative at this stage that led imperceptibly int0

Phases 1l and Iy

These o phases are
BFouped together because the hine 1s muddy between
the planning and the domng. Within the context of Model Cines and othe?

Implementation Plans and Actions

cumes, funds for

hired accordingly as one stage ends and the other begins-
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These latter programs are designed to operate in well planned and logical order
Outside such programs, however, as n this project, the behavior was centered
around pressing problems and did not follow such logical and orgamized stages

Phase III was mtermuttently percieved as an actuon phase and as a2 ume for
planning because of the nature of the meetings and the production of plans,
munutes, or other documents In addition, commuttees were typically formed or
a structure of some nature was created Someone also took on the tash of
telephoning people and arranging the details of the business required to heep the
group’s momentum at a level high enough to mantain the mterest and
mvolvement of those who had to be acuve 1n order to carry out the projected
plans However, they were pamnfully aware that the action required to carry out
:1: specific solution was of a different order These phases are summanzed

low

Phase | Phase 11 Phases 11l and IV
Complaints Articulation of the Implementation
problem plans
Frustrations Expression of ideas about Schedules and
what to do action
Awareness

Duning Phases 1 and 11, the Corp sought addinonal members from pracucally
every segment of the wider y through p 1 contacts and formal
meetings announced 1n the mass media At umes many people expressed a
definite mnterest 1n joining the group Burt as events unfolded and frustrations
mounted, most newcomers dropped out, leaving twelve members Nine of these
twelve were ongnators of the project.

Attempts to engage wider community invohement were significant, since at
one point HUD required concrete cvidence of these attempts as 2 qualification
for further consideration of the grant proposal Such data as meeung notices,
munutes, and even notes from conversations related to these attempts were used
@ meet HUD requirements Thus, the Corp could legiumately claim that it had
tred to broaden its base 1n the commumity 1t was the latter that had decided
not to become mvolved In addition, the Corp became frustrated occasionally as
It attempted to engage specific community teaders to work in its behalf without
Py, when it sought bids from local contractors without being able to guarantee
these contractors any worh, and when tying to locate bidders who were
acceptable to all parties

Thesc expencences served to further convince the Corp that it should uy to
make 1t on 1ts own As aresult of all of these attempts, some fruitful and others
not, the Corp, with the ce of the ¢ Itant, spent several hours
developing a posiion paper on the 1ssuc of nights and power, which was used
internally as a base for public stances on matters relaung to wmvolvement,
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the
strategy, and cthics (although the term “ethics” was nc'vcr us:d). Thcscthv::;c e
dynamics operating within the Corp. But there was still the city out her ‘.”h“
scene and target of the program itself. To understand the total contex

SHi the
was happening within the Corp, it is necessary to place the Corp within
broader framework of that city.

Bright City

Background

This Southern California city, which I call “Bright City,” may be déhs‘::z::
as typical. There are large populations of blacks and 3 :ou .
(Mexican-Americans) and smaller numbers of other racial and ethnic g asi p
Most of these racial and ethnic groups live in pockets located in the bad arc oo
wwn, with all of the other conditions concomitant with living in any large url ©
area. There is no point in spelling out all of these here; they are known
everyone.

Bright City has a progressive-thinking mayor and a reasonably ﬁbC::l ary
council (as described and accepted by most of the spokesmen of t.h&.ﬂc T2
cthnic groups as well as by ordinary resid The power

. ith the
worked cooperatively with the action-oriented community groups and with th
many ity agencics, for ple, Model Cities, War on Poverty Agencys
and most of the non-government-sponsored groups and projects.

: . P . ents
The city was aware of the Important of a close association with all segm
of the community because Br

ight City had recently experienced several °Ecn
confrontations of a racial nature, all ignited around either school dcxg“ﬁ’"on
and busing or around typical police-youth incidents. When viewed within the
context of such probl as racial conf and urban blight over the past
cight years, there was 2 consensus among the many activist groups and others
that this city’s movers and powerholders, including public officials, were

supportive and were in a mood 1o encourage, if not initiate, programs that sp oke
dircetly to these urban problems,

Bright City’s Housing Pattern
Bright City's housing pattemn had changed only slightly over the past t0
decades, not so much because those responsible for and in control of i€
deasions affecting housing had planned any changes or facilitated ‘h‘m‘.lfut
because of emerging conditions related to the economic and social mobth’)’
among the black and Chicano populations throughout the United States 18
seneral and in Brghe City in parzicular,
The Chicano clusters wi

©Ppotite sides of town,
Filipwo, and other raq.
@nunued 0 bve 1
Chicanos in *

€r¢ pracucally all concentrated 1n two locations, on
and contizuous with 2 few smaller enclaves of Asiatic
3} and ethnsc people. Black people, on the other hand.
Large endlaves on the opposite sides of town from the
their town.” But unlike most of the other large minonty grovps:
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the blacks also lived 1n the many well to-do rings around Brght City and s
suburbs On an mdividual basis, black families resided mn all areas of
metropolitan Bright City But this degree of freedom for blacks had come only
after the aty had been rocked a few years earlier by a series of lawsuits relative
o wmstances of restrictive covenants,! which in Brght City, as m other ciues,
were used as a major weapon to matatan racial and ethnic ghettos Supported
by local court orders, many blacks stmply moved into previously all-white areas
The number of such families 1s small when compared to the total black
population of Bright City, but large enough to forge new patterns of thinking
and percerving among black people 1n this city Despite this, however, the vast
majonity of black people live and die 1n Bnght City’s “Black Belt

Bnght City continues to have a relatively large populaton of youths Black
youths enjoy only a hmited number of outlets for their energies and interests
Especally true for those black youths who Lve near or in the area i which
housmg units are located, this smply aggravated the conditions and problems
facing the Corp

And, thus, the stage was set for the Corp to play out an intrigung drama n
Bnght City, California

STRUCTURE OF FEDERAL HOUSING POLICY

Housing 15 a key to improvement in a family's economic condition Home
ownership remains one of the most mmportant avenues by which Amencans
acquire financial capital and leadership status The tax advantages, equity

, and app 1on 1n real estate all enable homeowners to build
economic assets From the assets, famulies may educate the children, expand the
number of children, expand business enterpmses, and make possible more
opportunities for leisure actmities. “Nearly two of every three majonty group
famulies are homeowners, but less than two of every five nonwhite families own
their homes" (Cwil Rights Commussion, 1973) Thus, most nonwhite families are
ROt i 2 position to enjoy all of the ad ges of home hip

It 1s the official policy of the Umited States to provide fair housing
opportunities for all of its ciizens throughout the county The home and the
weighborhood are the physical world i which farmbies live, rase thewr children,
and build ife-long rel hips that gine g to their lives. Few nghts are as
basic as that of acquinng a home of one’s own choice So basic is this night that
Congress, in wntng fair housing legislanion nte the nation’s body of avil nghts
ll::'s. used specific language wm this 1968 Civil Rghts Law relanve to far

usmg

' A racially restnicuve covenant was a wntten agreement i which the buyer of 2 bawse
©€ property prommsed not to sll, tent, or transfer propesty to famulics of a speafic race
ethaic group or religion.
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It is the policy of the United States to provide, within constitu-
tional limitations, for fair housing throughout the United States (Civil
Rights Commission, 1973).

Housing was the last of the major civil rights areas to receive congressional
consideration, despite its overriding importance.

Housing is of special significance in securing civil rights in other areas, since
residential patterns segregated along racial and ethnic lines render ineffective the
many programs and cfforts 10 enjoy equal opportunity in education and
employment. The effects of these residential patterns are felt most directly by
whites and nonwhites in our urban centers. Two of the regularly publicized issues
that crystallize this interwoven relationship are school busing and job discrimin-
ation, The cities and metropolitan arcas are divided into separate enclaves by

racial groups as well as by economic factors, White and nonwhite families
actually live apart and are mostly strangers to cach other.

Tha Role of the Federal Government

In practice, the government is a party in every decision made in the area of
housing becausc of zoning laws and other prerequisites to building or
restructuring houses, roads, and the like. Thus, it may be appropriate to briefly
review the swructure and role of the govermment as it relates to housing. Therc
are at least five governmental mandates for fair and equal housing:

1. The Federal Fair Housing Law, Title VIII of the Civil Rights Act of 1968.

2. The Civil Rights Act of 1964, Title VI, which forbids discrimination in a
varicty of federally assisted housing programs, including low-rent public
housing and urban renewal,

3, President Kennedy's Executive Order of November, 1962, which forbids
discrimination in housing where funds are secured through federally assisted
programs.

4. The 1968 United States Supreme Court decision in Jones v. Mayer Co. (392
U.S. 409), barring discrimination in all private and public housing.

5.

Fair housing laws in more than half the states and in thousands of U.S.
municipalities.

The Legacy of the Past

. Federal, stte, and local governments have always been active participants
in the housing ndustry. in theory, deastons as 1o where housing will be
constructed, 10 whom 1t will be sold, under what conditions, and how it will be
financed are made by private parties the real estare broker, the builder, the
mortgage lender or other financing institution, and the private owner. In practice,
however, government 15 and always has been the key participant in such de-
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astons  the government lends financial and other support to the so called
private housing mdustry

The Veteran's Admimistration (VA} and
the Federal Housing Administration {(FHA)

The homeowner can build only by complying with building codes, zoning,
and other controlling local ord Once these ord are complied with,
the federal government alone controls the factors that determine whether the
building commences or not The VA and FHA are the federal government’s
agencies through which housing regulanions are operated in the following
manner

1 The federal government gives the builder of homes the advantages and
benefits of underwnung msurance through FHA and VA programs, and the
builder must meet certain professional construction standards established by
the VA and FHA.

2. The mortgage lending agency 1s regulated by one or more state or federal
agencies. It also recewves benefits because its accounts and deposits are
backed by the federal government

3 The real estate broker 1s Licensed by the state

4  The Nauonal Association of Real Estate Brokers (NAREB) has influenced
the housing industry perhaps more than any other one entity, except the
federal government wself
a  Only those who belong to NAREB are called * realtors ”

b The membership of NAREB has always been nearly all white

¢ The manuals and textbooks of NAREB have been used in training real
estate brokers In 1922 NAREB published 1ts Principles of Real
Estate Practices,’ which emphasized “racial types as very likely to
diminish the value of other property Another textbook of NAREB
stated that black families were a threat to property values

While some of the policies and practices of NAREB, mortgage lenders and the
government have changed i recent years many of the effects of thewr narrow
and discnmunatory policies remain and account for sigmficant problems in
housing i our urban center

Specific Role of the Federal Government
In the 1930s, the Federal Government for the first nme became acuvely
engaged 1n the field of housing

. 1932 The Federal Home Loan Bank Board (FHLBB) was created to assist
savings and loan associations
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® 1933: The Home Owners Loan Corporation (HOLC) was established to
assist the refinancing of small home mortgages in foreclosure during
the Depression.

¢ 1934:  The FHA was created to protect the mortgage lender from financial
loss caused by the inability of a borrower to keep up the payments
on the mortgage and was thus intended as an inducement to the
lender to make more moncy available for housing construction.
(The VA, often referred to as FHA's *sister agency,” instituted its
own housing insurance program after World War I Some years
later, the VA and FHA were merged in those functions in the arca
of housing insurance guaranty programs.)

Many activitics took place between 1934 and 1948, The most significant
action was that of the Supreme Court, which ruled in 1948 that the restric-
tive covenant provision was unenforceable in the courts. The restrictive
covenant was the tool used by property owners to exclude “undesirables” from
owning their property by writing into the titles exclusionary clauses, which in
wm became binding on all sub: q owners or occup of the properties.
Berween 1948 and the Executive Order of 1962, several court cases were settled
in the direction of providing legal protection for citizens’ rights to purchase
housing of their choice.

Most major cities over the past decades were the scene of racial
confrontations and the target of legal actions brought against them by groups
secking redress because of alleged housing discrimination based on race.
Large cities accept thesc intermittent fl ps as i and
Numerous smaller cities have also experienced racial confrontations i
areas, but have seldom been projected into the national spotlight. These
smaller cities have settled their disputes, relegated them to the arena of
“another local problem” solved, and continued as before.

Large urban-blighted cities such as Los Angeles, Chicago, Detroit, New
York, and Philadelphia are accepted by the general population as breeding places
for fights over segregated housing and other kinds of racial confrontations. But
Bright City is not just another urban, segregated American city. It has been the
subject of national concern for the Past cight years or so, as 1t struggled to
rearrange its resources o comply with the Supreme Court’s orders to desegregate
its schools. Bright City experienced several racal niots of minor and major
in(e'nsity during these past eight years, This city, perhaps more than any other in
Galifornia, except perhaps Pasadena, delayed 1n coming to terms with the serious
problems of racial segregation 1 housing, unul forced to do so by a series of
court orders. Yet, unlike Pasadena and other large Californua cities, once having

h d

P
n many

tself, instituted special busing on 2
hools into clusters by grade levels in
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implemenung the order For Bnght City, such events and bold imitatives by
school and other public officials were indeed nothung short of “radicalism.”

These early battles in Bnght City were fought around the issues of school
desegregation and the controversy of school busing They served, however, to
highlight the importance of equal housing opportumty, which s stll considered
basic to the exerasing of all other avil mghts. Residenual segregation
undermunes efforts to implement policies 1n equal employment and educational
opportunities The controversy over busing in Bnight City was inumately linked
o the pattern of residennal segregauon along racial and ethnic lines, because the
aty’s schoolchildren had to be transported at public expense 1n order to convey
them from segregated neighborhoods to integrated or desegregated schools With
these school and busing 1ssues in the foreground, the stage was set for different
community groups to directly confront the issues of residennal blight, segrega
tion, and economic explotation The Corp was such a group, and 1t was ready
to move

But this meant that the Corp had to effect direct and indirect associations
with all the parties, in and out of Bnght City, that had anything to do with the
project now being considered by the Corp Although the Corp was aware that it
existed, that it had an interest 1n housing, and that 1t had formulated elaborate
plans i that area, no onc else knew of the Corp So the clements of the furst
gant step for the Corp were to

e Map out plans to gather basic data on the umts they had established as a
target.

® Make contact with those who controlled these units and determme their
status, legally and otherwise

e Decde on a umetable for mitiating a master plan of approach

®  Determune what steps to take once the basic data were i 1ts hands

From the Corp files, minutes, and notes and from members® memories, the
following seems to he a fair representation of the data the Corp uncovered
intally 1n relation to the history of the housing units 1t was nterested 1n It
must be added that no wntten records had been kept of these developments as
they had unfolded over the previous years The Corp found that

1 Ongmnally, the 280 housing umits belonged to a private developer who
rented and sold 1o veterans, which meant that the veterans negotated thewr
rental or purchasc wransactions for these umts through the VA (The VA

b are ad d thxough the FHA, which protects the
mongage Iender from fi 1 loss.) The develop ically b
mnvolved with the VA and FHA the moment he agreed to rent and sell to
veterans which also meant that each umt had to meet specified building
codes and other federal government standards

2 As a government policy, the VA became the morrgage holder for those
units sold to veterans, this was not true for those who were renting
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3. The FHA became the holder of the mortgage insurance on those propertics
being purchased by the veterans (through the GI Bill) from the developer.
{This is the function of the FHA.)

4. The private developer continued to own the units being rented and those
not purchascd. When sold, the property then actually belonged to the VA,
although it was occupied by and paid for through regular monthly payments
by the veteran and his or her family. This is similar to the arrangement in
conventional loans: instead of a bank or savings and loan association holding
the mortgage after having paid the seller off, the VA held the mortgage,
protected by the FHA i g provisi

The Department of Housing and Urban Development was established to

implement the 1968 Fair Housing Law, with its creation provided for as

part of the 1968 Civil Rights Act. (This department [HUD] has regional
offices throughout the nation, just as FHA and VA do, and in some

instances, FHA and HUD share the same physical offices and regional
boundaries.)

These units, long ago abandoned, and now owned or controlled by the VA,
were available,

7. The Corp could come in and talk to the VA about their availability.
And so began the Corp intervention,
interactions between these entities, on
of Bright City, on the other.

which took place against a backdrop of
the one hand, and this group of citizens

The History of the Housing Units

These 280 housing units, through a series of sales, trade-offs, subdivision,
and resale, had ended up as two separate clusters: 180 in one and 100 in the
other. The intervention centered only around the 100 units and two small vacant
lots, which at one time had units on them. Specifically, these 100 units ended up

being owned by the VA as a result of the owners’ (buyer-occupants’) abandoning
them and, thus, forfeiting their payments. Since they were being purchased
through VA benefits,

this meant that the VA was totally and solely responsible for
the units. These same units had gone through the cycle once earlier, but the
VA had succeeded in reselling them to 2 second private developer. After
rtfurbishing them, this second pnvate developer had also obtained approval 10
rent and sell them as “VA-approved.” They included one-, two-, and
three-bedroom units, a Barage or carport; a yard of predererminized size with
provision for clotheshnes; and concrete walkways,

This last private developer was unable @ keep the units rented. Less than
on.rlhixd were ever rented, and these few were constantly changing tenants.
WI.lhln six months after the last private developer had taken them over, all of the
units WEre again vacant. The units were all vandalized regularly, until the Corp
began jts acuions, which from the start included patrolling these 100 units.
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Thus, within the heart of one of Bright City’s ghettos stood units that were
once occupied but that were now vacant and that were the site of uglness,
vandalism, and potental drug use and other undeswrable or nuisance behavior
The nearest VA and FHA offices were over two hours away On the other hand,
the police and fire departments of Bright City were constant visitors to these
umts and were the immediate symbols of the establishment to the ghetto
residents The Corp, then, was composed of a small group of frustrated, angry,
but determined, ordinary working men and women, unlettered, and mostly naive
about the red tape and other necessary procedures they would be faced with in
Just learning how to go about getting a program started

For over twelve years, neighborhood residents had watched these presently
abandoned houses change ownership several imes through the strange coopera
tion of the federal government and private industry while daily expenencing
constant surveillance of their own neighborhood by local fireman and
policemen, knowimng mtuitively that nothing was being done to 1mprove this
state of affairs This group concluded that they and the community had had
enough of this and the group decided to do something about 1t Obwviously, the
many, many other questions inherent 1n this kind of venture were equally crucial
and immediate They were all asked, in different ways by different persons, and
addressed in one way or another over the next year and a half

The group began their effort by seeking mformation on what steps to take
mternally and externally 1n order to effect the initial requirement of owning the
units legally The group had heard that there were government programs that
allowed groups or clubs or organizations to buy or buld houses No one i the
group had any idea of what these programs were, but they did find one
government program related to their expressed deswre 1t was referred to as the
235 Program "

The 235 Program, as well as a few others, was provided for as part of the
1968 Housing and Urban Development Act (HUD Act) Essentally 1t was to be
an interest-subsidy program, authonzing the government to pay up to the
difference between the monthly payment of the written terms of the mortgage
and the amount of those monthly payments if the mortgage were let ata 1
percent interest rate This amounts to having the government underwrite
monthly mortgage payments for low-income families unable to keep up
high interest mortgages This allows poor and espeally some munonty families
w0 purchase ther own homes At least this was the expressed intent of the
legislators who passed this 1968 HUD Act However, the FHA s administration
of the 235 Program has not lived up to this onginal intent, according to the Civil
Rights Commussion s findings In its 1970 study to determine the cffectiveness
of the 235 Program 1n opening up housing opportunities for mmonties and other
low-income farmhies the Commussion found that most of the 235 Programs
housing was constructed 1n the suburbs

The neighborhood group learned that certan procedural conditions had to
be met just 1n order to apply for partscipation in this 235 Program, which 1t now
had decided 1o pursue The group began these steps by agrecing among
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themselves to become a California corporation and by engaging an attorncy to
draw up the proper papers and complete the process of sccurin‘g the necessary
papers for the group’s becoming a nonprofit California corporation, Thc- group,
now a corporation calling itself the Corp, learned that to meet the minimum
requirements for the 235 Program, it had to demonstrate that it had the
capability to administer such a program. At the time I entered the picture, the
Corp had fulfilled all the initial legal, go 1

and izational
procedures necessary. The Corp had:

Become incorporated as a nonprofit organization.
Elected officers and assigned responsibilitics.
Broadened its base of community participation.

Secured proper recommendations from city and other public and private
officials.

Secured financial commitments from local banks.

Drawn up plans for rehabilitating the units.

Hired a qualified consultant experienced in the area of housing.
Held meetings with residents surrounding the units,

Produced a master plan for advertising, marketing, and selling all units in
time phases.

Begun 2 homeowners' counseling-center class.
Organized a youth patrol.

In addition, the Corp held numerous meetings; made many personal contacts;
and produced volumes of documents and application forms, letters,

letters, and so forth. In short, the Corp met all the technical requirements
required by HUD, FHA, and the VA to administer a 235 Program, including a
separate homeowners’ counseling center. But the ultimate question remained:
how could a group of ordinary black citizens—ve;
men and women of little education—
and, through a nonprofit corporation,
title, rehabilitate, and sell these units?

replies to

ry poor housewives and working
eventually gain contro! of the 160 units
receive HUD grants under the 235 or 236

THE CORP AS INTERVENOR

The Intervention Sequence

The Corp had begun what eventually turned out to be a Iong, arduous,
frustratmg, and ceaseless bartle with the federal government by obtaining
tnformadon kits from the local Model Cities offices of Bright City. This
information kit gave general directions for seeking government funds for the 235
Program, The first procedure for the Corp was to become incorporated as 2
nonprofit organization in California. But the Corp had neither the funds nor the
personnel to take even this first step. This created the first big dilemma for the
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Corp, because at the ume the Corp became aware of the existence of these HUD
programs, there were two immediate deadline dates to be met if the Corp wished
o be considered for that fiscal year’s funding In addition, there were many
other procedural steps to be followed simultaneously At this time, the Corp,
without any outside or professional assistance, met and decided upon an overall
general plan, brefly summanzed as follows

1 Organize as a formal corporation, with appropnate officers and assignments
2. Direct the Corp president to contact and set up a meeting with
a  The regional HUD office
b The regional FHA office, located in 2 aty several miles away from the
HUD office
c. The local (Bnght City) Justice Department Community Relations
representative
3. Authonze the Corp president to call the HUD office in Washington, D C, to
mquire about any additional procedures not covered n the information kits
4 Meet every might to review progress and study the guidelines of all federally
funded housing programs and to modify all plans as their feedback
ndicated

The First Big Wall

The Corp followed these general plans and were immediately instructed to
file all application forms, they did this even though they were not yet
wmcorporated this fact was known to the director of the local FHA office, who
so wstructed them At this time, they were also told that they must first get the
VA to agree to sell them the umts before any further discussions or steps could
take place between the FHA and the Corp. All of these directions were given
over the telephone, none of the meetings had, as yet, taken place The Corp
president then set up meetings as wmnstructed (see the hst above), and on most
occasions, at least three of the members attended

The first meeting in January was with HUD personnel assigned to the 235
Prog The HUD lor d d them to the regronal FHA office, which
they wvisited the same day In tumn, the FHA directed them to contact the VA n
Washington, D C, and after getting clearance there to contact the regional VA
office and obtamn a letter from them that in essence indicated that “the VA
agrees 1o sell the subject umts to the Corp, provided the Corp meets all the
quahfications to be a sponsor of a 235 Program, and provided HUD and FHA so
certifies them within the next 45 days ™ To the Corp, this was 3 bombshell and a
delaying mcue, since by this ume all the office personnel dealing with the Corp
were quite aware of what such a “cerufication” entailed and that the Corp was

only then completing 1ts own formal organization. It was obvious by this ume
that the Corp needed prof 1 hnical Nine full weeks had
passed since they had first met to draw up their general plans, and they were sull
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not incorporated and were without funds to pay for services of any nature. They
made contact with the mayor, who wrote 2 letter supporting the cfforts of the
Corp. A prominent minister and attorncys had agreed to lend their individual
assistance, The mini the R d Seaton, d the poverty program
director, and, together, they arranged to have an attorney draw up all the papers
for incorporation. The poverty program director zllowed the Corp to use his
office duplicating machines, and, after work hours, he authorized the use of his
office for meetings and conferences with the local representatives of the Justice
Department and other interested citizens who had, by this time, learned of the
problems of the Corp. The gencral mood of city officials, community youth,

5 and local residents was ially one of attempting to facilitate
the process of helping small neighborhood groups help themselves.

Some Funds Are Found

For the next month or so, all the Corp’s activities came to a stand still,
except those aimed at securing enough funds to pay for technical assistance.
‘They were fortunate, in that they experienced their first small, concrete success:
one of the local poverty program directors, with whom several members of the
group had been associated, was informed of their plight and arranged to have
them receive a grant of $3,500, This, too, was contingent upon their securing the
services of a consultant and of their becoming incorporated. They agreed to
these conditions and received the $3,500. Thus, eleven weeks after the Corp had
met and drawn up its overall general plan, it received its first money, contingent
upon execution of a signed, written agreement with a professional consultant,

knowledgeable in the area of government housing specifically and in expediting
“red-tape” bureaucratic processes in general.

The Consultant Is Hired
The Corp held its first meeting after receiving its money and directed its
president to call the FHA's Washington, D.C., office the following day to in-
quire about possible consultants. The FHA personnel informed the Corp that
it could not make referrals or recommendations on the hiring of specific people.
But the Corp was given my name as on¢ person with past experience in the
general area of housing, I was contacted by teleph the following d.
days after the meeting—and arran;

Bright City. This initial mecting,

g day
ged to meet the Corp officers at their office in

which lasted for four hours, was essentially set
up to:

1. Discuss the need of the Corp, with references to the services of a consul-
tant.

2. Explore their problems in relation to the FHA, HUD, the city, builders, as
well 2s to contracts, agreements, and other interactions and neccessities they
would have to deal wath.

3.

Draw up a tentauve agreement with terms of schedules and fees.
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The commuttee agreed that 1 was to be responsible to the executive commuttee
of the Corp, which was made up of the officers and two other board members
Additionally, the president was authonzed to confer by telephone or in wrniting
at any ume with me, imnated by either of us, and the agreement was to be
between the Corp and me, and signed by all of the members of the executive
commuttee

THE CORP’'S MODUS OPERANDI

An Approach

Underlying many of the diemmas facing the Corp and other parties
mvolved were certain conditions and factors, as well as assumpuons, mherent in
this enterpnse, which contnued to crop up in the early mecungs between the
Corp and the other parties Some of the assumpuions related to me directly and
are so ind d in the foll g d To avoird some of the hkely
confusions, they are histed below as givens and assumptions All of these are
likely to operate with groups everywhere, to different degrees, since they
represent, for the most part, general principles of group social behavior and
group dynamics, but they were crystalized very dearly i the Corp's
mteractons wich all parties mvolved, when dealing with particular issues

®  Most Corp members did not behave in a Linear fashion, most behaved both
wratonally and illogically at times and rauonally and logically at other
times—as do most people everywhere

® Most operated from the basic stance of vested nterests, which were
definable and 1dentifiable—as do most people everywhere

* The Corp worked not just best, but enly, for selfish reasons, which included
returns that were gible (for ple, ach: t, nner sansfaction,
status changes, and so on), as well as rangible rewards— an assumption
everyone 1n the group impherdy accepted

*  What was considered good or bad was relauve and 2 function of the group at
2 given ame, under 2 gven sct of conditions

® The ongnally expressed goals of the group were to be modified as the
operation was ot d

d—an ption everyone

® The Corp was not neutral on issues of values

® Roles and functions also changcd (1n a verucal and honzontal sense) as the
operation was 1 d—an p thatalso b an operanonal
pracuce

*  Consultant service shills were subject at umes as a purchasable package, to
the same rules and procedures in the marketplace as other professional
skills—perceived by the Corp as a2 marketable item and accepted by
everyane.

¢ In this housing program, there were always at least two forces involvedin 2
power batde, with the Corp wanung something held by the VA, HUD,
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and the like, which were refusing and resisting giving up anything to the
Corp. i
» Members of the Corp and the other power blocs engaged voluntasily in
activities that promoted their better selfimage, peer acceptance, and status
standing, but avoided and resented those that negated these positive self-
and peer perceptions.
There was at all times an implicit value system operating. This meant that
the Corp and the other partics involved always operated within some kind
of social context.
Power was seldom voluntarily surrendered; it always had to be taken
through some method of threat or confrontation.

(1 do not mean to imply that these pti or other operating dynamics
were spelled out or discussed as presented here. This was not the case. True, at
different times, some of these assumptions were alluded to indirectly or were
single clements of a general discussion on other subjects, but they were not
openly discussed and agreed on. In fact, most members were not cven aware that
they were making and operating on any assumptions, unless and until it was
pointed out to them; this happened in a few cases, as noted later.)

A Case in Point

One potentially explosive meeting took place between the Planning
Department of Bright City and the Corp. The meeting centered around the
discipline of 2 city employee and “who pays the salaries of the department's
personnel.” The Corp took the position that, since they were taxpayers and
sinee all city personnel are paid out of taxes and other public funds, therefore,
the Corp actually paid 2 part of the city employees' salarics. Further, with this
established, the employees could be held accountable to the people who paid
their wages—hence, to the Corp. The Corp was absolutely correct—but only in
the theory of democratic governance. Everybody recognized and conceded the
validity of this position. But the meeting came to a rapid halt when the question

arose s to why, if this position were valid, the city shouldn’t fire one of its

k cused of having walked, unannounced and
unescorted, into one of the Corp member’s homes while the wife was taking 2
'show:r; she had yelled out to him as he pushed passed her six-year-old son. The
immediate issue here was that the white man had, by this action, insulted a black
woman, arrogantly invaded her prvacy, and disrespected her as 2 person; that if
the color and roles were reversed, the chances were that a black man would have

been locked up 1n jail the following day, without possibility of bail. As a result
of separating these issues out alon

. < g primary, secondary, and so on, strata, all
parties were again able to i openly, E Uy, it was agreed that
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disciplinary action would be taken aganst this mspector (We learned later that
he was reassigned and placed on s1x months’ probation )

But the dilemma was compounded how, on the one hand, should the Corp
handle thus kind of racial issue without 1ts becoming the spark for an inadent
that could be broadcast and carried by rumors to the community, thus setting
off sull another chan of racial disorders? And, on the other hand, how should
the Corp handle this delicate matter so as not to have 1t become a jusufication
for delays by the city? Other questions came up constantly dunng this crucial
penod should the Corp compromuse, should it let the black community hnow
about these nadents, and pnvately seek to orgamize some demonstrations
against the aity, would the consultant utihze the incident to sell out the Corp?
All of these 1ssues were eventually handled in ways that allowed the Corp and
the aty to conunue worhing to the mutual benefit of both The answers came
operationally from the nature and dynamics of the situations as they unfolded
We shall return later to this incident to view ather aspects of 1t

Another question raised by City Hall at this ime was a direct but disturbing
one to the Corp for whom did this body of twelve ordinary black cinzens
speak, and who gave them the nght to do so? To the Corp, 1t was a sumple
matter they spoke on behalf of all oppressed peoples in Bright City and,
specifically, on behalf of that aity’s black ghetto residents, but not necessanly
for the well to-do blacks They had followed all of the ceremonial steps of
mncorporation required by state, federal, and aty regulations, hence, they should
be considered a legal entity As such, the Corp considered wtself authonzed to
tutiate whatever means were necessary to achieve its avowed goals within the

legal provisions of 1ts charter The Corp took the position that the state gave
them the nght to speak m behalf of the people, because they themselves were a
part of the people To the Corp this was clear-cut and “no big thing!

To the Corp, therr legal status also imphed that the aty, the FHA, and
others were obligated, both legally and morally, to recognize them as having
certain inherent nights by wirtue of their charter The Corp was disturbed that
they apparently needed to use confrontanon or threat of force to effect such
recognition from these establishment agencies 1n contrast to other sumlar, but
nonpoverty, groups that had dealt with these “aity halls’ and had received due
recogmnon without having had to use threats or engage 1n direct confrontation

MY ROLE AS CONSULTANT

1 was hired by the Corp on a professional contract basis to perform certain
tasks that could be easlly cnumerated and modified if necessary For me, this
arangement was routine But considering the nature of the Corp’s program, the
people involved, and what was occurning 1n Bright City at that nme, as well as
the peculiar events that had taken place only shortly before, which were
potentially racially explosive, my role and function 1n this program qualified 1t
as far more than just another routine consulung job
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It was soon apparent to me and the Corp that there was an impertant
category of issues to confront and resolve in order to establish mutual trust and
cooperative functioning; otherwise, neither 1 nor they could, in good faith, begin
o carty out our contractual obligations. This other category was what might be
called “general ethical, moral, and cthnic/idcological issues.”” In the specific
context of this program, this other category of issucs was far more pressing and
important than my simply performing the tasks written down in the contract.

But deciding how to handle these other issues or cven define them clearly
was not easy. So, in order to cover these different levels of personal involvement,
1 have chosen to list first my assigned role and activities with litde claboration,
and then to discuss the other issues in some detail. The Corp also had these same
issues within its orbit, inextricably interwoven with mine, since we interacted

together at all times and were independent, noi

t in practice, but only as far as
this p ion is d. They are sep d here only as a matter of style,

and this issue is discussed later under “The Corp as Intervenor.”

My Assignments

In general terms, [ was hired to perform the following tasks:

Review all paperwork done to date by the Corp and make changes if
appropriate.

Review the organizational process of the Corp, make related changes, and
initiate other steps as mutually agreed upon by the consultant and the Corp.
Review the Corp’s overall plan of action and suggest any changes that
scemed needed.

Meet with the Corp not less than once 2 week for not less than six hours per
meeting.

B? available on call to confer on any matter relating to the Corp’s program.
le': the Corp the benefit of my expertise and direction, as it related to
their goal, and consulting assistance in other related areas.

In my association with the Corp, I worked also with city hall, community
graups, individuals, and with various government agencies. The Corp and [ met
at lfast once 2 week and, at umes, for four hours a day or over a weekend.
During ﬂ:lt weekend sessions, ! conducted training semunars for the staff or for
community groups on the topics of Yy or invol of
youth, and counseling, as well as on other technical matters, such as filling out

credit application papers, and so on The activities | performed ncluded the
following:

. \Vr'uing 2 summary paper on HUD, Manpower Progress; simplifying the
writing for Corp members.
* Filling out the Corp's form for HUD “Request for Preliminary Deter-
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munation of Eligibihty as Nonprofit Sponsor or Mortgagor (FHA-Form No.
3433, Rev 1/68)"

e Compleung the Corp's “Transmittal Notice No 1 Counsehing for Home-
ownership for Low and Moderate Income Families (HM-7610 1) ”

e Helping to complete the Corp's “Personal Financial and Credit Statement

* Compleung papers on requests for bonding

® Conducting four training semunars for community people on the programs
of housing for the poor

e Conducting three “How to” seminars for the Corp, related to thewr
particular program

* Reviewing the personal and confidential records of all Corp members and of
the Corp uself

e Meenng several nmes wath interested builders and other contractors

e Preparing the Corp’s apphcation for a “Program Supplementary Funds
Request” to the local government program center

®  Constructung a PERT chart for the entire projected program

s Holding three private conferences with Baght City's representative from the
mayor's office and two other conferences with local bankers

* Completing many other forms, holding other high level meetings alone, and
meeting and talking with hundreds of other people n carrying out these
acnvities

It may appear that the consultant’s role was clear cut, but 1t was anything
but that Not only were there the practcal questions of uming to be faced, but
there were also unexpected conferences that the Corp was notified of at the last
minute and which 1t was expected to attend, and unanucipated forms to be
secured, filled out, and mailed which had direct bearing on the bigger 1ssues of
trust, confidence, and oppenness between me and the Corp As things evolved,
these 1ssues were both raised and resolved explicily and within a tume frame
conducive to full acceptance by both myself and the Corp, and obvicusly, unless
this ntergroup relations process was taken care of first, there could be little, 1f
any, mutually successful accomphshments or satisfacuon on the part of erther
facton

My Personal Ethical Position

These activities were not the ones that constituted the core of any of the
difficuluies inherent 1n my role Rather, my concern was with the issues and
imphicanons involved in the many questions hsted below, which are concerned
with ethical/moral and cthniciideclogical 1ssues A few are obwiously only
thetorical, others were posed as guidelines for clanfying in my own mind the
parameters and framework within which I should perform my tashs and interact
with the different people involved in this program To define my role, 1 asked
mysclf these questions
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1. What should my role be: a resource for data only ora planning strategist?

2. Should I accept the job, even if I suspected that my values differed from the
Corp’s in relation to low-income housing or to perpetuating a black or racial
gherto?

3. Shonld I seek to subtlely influence the Corp into wanting to move out of
this ghetto and not worrying about all of the long-standing city problems?

Should I teli them to fight city hall my way instead of their way?

5. How much should I share what 1 learned from them with the “downtown
boys”?

6. How much of an advocate for their cause should I openly become?

7. And, knowing they might have money available for consultative services if
they got their grant, how much and on what basis should 1 charge them?

8.

What degree of mutal trust was or should be established in our
relationship?

1 do not wish to imply or pretend that my own clarification of my rolc
took place in an orderly, sequential, and logical manner; it didn’t. The answers
to my questions came i ddenly, i slowly and stubbornly,
and sometimes not at all. But in the main, answers came gradually while I was
engaged in an activity related to a particular question. And then again, there
were periods when 1 modified my own internal position on an issue, or simply

held 1t in abeyance. At any rate, here are the answers, as | finally crystallized
them:

1. My role was one of many faces: a resource for data, suggestions, ideas, and 2

planning strategist. [ stayed open to the playing of many roles.

My values, as related to low-income housing, paralleled those of the Corp:
there should and must be provision for this kind of housing market, and it
must be spearheaded by a group sufficiently committed to the idea to see it
through. The second part of this question was not quite as easy for me to
handled. 1 resolved, however, that the possibility existed that, within a
decade, these units would be part of the city’s black ghetta, and thea 1
reasoned that they already were. (My deepest personal commitment is to

creating ‘new parterns and arrangements of housing units that preclude such
a possibility of at least the probability.)

2,

No. Our democratic society can work best by having its citizenry worry
about and work on these kinds of problems. Besides, my life for the last
twenty years has been spent in just this kind of effort: worrying about all
kinds of ghetto and ity problems

They should do it their way. 1 would help them avoid prfalls or other
hammful and meffective methods through suggestions and ideas, if ap-
propriate.

| resolved this issue by letting the Corp know in advance that 1 would
share with the “downtown boys” only that knowledge which 1, in my
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best judg deemed y at the ume to achieve the parucular
objective, and nothing more I also helped them define for me and for
themselves those areas they considered secret and confidenuial and those
not closed
This 1ssue 1s closely linked to question 5 1 knew from experience that
once I was perceved by the estabhishment as an ardent advocate for “‘a
cause” my effectveness in dealing with them would decrease accordingly
My stance and posture had to be one of objecuvity, of a professional
approach, of fairness and sound judgment It could not be a biased
position 1n the sense of having missionary zeal And anyway, my relation
shup with the Corp meant that I was in their corner, working for them
At umes 1 became therr spokesman At all umes I was working i therr
behalf At other umes, 1 was mn fact their advocate, depending upon all
the circumstances of time, people, and 1ssues But I resolved that I would
avold becomung their chief advocate, because such a posiion would tend
to blind me to some of the things that at tumes needed a fresh, ques
tioning approach
7  On this 1ssue, I drew up a schedule of fees that would hold true whether or
not the Corp recewved a big grant I also wrote a proposal for the Corp,
which was accepted, that included consulting fees for my services and other
categornies of assistance
8 From my side of the street, I knew that, despite all we mutually agreed to
on paper, the extent to which we mutually respected each other enjoyed
doing “our thing” together, and wroned out any differences that might anse
all depended on a high degree of mutual trust This extended even to their
not having enough money to pay me at umes while I conunued to work
even harder Mutual trust kept us movimg, for at umes that was all we had
going for us

Once I felt 1 had these ethical 1ssues resolved, doing my job was casy Butl
was poignantly aware of the fact that the Corp was engaged n a ‘real war” (as
they called 1t) with “whitey ' They saw themsclves as bemng trcated as
slaves—blach slaves—and were out to wage this war accordingly

The Subjective World of the Corp

1d d b

To fully understand the issues d below, ir1s Y 10
this context of waging a war” and the expeniences of the Corp more
completely First, this was a self initiated and self-directed project started by
mvolved aitzens It was designed and perceived by them as an opportunty, per-
haps never to be equalled, to exercise a calculated degree of direct control over
a small facet of their lives, and to control 1t in a real, concrete sense, notinan
abstract way Dunng thewr waking hours all of thesc Corps members were faced
with the naggng problem of physical survival for themselves and their famihies.
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But along with agonies involved with mere physical survival~of kecping a job
versus unemployment, of paying the rent, feeding the children, and the like—go
the doubly energy-sapping gi quired to the psychological-
emotional equilibrium nceded to keep going and to feel that “we can change
things” for the better. This kind of total mobilization of energies from all
intemal systems is essential if one is to function effectively as 2 group
member in bringing about these changes, though they may be small by other
people’s standards. It was this complex array of interacting dynamics that
surrounded my performing cffectively in relation to the phase of my work

that 1 will now discuss, and which brought into play another whole set of
considerations for me.

The Corp was a small ethnic/raciat minority operating within the bounds of
racism and, to them, imperial colonialism within Bright City’s urban setting. To
isolate these dynamics for my own resolutions,
questions, “survival and strategy ideology,” in contrast to questions of ethics
and philosophy, as such. The central concept here is one that postulates the
Corp bers as pereeiving th as “subject citizens” in semienslavement.
U accepted this definition as valid and a5 the basis for my direction and
orientation. This concept is crucial in understanding the role definitions and
functional decisions as they relate to the intervention process involving
these subject citizens, These subject citizens in Bright City perceived their
situations differentially, based on race and poverty, defined their problems
differentially, and, thus, sought solutions based on this differential per-
ception of themselves and all the others involved.

This is indeed a valid perception,
concerned. But the Co

1

1 called this category of

as far as these subject citizens are
TP was also decply aware that their perception of
was in lity a refl of the perceptions of themselves by
others. The history of this country’s treatment of its racial/ethnic groups attests
to fhe fact that these groups are defined and perceived by the oppressors as
subject citizens and are accordingly treated by the oppressors on a differential
scale based on color (race) and poverty.

The significance of this historical fact of life in the United States with

r:f:rcnc'c to my role is that | was required either to share this differential
pereeption and operate from that stance, or to accept as valid their differential
perception and operate as 1f [ shared it,

1. Should I accept ths position of “being at war” as being my own or as mine
sumply because [ was working with my own people in this instance?



N

3

COMMUNITY GROUP AND FEDERALLY CONTROLLED HOUSING 35

Should the Corp be guided by my own racial/ethnic identification or by my
competence, independent of my racial identity?

Should the Corp compromuse? If so, in what ways and on what points or
posiuons?

Should I help them orgamize to pressure the oppressor (city hall) as a
function of my role®

Should I be neutral and play 1t cool and be perceved as not one of them
(n this instance, meaning “a black man") by the power insututions, that
ts, FHA, VA, and so on?

How should the strong feelings of racism be handled, and by whom (by
me, by the Corp, or by both)?

What role should 1 play in helping the group decide when and how to
define and accept relauve logical and psychological gamns within a
context of relative gamns, if they were made m the context of general
oppression within this or any society, independent of racism?

My Own !nner Struggle for Resolution and the Answers

I recognized from the beginning that my personal position on the issue of
actual war was similar to, but not the same as, that of the Corp I had
always accepted as a working principle that the racal/ethnic minonties
were at war with the isututions of the establishment, based on the same
historical and social realities assumed by the Corp For me also, hife 1s 2
continuous personal battle between myself and the oppressors, who,
because of my color, prevented me from functioning effectively—the same
position as that of the Corp Yet, I have always been able to separate
social reality from the strategy necessary to deal with the reality For me,
this means that there are times when different strategy positions are taken
in order to achieve specific objecuves, independ of my philosophical or
deological position about racism and poverty The situation and 1ts
peculiar dynamucs, to me, should dictate what speafic public stance s
appropriate or nappropriate But for the Corp members, understanding or
accepting this kand of separation of social reality from strategies to cope
with it was at umes 2 strain for them because of their Iife experiences 1
took this position 1 all matters and eventually convinced the Corp that
survival was indeed the first prionty for all of us, and that this meant
playmg 1t cool at times as far as racism was concerned, withoutr com-
promusing personal convictions and principles 1n any way It means that,
in the area of methodology, compromise was both legiumate and ac-
ceptable, as well as expected by all others involved

No The Corp at all umes had to be guded by therr own cthmic related
convicuons, independent of anybody clsc’s racial idenuty

Yes As mentioned in the answer to question 1, the Corp learned to
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compromise on issues that related to methodology, techniques, or timing,
but not on issues of fundamental principles. This distinction is crucial.

Example 1: At one meeting, | was called upon to react to a question
regarding the eventual makeup of the board of directors of the Corp, once it was
operating as a funded agency providing low-cost housing. The :sscncc_of the
issue was whether the Corp would allow this new board to include

tives of all ic levels and cthnic/racial groups, in the vein of t-hc
porvcrty program projects, which by law had to have at last one-third
representation of the groups being served with the remainder coming fr?m the
community at large. The ansewer had to be “no.” The Corp would continue to
decide who, and in what numbers, would be on its board, unless there w.crc
stipulations by a funding source that made such a board composition a condition
for receiving the funds. To me and the Corp, this was a fundamental issue, nf)t 0
be compromised. Since the Corp was formed by a group living in a restricted
area of Bright City, since it was not under the poverty program guidelines, and
since the Corp was following HUD's regulations. which did not mandate such a
formula for board composition, there was no rational basis for the question
especially as it was asked by a city representative.

Still, the bigger question was: if the reply were a categorical “no," and if the
city had in mind plans to assist the Corp in securing poverty
would this adamant reply preclude any further negotiations wi
possible funds from that agency? After a brief in-house discuss;
together that the reply was still an absolute *no.” But—
a funding agency made a concrete offer conditional
composition, we would want to talk to them directly,
it turned out, the city had no plans in mind for such
g0 along with the Corp’s position on the maiter of bo
it found a source.

Example 2: When the issue of how
accounting matters—by a firm chosen by the Cor

program funds,
ith the city for
ion, we decided
and this is significant—if
on that kind of board
in person, at that time. As
funding and was willing to
ard composition, even had

s after an analysis of relevant
ccepted. It was.

4. Yes, under appropnate conditons. At o
have a group of high-ranking black and



COMMUNITY GROUP AND FEDERALLY CONTROLLED HOUSING 317

hardships, I was “‘one of them ™ At times, however, my role, not my color,
was primary In these instances, (n additton to being both “black and one of
them” I was also one of the technical experts sitting around the table with
several non black specialists, drawing upon one another’s expertise 1n a given
area The point 1s that to have my blackness—however defined—always out
front 1s both a hindrance to effective human interacton and unnatural
role-playing There are times when, even to me, blackness outwardly
displayed or promoted 15 out of context and 1s of 2 patromzing and artificial
nature This leads naturally to the next queston

Feelings should be handled dehcately at umes, forcefully at tmes, always

honestly and openly, the iming must be a matter of personal sensiuvity and

judgment. But such feelings should be handled and resolved within the

person or groups expenencing them and by those most affected by them, or

by a design of mutual agreement At tumes, I was asked to handle some very

sensitive matterns of racism and, at other tmes, individual persons handled

them, styles vaned, as did the intensity of the emouens mvolved

This question, as a penpheral 1ssue, cropped vp constantly in many

disguses

‘ What do they think we are—a bunch of fools®"

“Sounds good and that’s not too bad a deal, but for so long the white man
has handed us a bone and never come back to give us any more, except
another bone *

“Yes, but 1f we're gomg for the whole hog, then let's go for the whole thing
and not let hum think we're sansfied with just a hule piece of the
hog—although I don’t think this offer 1s that bad. But you know how The
Man plays us for a fool ™

“If we were white and were offered that much, it wouldn’t be no big deal
cause 1t would be white and white But we ain’t white, penod

1 simply played this one by ear, because all of us soon realized imphaitly
that each day was different, that each event was unique and had 1ts own
configurauons and that all of us were i flux and changing our own
positions on the 1ssues subsumed 1n this question as the concrete instances
crystalized 1 handled this one by whatever mode seemed nght for me at
the moment sometimes by silence, somenmes by a wrntten analysss, other
umes by formal discussions with the Corp or, privately, with individual
members

1 mught note here that the subjects of racism and poverty were often discussed as
agenda stems. But the question of how to program strategies for dealing with the
cmotional and psychological effects of the establishment's systems that
perpetuated racism and poverty bore the most fruit in concrete terms, as the
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Corp worked with their own feelings and those of others in influential p'osidons.
This viewpoint is based not only on my own perspective but also on the 1nf?nnal
comments of the Corp members themsclves. While I wrestled with these issues

from my perspective, the Corp was also involved with them from theirs, to
which we now turn our attention.

THE CORP: ITS ROLE, ITS ETHICS, 1TS IDEOLOGY

The Corp did not define itself as an intervenor per se, nor did it inm']?l'tt
the range of activities in which it was engaged as that of social intervention.
Defining the group in these terms is my choice. The members were aware,
h , that their invol was designed to redirect the resources am‘{
energies of several large government gencies with refi to those ag:
allocations in Bright City. If necessary, they had sct out to force the city to

redefine black people in Bright City by altering the structures through which the
city dealt with them and perceived them.

For the purpose of this chapter, the term “social intervention” is used to
refer to those particular activities, of whatever nature engaged in by the Corp,
that were directed toward achieving the objective of acquiring the housing units
and the funds to operate as the controlling agency of those units. Whether the
behavior of the Corp was calculated, overt, or covert, as long as it was directed
toward achieving the objective and utilizing other skills, my role was to give
them specified input to help them achieve their goal more effectively.

Ethical Considerations
From the beginning, there were certain questions of ethics/morality that
faced the Corp. Some of these related to me as their paid consultant; others were

centered more around their own tights and their status in the immediate
community of the housing units, as reflected by their peers’ behavior toward
them. Those that related to me directly were relatively easy for them to handle
among themselves and with me.

Questions of ethics arose only darily as openly di d issues
between the Corp and me; these were usually around particular situations. For
example, the Corp was quite explicit in letting me know that the program was
theirs, lock, stock, and barrel; that I was there because of my specialized
knowledge and skill, that whether or not | shared their values relative to decent,
low-cost housing for the PoOr was irrelevant to them and to my performance, as
long as I did not allow my values, of whatever nature, to get in the way of
my performing cffectively.

This kind of objective performance was
however, between

not quite 5o casy to bring about,

the Corp and other resource people. There was an elecmical
contractor, for instance, who was discha

rged by the Corp, despite his
competence, because he didn'y believe 15 giing those poor people” topgrade
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winng matenials 1n thewr houses for “them to destroy and not appreciate ” Then
there was a minor dilemma created when the City Planning Department refused
to demand detailed specifications from the landscaping contractor The Corp
was eventually able to persuade the department to issue such an order The
department’s reason was that “that part of town could do with less elaborate
lawns because too much landscaping would be out of context with the other
surrounding neighborhoods

Following 1s a summary of the ethical questions of the group, which relate
to these instances and others

1 What should be the role of the selected consultant? What do we really want
of him?

2 Should he be hired to tell us what we ought to do or to whom we should
sell these housing unuts and the price we should set?

3 Will he sell us out to the VA or FHA? What can we know?
How can we know that he shares our values relating to decent housing for
the poor?

5 Whose program will this turn out to be—his or ours?

The Corp's Answers

1 To them, imtially, my role was easy to define I was to help them do
whatever they were not dong but ought to be dong to facihitate theiwr
getung the funds and the umts After our first meeting, the list of my
actvines, already discussed, was agreed upon as a framework and departure
pont

2 No He may give ideas and help us determine how best to go about
accomphshing a task, but he may not tell us what to do As for the pnices of
the umts, these were set within specified range himuts by the government
The Corp msisted that they would select who should or should not buy the
umts—again, within the gudelines of the government program

3and 4 These two questions were closely related 1 the Corp's view “He may
scll us out if he does not share our values But we can learn what s values
really are only as we work with him, despite what his references tell us
But the Corp was equally convinced that even if I didn’t share their values
on low cost housing, 1t was entirely possible that I could and would be able
to work effectively with them as their consultant They were aware of how
my personal behavior would eventually reflect my own values they were
willing to test me later, as we interacted

5 This question becomes crucial when we remember that I was onginally hired
because 1 was supposed to know how to plow through the red tape, ger
things done, and meet with the “big boys” and for my ability to persuade
many affluent and influennal people to joun with and support the Corp’s
Program What, then, would prevent my using them and their contacts as an

N
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opportunity to “push my own thing” in the nam:.of th? Corp? T!'lcy w;:;:
not naive. They reckoned that the primary mgrfdxcnts against .
probability had to be my own integrity and commitment to the s:i.mf
objectives and goals they had. They were willing to take the risk because o

my reputation and references.

With the Corp, it was not these questions that caused the most concex:l,
although, logically, the considerations of top priority may at first appear to | ;
those of an ethical nature, The Corp was primarily concerned, howcvc.r. wit
cthnic/ideological issues, the counterpart to those listed earlier as

survival-strategy ideology: they are one and the same, as perceived from our two
different perspectives.

Blackness and Whiteness

The Corp was made up of twelve black residents who had lived in thf ghetto
for an average of nineteen years. Seven of them had lived previously in these

same project houses and had witnessed their deterioration and the typical
tug-of-war over these units between the citizens, on the one hand, and the
federal government and the builde:

7S, on the other. This experience was
internalized as a personal insult by these residents. Moreover, this experience was
further concrete proof to the Corp that “the white men” could and would do
anything to black people, because they have money and power and the black
people don't,

To the Corp,
as benefitung all
their opinion th
carlier. It was

it was simply irrational that they should think of their project
the residents of Bright City. This was nonsense to them. In

because they had despaired of fighting
racial battles with city hall and always

coming up the losers, But to the “lintle
black people™ of the Corp, owning a house was v,

ety crucial, In a concrete sense,
they defined and perceived housing as:
*  Avalueobject
¢ Asymbol of stabiliy
®  Anexcrase of local and wndradual control
*  Aninvestment i the future
.

A product of indvidual instaatne and industry
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® A symbol of upward mobility, or locked in immobility and wisibility of
caste and powerlessness
*  Anght

As percewved by the Corp, white people generally could lve as they choose,
nonwhite people, speafically blacks, could only Iive m places and under
conditions that were determined 1n one way or another by white people and the
few nonwhites who were part of the elite *‘who run this country ” As alluded to
earher, therr on going battle with city hall to effect ther project was seen as 2
real war though, of course, without guns, violence, or other unnecessary
equipment Wars were fought on the formal battlefield with physical weapons
and off the battlefield with other kinds of weapons By virtue of the dynamics
of this contextual thinking and perceiving, the Corp had impliaitly created a set
of eriteria with which to evaluate the performance or input from me and all
others Thsese critenz were never wntten out and discussed as such, they were
simply always there They flowed naturally from this basic premuse that the
1deology of blackness was a necessary tool for survival in Bright City (and 1n the
whole United States, for that matter) More precisely, there were a few questions
mherent in the stance on blackness

®  Are we black first and residents or citizens second?

* Shall we hire as a consultant anyone who does not share this ordenng of
pnionties?

¢ Shall we compromise? On what? How?

In pracuce, this stance on blackness had first to be translated mto specific
acuons It meant, for example, that all general plans to achieve objectives or the
overall goal were mapped out from the perspecnve of black people first and last.
It also meant that T was acceptable to them to the degree that they felt I was
comforuable with their position and to the degree to which my positon—
whatever 1t might be~forced them not to question their own blackness It was
urelevant to them whether my postion on this 1ssue was ever made known
publicly or privately, since my behavior would soon tell them exactly “where I
was coming from " They had already hired me and were alledgedly satisfied that
my technical competence was not in questuon They had checked me out and
concluded that over a period of ume I had what they were looking for 2
demonstrated ability to cffectively assist groups of all colors with various
philosophies and ethme 1deologies achieve their own defined goals
But 1t was not only competence that the Corp was evaluating I had to be
both competent and black, for my blachness was an ingredient of my
competency It really didn't matter what particular black 1deology I
d—Black Nataonal Pan Afncanism or whatever The point here was
d\ls the Corp was agreed that whatever shade of blackness I cmbraced was a
personal matter that we didn't even have to talk about If at some posnt later on,
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our ideologies led us to place different priorities on the rc’lc of b-lackncss asa
first consideration in general planning, then, at that time, we'd facc it. be
The question of the Corp’s compromising became a [o?l or strategy t.o-
utilized deliberately and wiscly to accomplish winning this battle of 'gammg
power from the establish then, it was acceptable. Not to compromise an
w0 lose when otherwise the Corp could, and would, .havc gained :/35
unacceptable. The goal was to win each little battle, if possible. Exactly when

and on what points to compromise and how much was essentially a decision
made on a situational and contingency basis,

as each movement progressed and
tevealed the next movement. Yet there were some very wcll-unc!crstood
conditions and points that were outside the question of compromise. For
example:

*  The Corp must be the sole owner of the units—no questions asked.

The Corp must control all funds generated from sales or rentals of the units.
The Corp must be free to make final selections or to give final approval of
conwractors or others hired to perform work on the units.

The Corp must control the process by which potential tenants or buyers
would acquire occupancy of the units,

The Corp must at all times choose jts own members and appoint its own
officers.

In matters with city and other officials,
of compromise, whether of principle based o,
example, the Corp itself did in fact org
creditable black, white, and other citizens
on behalf of the Corp. These efforts were su

Corp as a Ppressure-power move and as a legitimate tool to help achieve their
stated objectives. These were primary and secondary objectives, but only
involved decisions of strategy: how should a black corporation secure title to
these white, government-controlled units? How can this Corp retain control of
internal matters and over all the processes attendant thereto? These incremental
objectives should not be confused with their ultimate goal, which was clearly to
secure government-owned units with government-grant funds and to sell them,
according to government regulations, to buyers whose mortgages would be
government-insured through the FHA, and to admij the whole pri
with minimum government interference, all within the official policy of these
same overnment-authonzed programs,

it was always a matter of the level
n their blackness or of strategy. For
anize a group of respectable and

The Corp Resolves the Issue of My Blackness
In concluding this discussion on the Corp,
note relauve to the ce;

it scems appropriate to end on a
ntral issue for the Corp:
highlighted.

blackness. Two examples will be
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Two expenences were cited earlier involving an electrical contractor and the
City Planning Department’s landscaping contractor In both of these instances, I
played a rather direct and deaisive role In essence, in both cases I'laid out the
strategies for conferning with city hall and met with the dismussed contractor to
ensure that neither party was in violation of any agreements, I also wrote the
final draft reports on both 1nstances

As [ have stated, the Corp evaluated me on the basis of my blackness, as
funcuionally defined by them In the two nstances just cited, the Corp accepted
my performance as posiive proof of my blackness After all, I had responded
effectvely to thewr requests and to their subjective, but unexpressed, fears and
apprehensions To them, this kind of intangible but effective communication
between them and myself was perhaps the most important component of being
black But 1t was not just the physical color of skin, obviously, that they were
concerned about, 1t was something clse, a union 1n commitment to a value of
human mnvolvement 1n shaping therr own destiny to the highest degree possible
within their own possibthties This was equally true with the Corp as they
evaluated others, for some of their closest friends, three of therr volunteers, and
two of their hired resource and technical assistants were white Yer, in the

subjecuve realities of oppresston as expenenced by the Corp, these white people
were part of the group and, thus, one of them It may be more accurate to say,
from a technical perspective, that these white people had been chosen because
they had the rare ability to accept others as whole people first and had the
capacxty m wdenufy with the conditions and the Corp without bewng phony or
g or ylike To them, color was irelevant They were

acccptcd as genuine, and they had been personal friends of two Corp members
over the last ten years or so

Thus, blackness per se meant far more than color of skin or espousal of 2
certain 1deology It was also a fechng communicated through human interacuon
And i spite of waging a war against the establishment, as often alluded to
earhier, on an individual basis, the war had nothing to do with the Corp’s abshity
to judge and o accept all people on an individual basts, it was not 2 war against
individual people

CONCLUSIONS PRESENT STATUS OF THE CORP PROJECT

The foregoing discussion naturally leads to the obvious questions What
happened? Was the Corp funded? And what is the current status of the Corp
program? Before answerning these specific questions, I shall briefly review the last
meeting [ had with the Corp

The setting was one of analyzing and reviewing our progress to date The
meeung was called and chawed by the Corp president to explore the whole mat-
ter of the funds, trust between us, and just what was going on At this ume, alt
the details and h for 1mpl 1ng the prog: had been pleted
The only unfinished tasks related to receving ﬁnzl approval from HUD and the
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FHA and the subsequent awarding of contracts to selected bidders. There were
ell as nonlegal issues to be covered. L.
kgal(;fn:virlrtponantc{gcgal matter was the question of the Corp’s bringing charges
against HUD, the FHA, and the original private developers; dtc. atton;?;
explained the legal implications involved in such a move a.nd. the position he ;
should be taken by the Corp. The attorney’s position, in brief, was that, maybe
in this instance, there was cvidence that the director of the regional FHA office
was himself 2 partner in some of the private investor's businesses brought abo!{t
through their mutual friendship and interests over many years. Further, that t_hls
particular office had already been questioned in the recent HUD-FHA. hous'lng
scandals publicized nationally. He explained that there may have been a question
of conflict of interest, of corruption, of using his office as FHA director ‘f’
obtain favors for a friend, and abuse and misuse of his power and authority. This
kind of misuse of office, however defined, is in violation of public trust inherent
in such positions and, of course, must not be tolerated. Abuses of power and
corruption of power may be illegal, but they are outside of the realm of the
Corp’s program per se and should be considered as scparate issucs from .Lh“ of
the Corp's seeking of funds. True, these issues, according to the Corp's evidence,
are directly related to the Corp’s not securing the HUD grant; and they must
cventually be legally addressed. The Corp, if it wished, could file suit. But t.h.c
Corp should know that if it did file suit without funds or means to sccbl‘
through, any other alternatives—if they were discovered—to secure these units
later would naturally be closed to the Corp,
decision about filing suit was made at this meetin;

However, another disclosure was made at this meeting. I reviewed the letter
that, in essence, stated the following:

“In this housing program, decisions not to
finance the Corp were made by the regional FHA office.” It was also apparent,
however, that there were governmental entities in favor of finaneing the Corp.
These included:

according to the attorney. No
2.

¢ The regional HUD office

¢ The Washington, D.C., HUD office
*  Thecity officials
.

Most of the city g and

g nment agencies and groups
So, the answer was “no.” The Co:
units from the FHA regional offi
owned the units (that s,
made by the Corp,

. Much has happened since thar last mecung, as 5 direct result of the Corp’s
intervention, despite its not having been fundeq in August, 1973, to purchase
and rehabalitate the units:

rp did not receive approval to purchase the
cc. This meant that the VA, which acually
held mortgages on them), had also refused the offer

1. The Corp brought this whole matter 0 the attention of the NAACP and
two other national organizations de:

signed to protect citizens caught in this
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kind of a situation. These groups have filed a class actuon suit on behalf of
several commumity groups, among them is the Corp of Bright City. (1, as the
consultant, do not know the status of this action )

2. The Corp connnued 1ts efforts to obtain governmental and private funds o
admumister a counseling program for low- and moderate-income families,
they recewved enough funds to conduct such a program on a small scale for
one year.

3. The national FHA office has contacted the Corp and advised them of what
course to follow and that the Corps complaints are being considered 1n
conjunction with many others filed aganst these and other FHA officials
and other governmental agency persennel.

4. The Corp has been assigned one person by a government agency (agency
dehberately unnamed) to provide technical assistance to the Corp and to aid
it 1n preparmng applicatons for funds to continue 1ts present programs on an
extended scale next year.

5. I have been requested by one government agency to submit to it any
cvidence that mght bear on the legal issues involved and have been
informed that I may be subpoenaed, if decmed appropriate, should the

matter go to tal.

It will soon be four years since 1 last worked for and with the Corp as a
consultant, but they are stll very acuve The Corp 1s now considenng other areas
of communmity acuvities, as an indurect effect of thewr involvement in ths housing
program Ther tenacity and sincenity has brought them added respect and new
status 1n Bright City. They are now the experts in housing and are widely sought
s speakers, consultants, resource people, and so forth, They didn’t get the
housing upits, but they did get added units of respect and status among them-
sclves and among their peers and colleagues at all levels.
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ON “UNETHICAL” AID
TO A (STATISTICAL)
OTHER

PETER G. BROWN
University of Maryland

Your lifc is threatened. The life of your child is threatened. The life of a
person unknown to you is threatened. Your third pair of socks is stolen. Your
child’s third pair of sochs is stolen. The third pair of sochs of a person
unknown to you is stolen.

How do these circumstances differ morally in terms of the appro-
priateness of responses? There are at least two clements relevant in formu-
lating the answer: the person on whom the harm 1s inflicted and the degree of
the harm. Is one entitled to make the same response on behalf of others 2s on
behalf of oneself? Should the response vary with the degree of actual or
potential threat? These are some of the questions that Chapter 14 by Carrol
W. Waymon helps to focus.

Waymon descnbes the situation in which he sened as a consultant as
follows:

The Corp was a small cthnic/racial minonty operating within the
bounds of racism and, to them, imperial coloniahism within Bright
At the tme this chapter was wntten, the author was a Visung Fellow at Bateclle
Scattle § Center. The op P § 1a ths chapter do not necessanly
Teprescnt those of the Battelle Research Centce, The Center of Philowphy aad Public
Policy, or thar sponsors.
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City's urban setting. To isolate these d.ynzmiis fon: my o:n ;s::lgl;
tions, 1 called this category of qucsncfns. survgva.l a: s ey
ideology,” in contrast to questions of ethics and philosophy, asb i
The central concept here is one that postulatc‘s the Cf)rp members :
perceiving themselves as “subject-citizens” f“ scmxcns!avcrflcnta.nd
accepted this definition as valid and as the basis for my direction
orientation (p. 314).

What is of particular note in this passage is that, as a result of the m:ico;):
war between blacks and the establishment, we are confronted with qlf“ .
of survival and strategy ideology, in contrast to questions of ethics an

ilosophy. L

e (S;:li zf Waymon’s arguments scems to be that, in war..cthus is m'cl.cva:;
because survival is primary. There is a sense in which this stz(cmc.nt _15. .
course, true. Insofar 2s the term “ethics” is taken to refer to the niceties o
civilized behavior, it is not relevant when issues of survival are at stake. Bl{t
the scope of ethics need not be limited in this way, and Waymon's contrast lrSl
misleading. Under many circumstances, actions on behalf of self-preservatio

and survival are ethical both on behalf of ourselves and on behalf of others.
Under these circumstances, behavior that would be unethical und_cr other
conditions~such as lying and the use of force—not only arc permissible, but

can become obligations. For example, a person could be obligated to lic if in

so doing an innocent person whose life is threatened by an unjustified force
could be saved. Simularly,

sclf-preservation permits acts for oneself that sug”
gest what may be undertaken and what may not. Moreover, it is worth noting
that in the conduct of war between nations, moral rules are thought to applys
and those who do not adhere to them are s
ment if circumstances demand and permit.!
restated as contrasting the moral rules
situations (where most individuals are complying with the rules for the most
part) with situations where significant pli by some individuals will
lead to abridgement of normal rules and the adoption of other rules that
justify tactics to restore compliance,

However the distinction is best drawn, Waymon is not as explicit as on¢
would ke concerning what actions are justified by the survival and strategy
ideology. Apparently,

» he has in mind not revealing one’s true feclings and
thoughts in cerrain circumstances {p. 315), placing duties to one’s race before
those of citizenship (p. 321),

and pressuring the establishment when possible
(p. 315).

I want to concentrate on a
Waymon: Wh
another? No

ubject to censure and to punish-
Perhaps Waymon’s point could bcl
that govern normal and peaceful

particular aspect of the problem presented by
cn and in what way may a person intervene so as to bchff‘
te that this is not the same as the question of when onc is

'I am indebted to Dr, Preston Willams for belp on this point.
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obligated to help another Nor will I concentrate directly on what one may do
to protect oneself Waymon supports the actions of the Corp, 1n part because
they are aiding others 1n secuning housing I will focus on this latter kind of
argument

But Waymon concentrates on a subset of the issues of aiding another In
sum, the issue 1s this When and how may one abrogate normal moral rules
and adopt another set of moral rules to aid an individual or group of
indwiduals whom one does not know?? In addressing this question I propose
to defend the following proposition One person may defend another agamnst a
thurd party and may do harm to that third party proportionate to that
threatened when all three of the following conditions are satsifed

1 No less harmful alternanives are available
2 The third party’s actions are unjustifiable
3 The person 15 so authonized to act ¥

The phrase concerming the unjustifiableness of the action contains a necessary
caveat, for without 1t we would be jusufymng strong or even violent responses
to farly imposed burdens*® Authorization to act on behalf of others 1s also
required 1f individuals are to be protected from unwanted nterventions
Authorizations may be of several kinds those expheitly or tacitly granted
by individuals or groups, those denving from social customs or laws, and those
couched in broad moral terms, such as appeals to principles of natural law 1

A very difficult issue that I pass over—since it 1s not rased by Waymon—is when 15
one justified 1n making violent responses “Their on-going battle with aty hall to effect
their project was seen as a real war though of course, without guns wiolence, or other
unnecessary equipment Wars were fought on the formal battefield wath physical
Wweapons and off the battefield with other kinds of weapons * (p 321) 1 assume
however at a mummum that the use of violence is a question with a very igh threshold
In cases where 1¢ 15 justified at all it 1s to be used only when 21l other means have been
exhausted unless those other means would be even more damaging and unpredictable
than resorting to violence

*Regrettably this rases another crucial issue that must also be left unaddressed
What 1s the relatonship between dutics to oneself and duties to others? Do my nights to act
on behalf of others lead to obliganons to act on thewr behalf? Do 1 have obligauons to
Protect others when this means 1 must forego protecting myself? When am I oblgated to
forego pursuing my own objectives and developing my own talents? This issue can be raised
0 2 partcularly difficult form in the context of Waymon s chapter since here the other
individuals whose interests are at stake arc unknown to the actors

“1n eval g the applicat of this and its cond to the
descnbed by Waymon 1 can only indicate the kinds of factors that would mfluence its
3pplicanion  Waymon's chapter 1s lacking 10 many of the details necessary for deciding
whether the application would 1n fact be jusuficd For example: Did officials at HUD

the [ bers of the Corp? Was there conflict of interest on
aither side? Were there unnecessary bureaucrauie delays? Did both sides have appropnate
3uthonizations for their acuions?
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confine my comments to the first kind because, as will become clear, the sol:t
of interest involved makes it relatively easy to develop an authorization in this
case.

To decide whether and how the above rule (and its conditions) about de-
fending another is applicable, we have to consider three factors:

1. The kind of interest being threatened or harmed.
2. Sccuring or deriving authorization for the protective action.
3. The rules that guide the kind of response that is justified.

In considering these factors, I will show that Waymon, at a minimum,
docs not supply the necessary facts and arguments to justify suspending
ordinary moral rules, though I am not as clear as 1 would like to be about
what suspensions Waymon thinks are justified. Moreover, particularly with
respect to points (2) and (3), what evidence he does present seems to call into
questi ¢ appropri: of suspending certzin moral rules. In the fol-
lowing discussion it should be borne in mind that I do not accept Waymon's
statement that because of survival and strategy ideology, cthics is irrelevant.

On the contrary, the main issue is onc of establishing which moral rules are
relevant.

VIHAT KINDS OF INTERESTS ARE AT STAKE?
1 take it as g Ui}

pressive of reflectively guided intuition on these
matters that one may take actions of sufficient strength to protect one’s of
another’s interests. Unjustified force may be met with force and unjustified
violent force with violent force. Unfortunately, the situations involving the use
of forcs are misleading in their simpli ity, because the character of the
pprop P {foree) is f; 1y clear. In other circumstances, it is
not so clear that the response should or could be of the same kind as the
threat. To determine what sorts of actions could properly be taken by
Waym.on and the Corp, we have to look at the sort of actual or potcn(izl
harm involved to the others Waymon wishes to aid.

V?’hxl. sort of interest is housing? Housing has not been accorded the
constitutional status of a fundamental wnterest (Lindsey v, Normet, 405 U.S. 56,
74, 1'97‘2). A “fundamental interest™ for constitunonal purposes is an interest
that is :uli:r consximtjom]ly protected, such as free specch, or is instrumenal in
the exercise of an interest 30 protecied. Clearly, the right 1o housing is not
explicidy granted in the Comsuuuon. It might be argued that housing is
miuunfmul in nghts so protected, such as voting, or in others that arc them-
:eo\ei instrumenual to protected nghts, such as frecdom wathin the marriage
;;::::‘;.:‘::E“. since the Supreme Court has not accepted these arguments 1
ne 3Uan (San Antomo Independent School Districs v Rodngques,

- 1, 1973, reb den. 311 US, 959, 1973), 1t is doubtful that 1t would
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accord such status to housing, which 1n at least some ways 1s less mstrumental 1n
achieving nghts explicitly protected
Be this as it may, the moral ssue sull remamns open, and the moral
arguments concerming nights to housing are certainly easier to make than the
legal ones Many of these arg are cogently p d by Waymon At
the root of Waymon’s and others’ arguments 1s the notion that housing 1s
primary, that adequate housing suitably located 1s essenual to many other
human endeavors
This seems to me to be correct At bottom, what 1s being said 15 that
housing 1s what John Rawls has called 2 “primary good ” Rawls (1971)
defines primary goods as *“Things that every rauonal man 1s presumed to
want These goods normally have a use whatever a person's ramonal plan of
Lfe” (p 62) Waymon 1s appropriately assernng that housing 1s such a good
We don't need to know if people are cellists or bankers, bricklayers or
plumbers to know that they will want housing of at least a mimumal standard
and will want that housing to be located 1n such a way that they (and ther
famulies, 1f apphcable) will have access to associated services like education,
fire, and police services of adequate quality Certain levels of services of these
sorts are essennal for 2 mumumal lfe i an urbamzed socety, and they
therefore serve as preconditions to the purswit of any other objectves
Waymon's argument 15 correct m poinung to the basic nature of housing
n an urban society To threaten a person’s opportunities to secure housing 1s
o pose a serious threat to that person’s survival mn our society As such, 1t 1s
an interest that, when unjustly threatened, warrants an appropnate protective
Tesponse

SECURING AUTHORITY

When may one party act to benefit or prevemt harm to amother® A
general, but not very informauve, answer to this question 1s When authonty
te do 50 has been secured But where does authonty come from?

One answer to this question of authonization has been developed around
the notion of free and iformed consent (cf Brown, 1975, pp 79-100)
Authority to act for another may be established when the other voluntanly
and with sufficient knowledge gives his or her permussion te do so * Consent
IS required to prevent individuals from taking actions on the part of others
that the others do not believe to be n their wterest We often assume that
¢onsent 1s smplied or may be presumed when tme 1s short and the hazard 1s
Breat In cases such as potential drownings, severe acadent, and so forth, we

?Other hines of argument for authonty to act on behalf of another such as those
developed around the free mder problem  are nat applicable here since 2 public good 15
;101 nvolved (The free nider problem refers to the y of d dividual
om benefits to which they have not conmbuted )
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assume that people would give their consent to our imcrycnuon if t.h_cy ::c:x
asked. Under these circumstances it is simply not possible to obtain .
consent. We assumec that if the time were available, consent would be grani cd.
Is the situation described by Waymon analogous to tha't of the drown;ng
individual where authority to act may be presumed? This is a very complex
question. Its complexity derives in part from the fact that ot.hcr.s hcrc;!:
individuals more or less unknown to the Corp. The Corp is not trying to i
housing for specific individuals, but to increase the number of hf)usmg unn:
available in a given section of the city. Those to be aided by this cffort ar
not present in the way a drowning individual is. )
}"l‘he situation described by Waymon differs from that of the drowning
person because the knowledge involved is more If we havc‘ scen 2
man struggling in the water and going under, and then lying unconscious on
the beach, we may be reasonably sure that he is in difficulty, and that he
would desire appropriate aid. But, in the case of people we don’t knov{ or
can’t cven sce, is the knowledge of a different sort? To understand the Phgh‘
of potential residents in the housing units requires knowledge of the houf"‘_g
market in the city in question, both on the demand and supply sids‘_‘rh‘xs is
morc complex, but 1 see no reason to suppose that it is different in pnnuplf~
Insofar as 2 fundamental interest or, morc accurately a primary good is
involved, 2 case may be made along the lines of presumed consent. If 2
primary good is defined as something people may be presumed to want no
matter what else they want, the circumstances may be similar to that of .t.hc
d ing individual. We p in this case that people will want their lives
preserved, and we make this P ption without k ing the individual in
most scnses of that word. Under certain assumptions it would appear that the
availability of housing was similar in that, as Waymon has persuasively argued,
housing in all its facets is essential to achicving a multiplicity of other
legitimate goals that we €xpect any reasonable person to desire.
But for this linc of argument to work where Waymon is concerned, at
least the following two conditions would have to be demonstrated:

1. The indviduals who would use the
suitable housing elsewhere, that is,
at appropriate prices. {Defining “

2. The indivduals must not have
authority 1o represent thewr inee

housing would not be able to obtain
there would have to be a short supply
appropriate prices” would be tricky).
wndicated thar the Corp did not have the
rests

Wiymon docs not demonstrate that the first condition is the case, lh"“i_h
perhaps be could. In respect to the second condiuon, his argument may be in
wme dfficulty On page 295, he notes that “the Corp could legiumately clam

“Tha priscple wid Bold for s adults with adequate informauon who are 80t
CoRTied, ustutatdy entced, aod 3o on,
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that 1t had wried to broaden its base n the community It was the lacter that
had decided not to become involved ” This statement 1s hard to mterpret To
the extent that bers of the ¢ y felt that the Corp was not
representative of thewr interests, and the community individuals were of the
sort they wished to sell the housing to, the argument for presumptive behavior
In therr interest 1s not applcable It may be the case that representanve
idividuals for whom the housing was being sought were expressly denying the
Corp authority to act on thewr behalf If this 15 so, then one of Waymon’s
mamn justfications for intervening on their behalf falls down Unfortunately,
he has not supplied the information needed to fully evaluate this quesuon

ON CHOOSING MORAL RULES

Fundamental to Waymon’s position is the notion that a state of war
exists between himself and the Corp on the one hand and the Department of
Housing and Urban Development on the other Unfortunately many of the
details that one would need to know to decide which set of moral rules to
apply are not mncluded in his chapter (see footnote 4) This makes 2 direct
and complete evaluation of his position mmpossible here C quently, I will
suggest 2 kind of method to be used 1 deciding what moral rules to apply to
novel situations’ and make a necessanly hinuted application of this method to
2 hypothetical situanon of a sort Waymon might believe was jusufied as a
result of the state of war

Much, if not all of human behawvior 1s, or should be, governed by moral
rules But for the most part we do not pay explicit attenuon to them because
conformity 1s automatic or because 1t 1s clear which rule should be followed
A fascinating aspect of Waymon’s account 15 that it raises cthical questions
not ordmanly addressed How do we deade what rules to apply n novel
Situations?

T suggest the following method Choose a moral rule or situation that 1s
clear (and as sumilar as possible to the one m question) and then deternunc
how and to what extent the novel situation s analogous to 1t This can be
done by beginning on one of two interrelated levels Start with a situation
that 15 morally clear and compare the problematic one to 1t, or take a rule
With clear applicauons and examine whether the novel siwuation seems to fall
under 1t. The former method 15 the one I foll d m deading wheth
consent of unknown others could ever be presumed In this section I examune

how the situanon described by Waymon (with certain hypotheucal addinions)
corresponds to one that 15 morally clear, try to abstract the rules that govern
that case, and determme whether the hypotheucal situation that mght appear
Justsfied to Waymon falls under those rules

*The novelty here 1s that Waymon ashs us to examine what we may do on behalf of
unknown others.
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As noted earlier, it is difficult to know what Waymon believes is justif.icd by
survival and strategy ideology as opposed to ethics. However, to crystallize the
issues, let us imagine a hypothetical situation. Suppose one were to argue that
the situation justified P ion, that b of the importance of the
issues involved, the ordinary moral rules about truth telling could be sus-

ended. X
i For illustrative purposes, take the issuc of telling the truth on an official
form to be submitted to the state where the matters of concern on the form
bear on matters of substantial public and personal interest. Under what
circumstances may one lie in a situation like this? Suppose you are an Ayran
resident of Germany during the mid-1930s and that the Gestapo is passing out
forms on which you must list whether you have individuals of Jewish descent
living in your house. You arc required to fill out this form and, in doing 50,
you assert that you are not providing such protection, in spite of the fact that

you are hiding several Jews in your attic. 1 think few would contend that
your action was immoral.

Two major clements would enter into your judgment on this dilemma.
First, the Gestapo represents a repressive government with publicly annuunc.:d
sanctions of irrational policies to prosecute members of a certain cthnic/
religious group. Moreover, the Gestapo is known to be brutal in its treatment
of individuals in that group. The classification of persons as Jews, who are
thought of as inimical to the state’s interests, is irrational both on its face snfl
in substance. In short, the action on the part of the state is morally illcgiti
mate. Second, if the Jews are discovered, they will be subject to extreme and
irteversable damage, that is, to years of imprisonment and abuse or to death.
Would Waymon be justified in urging misrepresentation on a form to
HUD? (I do not chaim that he does urge it) If he wants to justify such a
tactic, he would have to simultaneously offer two sorts of arguments; that the
institution and or its actions were illegi

timate, and that severc and irreversible
harm would result from telling the truth.

The root intuition that lies behind the permissibility of lying in this case
is that, where the survival of an j party is th d by an illegiti
force, the relevant moral rule has to do with the saving of innocent life, rather
than the rules about truth telling. Why? Two factors about the situation

justify reliance on principles for saving Life rather than truth telling. One is the
factor of relative harm.

Far less harm is done by lying than would be done if
the truth were told. More imporzant, the illegitimacy of the Gestapo both 2s
an lns.(imzion and in its behavior justifies lying, This latter principle is
governing.

'The principle of relative harm—taken by itself-would not be sufficient to
jufufy misrepresentation. In cascs of morally and legally legitimate arrest,
I'ymg would not be jusufied, even though the harm might be great. Arguments
jusufying hiding suspects from the legitimate excrcise of the law couched in
terms of avoiding harm 1o the suspects would not be regarded as compelling.
Cases where the harm 1s legitimately inflicred require promise keeping.
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Even if we assume that the “do less harm” rule is operative, the situation
by no means unambiguously supports cur hypothetical misrepresentation. To
]usnfy this behavior under this rule, one would have to show that at a

there are ble grounds for supposing that the group Waymon
wishes to aid will be aided more by lying than by wruth telling. This is
obviously a complicated empirical judgment. This activity could undercut
confidence in the Corp and simular groups in the future, with results counter-
productive to their interests.

Hence, to jushfy such misrepresentation one would have to show that the
Department of Housing and Urban Development had exercised its authonty
tllegitimately. Note further that Waymon and the Corp are in a position to
appeal an adverse ruling. In fact, when Waymon's chapter was drafted, they
were in the process of doing so. They have means to redress illegitimate
behavior. Unless it can be shown that the process of appeal itscif 1s unsuited
to protection of the interests involved, it would appear that this avenue must
be followed.® For instance, if the review process is so long and expensive that
the interest at stake is vinated, where the interest is fundamental, or where a
primary good 1s 1nvolved, the action on the part of the state may be classified
as illegitimate.
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The study of ethics and popufation has received broad and considerable
attention mn recent years, with particular focus on the more emotonally
explosive 1ssues such as abortion versus the nght to hife and the use of effectve
contraception versus medical side effects Another issue 1s voluntansm and the
concern for freedom versus a percewved possible need for coercive or at least
constramning measures to reduce population growth rates, and particularly on the
nternational scene there 1s the issue of populaton programs viewed as assisting
development efforts versus their being viewed as impenalistic and/or genocrdal
efforts that run counter to the best interests of developing socienies or minonty
graups More recently, the ethical issues involved 1n aging and dying are receving
attention The recent US Comnussion on Population and Growth and the
American Future (1972) dealt with some of these and other related questions, as
have Callahan (1971, 1973b), Warwick and Kelman (1972), and Dyck (1971,
1973) Much of the work of the Institute of Society, Ethics, and the Life
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o (an ind d £ 3y

p and cducational organization
d in 1969 to ine the cthical, legal, and social implications in the
life sciences and based at Hastings-on-Hudson, New York) has concentrated on
ethical questions relating to population through the Hastings Center Report a‘nd
the Hastings Center Studies. For the past 10 years, a continuing debate with
ethical overtones has been carricd out primarily in Science magazine.

It does not seem useful here to attempt another general overview, and the
following discussion concentrates on ethical questions that exist in the context
of three specific areas related to efforts to reduce fertility rates:

L. Largescale family planning programs, particularly in developing nations—

ethical issues that arisc in the implementation of 2 serics of programmatic
procedures and actions that seem effective for increasing initial acceptance
of family planning, for increasing continued use of contraception, and for
reducing fertility levels,

Funding levels and sources—cthical issues related to the substantial increase
of funds available in recent years for largescale population programs,
especially in developing sacicties.

A family planning-delivery system linking family planning to maternal afld
child health activities—ethical issues arising in the search for new family
planning-delivery systems, and in the context of a major research project
involving substantial populations to answer questions on the feasibility of

and benefits derived from integrated maternal and child health-family
planning programs.

3

In the discussion of these three areas,
guides. In sctting the goals for any social
Person, group, or community that is the target of the change effort? In selecting
the means of intervention, how does one assure genuine participation in the
change process to the people who are its targets® In assessing the consequences
:fffsoci:l intervention, how does one take account of higher-order or unintended

ccts?

In this chapter, there is considerable mention of population policy, and it
may be useful to define that term. For purposes here, I will use a definition by
Bezelson, for whom population Policy is the “more or less deliberate cffort by
governments to affect the rates of Population growth in their countries—not the
x{m-dcnul demographic effect bug the intended one” (1974, p. 2). Berclson also
limits his defini

s b tion to governmental actions and to population growth; for the
definition of population policy,

0 he leaves aside nongovernmental cfforts at
population control. This definition of population policy is only one among
several that might be unlized, but it may help focus the discussion.

Th?{t are. values and cthical assumptions implicit in this definition of
population pzohcy, and these should be recognized. This definition derives in part
from a particular conception of the “population problem.” Some might argue

three major questions will serve as
intervention, who speaks for the



FAMILY PLANNING PROGRAMS n

that population growth 1s not a problem, and hence there 1s neither a need for
nor any uulty n this definiion, and others might favor a defimtion that
mmphicitly recogmzes a population problem, but puts the emphasis on something
other than populauon growth One effect of Berelson’s defimition, both n the
field of population and 1n this chapter, 1s to direct attention to one particular
subset of germane population 1ssues

Since the focus of this paper is on ethical issues ansing in the context of
major family planming efforts i developing countries, one important ethical
1ssue will not receive the specific attennon 1t would if the focus were on
developed socienes This concerns unmarried cohabiung adolescents and the
ethical issues 1nvolved in the provision of contraceptives, abortion, and
stenilhzation services to this group A few remarks will touch on these issues, but
n many of the Third World societies the age at marnage 15 low, and moral
standards and local customs are such that the proportions of unmarmed
adolescents who cngage 1n sexual relations are lower than in some developed
countries (The defintion of “marmed” used n this chapter 1s bread and

Tudes people 1n cc I as well as 1n legal umons )

NATIONAL FAMILY PLANNING PROGRAMS

In 2 review and evaluation of twenty national fanuly planning programs
(Lapham & Mauldin, 19723, 1972b), a framework 1s presented that attempts to
Serve as a gwide for answenng these questons how well are nanonal family
Planning programs doing, what cntena seem mportant for distnguishing
between more ful and less ful programs® Four sets of cnitera are
offered (a) stanistical, (b) programmanic, (c) fernhty reduction, and (d) social,
€conomic and health Table 1 reproduces the application of the cntena n
categones 2, b, and ¢ to seven of the twenty national programs, including the
four countnes with the highest 1970 rates of new family planning acceptors
among married women of reproductive age (MWRA) and three of the four
countries with the lowest family planning acceptance rates among MWRA Our
focus here 15 on the programmauc cntena, which are methods, procedures, and
actions countnes have adopted or mught adopt in their attempts to achieve
family planning acceptance and ferulity reduction goals A general finding of
this review and evaluation 1s that national famuly planning programs with more
‘yes" answers to the questions dealt with in Part B of the table have higher
acceptance fevels In the discussion below, these questions are explaned, and
Particular attention is given to those programmatic crtena that pose difficult
ethical questions

Doces the government bave a populatson pohcy that wncludes ferslicy
reduction? (tem B 1 1 Table )

Most countries with family planning programs have policies calling for fernlicy
reduction with varymng degrees of sp y This s dered tmportant as 2
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ibili achieve-
eneral guideline for policy makers atali levels who have r:sponsxbix:y f:;;cics may
Encnr of fertility reduction goals and also because openly suppg:‘;t tl}:CY are not
cnable private medical practitioners to fcc.l more secure e o cliens.
ing the government when providing family plan.n 1 e Although in
0pp<gl:cg cxhicgal question here concerns who determines th'e policy. 3 practices
some countries information from KAP (knowledge, amtudes.. anal toaders in
related to family planning) sample surveys h:.;s been u.scd by na[l:n site clearly
determining policies on the initiation of family pl.a‘nmng p::glll'm‘: i'uqdccline sx
in other cases, the general population, whose fertility hopefu the basis of that
result of the policy and specific scr‘vicc ?Hziﬁm l?rgar:lud on This is rue
icy, is nei lted nor i d in the policy ne i
vpv?::yn,\;:\; ccl;?::“ aimed at improvement of the standard of }wlr_lg or ﬂ;‘ z‘n’:‘z
of life, for example, new agricultural tcchniqucsA or immunization ‘[;l;lf:hﬂ s
control specific diseases. Asubsequent and more difficult qucsuo': l; vith farmily
always wise or in the best interests of those pegplc_m be provi Eﬁ Do they
Planning services to be involved in the d:tenmnau(‘m ¢:f the P:’ I?I;OI. and i
ways have adeq inf to make Judgme . 2
zt:myyz.rc to be involved in making the policy, is the resultant time lag, thlcs‘;:'xi
be considerable, 2 strong negative factor for the dcvclopmt{ll ?f_ngr::ﬂth and
be designed to improve the quality of family life and mdmd'uald eds—for
well-being? Another issuce concems individual desires and pcrcthtCh xi‘ndiVid“ a
example, lots of children may be advantageous or seem to be so w© Cthat policy
family—versus the so-called collective good, with the presumpton

the
makers are able to discern long-term societal needs more dearly than
population at large,

Howuever, one must not qrry this trend of reasoning too fa-l'-'“" w:l‘i’:;
benefit are existing policy makers primanly intcrested? Is a2 populf‘m" :m:ion
really an insincere ploy designed as a k to divert public “l‘ s
away from other social problems or lack of economic development? Th‘ ‘;912).
hot an uncommon accusation (Pradervand, 1970, Raulez, 1970; Remili, e
How much influence is there from other counwies, especially those who[ﬂof
major powers in the Ppopulation field, on the formulation and dCVCFOPm‘:mty
population policies 2imed at providing family planning services to high-fe ion
eal criteria can attempts at the promulgation of populati

groups? By what ethi, ‘e
policies in other countries or for other 8roups be judged? On the one hand, the

. 1}
may be sincere concemn for improving the quality of human Jife; on the ‘l’;h“c
there may be selfan of people may affect the worl

terest (“larger numbers
live in,” “famincs may have intemanonal implications,” and so on). All of th
are difficult issues,

Does 1be leader

b
of the country speak publicly and favorably about family
plenning once or ts1c

€3 year? (ltem B.2, 1n Table n
There s a feeling imang some family pl

3 prop
Policy 1 a1} the more clear when occasionally (but not ¢

that ge £
oo frequendy fof
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fear of overemphasis leading to a backlash) stated openly and posiuvely by the
pohitical leaders of the country Along with encourag of segr of the
general public, such statements may serve to encourage and monvate middle-
level admmnistrators In one sense, this allows for some participation in the
change process by those who are the intended targets, these and other
statements by polincal leaders are not always accepted at face value and often
lead to debate and discussion among the intended parucipants If, however, the
information provided through such statements 15 only partially complete, for
example, failure to menton undesirable stde effects when exhorting people to
use certain methods of contraception, as occurred 1n Tunisia some years ago
{Thorn & Montague, 1972), then a moral and ethical question must be raised [t
will be difficult to find defensible grounds for falure to prowide the most
complete information avalable on side effects This leads to other problems
concerming the next programmatic cntenon

Are the major contraceptive methods (pill IUD and condom) readily and
easily avaslable throughout the country m botb public (free or subsidized) and
private (commercial) sectors? (Item B 3 1 Table I)

The stress1s on methods and making them widely available Does the program
really offer all chents a choice, together with mformaton concerning relatve
advantages and disadvantages among methods® If program personnel subtlely or
directly encourage one method over another, the client may not have free
choice To be sure, program personnel may have valid reasons for encouraging 2
woman who lives some distance from a supply point or a clnic to have an IUD
inserted rather than to take pills, but the hne may be rather fine between
encouragement and an “either this or nothing” posiion We will come back to
this agan when discussing the abortion and stenlization progammatic criteria A
basie question 15 who decides—the one delivering the services or the recipient—
and that 1s not always easy to ascertain, nor is it always clear who should have
the most say in that deasion Another pont regarding choice of mcthods 15
whether recipients 1n one social group, say, a poor iliterate group, are more
likely to be given one method, while another socal group may be offered a
different method A key question 1s the availability of full information about
each method
An example of avallabibty of methods comes from the Indian expenence
The utlizauon of contraceptive pills 1s almost nonexistent 1 the Indian famly
planning program 1UDs, stenlizanon (for males and females), and condoms are
the major available methods wath a small handful of puls beng offered The
Indian government’s reasoning 1s that the total side effects of contracepuve pills
are unknown, and hence pills must be considered still expenmental and are thus
not made widely available Also, Indian rescarchers are trying to develop ther
own pill, one that will have fewer side effects Onc result of this policy s that
millions of Indian women cannot usc or even wy a contraccpuve method
available to and used by some 65 mullion women 1 other countnies Yet the
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f ion i imited.
degree to which non-Indians should speak on this question is p;obi!‘;ly;i l:n::hcr
My own value judgment is that no attempts should be made e o

to India to ptance of pill availability on a large scalt,. mnc:'will
attempts should be made to tell the Indian government that other assis!

i ill
be curtailed unless they promote pill distribution on a large scale. We wil
retum to this issue later.

Is there a vigorous effort to provide family planning services to ;:” M:Z;’;:
women of child-bearing age in the country? Is there a gm.up of wor. 3;“20 calk
primary task is to visit women in their bomes (at least in ”"”{ “""’; e
about family planning and child care? (Items B.5., B.8., and B.12. in Tal

As noted carlier, the term “married” refers to persons in consc.ﬂsual.” :v;l:
as legal unions, and for some countries 2 more appropriat:‘ wording "“dih and
“any cohabiting person desiting such  services,” includm.g hUSbaf‘ - why
unmarried persons of all ages. Such definitions raise an interesting question: "
allow or even vigorously eéncourage one group such as married women, b"t.','
another, for ple, husbands (for ies) or unmarried CDl:labl:n%
adolescents? The vigorous efforts in large-scale programs are um:\ally axmc. :s
high-fertility groups and especially those groups for whom provision of servic
is least likely to creare cthical dilemmas or political embarrassment for decision
makers. Providing contraceptive services to married couples who already have
children and who want the government to provide such services is an easier
policy to adopt (though not necessarily easy to implement) because afiDPU{‘gh’
policy that specifies Pprovision of services to people in other categorics might
leave the decision makers open to attack for abetting promiscuity or for
diminishing nationaj moral standards.

With the focus here on 1,
sider questions related to*
programs, defi
utlization rat

rge-seale family planning programs we should c?n—
‘3 vigorauseffort.” The most successful family plznmng
ned a5 those with the highest contraceptive acccptor an,

ken vigorous cfforts, often involving

Pressures that may be brought upon
ach monthly quotas of acceptors In
otions, and pethaps performance of
ons of questionable safety
answer the latter by saywing that

should indlude
effective family

gram success, p A
43¢ 3¢T0ss that fine line dividing provision of

plaanmng education and servi

ices and cocrcive endeavors justified
03 the gounds of SOME TTeater soed
o
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A side 1ssue here 1s the falsification of records by workers at all levels m
order to demonstrate that a vigorous effort has been carried out and has
achieved good numbers of acceptors In some programs a lack of careful
supervision combined with a big push to achieve targets or produce large
numbers of acceptors has led workers at lower and middle levels to be
overzealous 1n their reports on local achievements

Two other topics can be raised under the wigorous effort question—
ncentves, and the use of mass media

Incentives

Incenuves erther for recipients or for medical and other workers 1n family
planming programs are often part of a vigorous national effort to reduce fernhty
rates In Egypt, for example, an wncentive of 1 Egypnan pound (about U S $2,
depending on the exchange rate) was pad to doctors for each JUD inserted, with
the proviso that the woman must return for 2 follow up visit one month later
and must retain the IUD Recipient mcenuves mnvolve cash payments or social
secunity or educational bond-type payments at some future date for those who
limi¢ the number of children or who have no addion children Several cthical
questions can be raised about incentives Who should get the incentive
Payment—the worker, the recipient, or both? How does the incenuve affect free
choice® Does 2n incentive system lead to abuses regarding full disclosure of
information, for example, side effects or difficulues of reversibility of vasectomy
of tubal hgaton?

A cogent “Case Study in Bioethics” prepared by the Institute of Society,
Ethics, and Life Sciences concems the topic *Food Incentives for Stenlization
Can They Be Just?” (Veatch, 1973) The setung of the hypothetical case 15 a very
Poor country with a population that doubles cvery 21 years The Famuly
Plannmg Council has recommended drastic action *‘every citizen who volun
tanly agrees to accept stenlization will be given coupons redeemable for 100
kadss [the fictinous local currency d to be the equivalent of U S 520]
Wworth of food An indvdual who voll 1ly req stenlizanon after no more
than two children would get another 100-kad:i coupon And to increase
tecruiting, a sumlar coupon would be prowided for persons bnnging to a
government clinic anyone who subsequenty accepts stenlization In defense of

this proposal, the council argues ‘No one will be penalized for having children,
RO one will suffer® ™ (Veatch, 1973, p 10)
Edward Pohlman argues thar the case 1s ethically jusufiable

The father of two children can esther get stenlized and get 200 kads,
or not, under the status quo, he does not have these opuons Not to offer
the scheme mught restrice freed Rapid 1n popul result
In many restricuons on true freedom Freedom may be hke sced giving
up a hittle for a population hmitation scheme may produce a hanest of

freedoms later—and avoid decreasing regumentauion (1973, p 11)
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He feels this proposal is 2 way for the government to orga?izc (“mJDIPUIi;;‘z
the word he uses) individual behavior for group goals, natmg'lhat govem i
ready do so by di ging lawl "'pccnzm. v
?cdurcys, and the l?kc. Pohlman believes socicty “has a right to mam?uhlc faml;);
size if (and only if) anticipated rates of population growth are judged x:i:ty
severely harmful to the well-being of present and future members ofl the sob 4

as 2 whole.” He concedes, though, that knowing when this latter point has bet
eached is difficult. .
! Daniel Callahan, on the other hand, argues against this prop-os.al on fdlllc::
grounds. “The assumption behind any incentive program is that it is possib cl
induce, bribe or otherwise manipulate people into doing that which someone ¢ls¢
wants them to do. Incentives would not be necessary if people were pl’CPN'Cd: on
the basis of their own motivations, to take the steps desired (by som:onc clse).
When they are not so prepared, then bait must be put before them. C.al'lahﬂn
makes 2 major point that the government is asking for and obtaining dﬂ
permanent benefit in retum for taking a temporary step, a balance he fin ;
unjust. “Had the proposal called for 2 food bonus in return for the use o

contraceptives—a temporary benefit for a temporary avoidance of children—the
transaction would be more just” (1973a,

as such, but to the conditions of the in
forth arguments against incentive
poor people for food now:

countries is to trade upon the
they would not otherwise maki

P- 11). He is not against incentive plans
centives in this case. However, he puts
plans in general, for example, the n.ccd for
“the very nature of incentive programs in poor
needs of the poor, pushing them to make choices
e” (19732, p. 12).

Lest we think of this case as 2 purely hypothetical situation, a review of the
scope of benefits and incentives offered in the Ernakulum, India, vascctomy
camps is indicative of the extent of incentives offered in major efforts. Two
vasectomy camps held seven months apart in Ernakulum obtained 78,423
sterilization acceptors. The benefits included regular incentive payments, extra

cash payments, food rations, a saree and a dhoti (local garments for a man and
woman, respectively), and o

ther items, all totaling 101 rupees (about U.S.$14)
for male aceptors and 109 fi

or female acceptors, plus free transport services and
medicines (Krishnakumar, 1971, 1972).

Mass Media
The use of mass med,

papers, gazines, posters, p phlets, radio,
and television—~on a major scale is often part of the vigorous cffort adopted by 2
national family Planning program. These mass media techniques can diss:min?(‘
knowledge about methods and availability of services and about relationships
between famuly health ang family size, as well as provide the mechanism for
txh(fmdon and g to use available family pl 4 hods. Mass
media contacts may also play an \mportant role in cducating young people about
population by conveying to them the idea that 1o plan and control family size is
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possible, ethically correct from the government’s standpoint, and a normal part of
the marnage and family formation process The ethical questions here might center
on making informauon more widely available, and thereby expanding the range
of choices available to citizens, versus the usc of mass media i a manipulative
manner designed to have people belicve and act as the government wishes, for
whatever reasons the latter may have Does the one way flow of mass media
assist the process of participation m the change process by those who are the
targets of the desired change® In one sense, yes, If the nformation provided 1s
complete and reasonably accurate, since this may lead to informed dscussion
and the dcbate among groups within the target population, for example,
housewives, co-workers, husbands and wives, and so on On the other hand, we
do not have to look far, spatially or temporally, for examples of the use of mass
media 1n the form of TV and press releases in which there 1s clear attempt to
mislead people and have them beheve and act 1 ways designed to be of most
benefit to certain selected mdmviduals

Is a family plannng snformation and education service provided by tramed
female workers to all women who dehwer thewr babies m bospitals or maternity
centers? (Item B 9 1n Table I)

This 1s the postpartum approach to family planming, the 1dea 1s that an
appropnate, useful nme to discuss family planning with the woman 1s when she
has just been delivered of her baby (or had an abortion), and that those women
who deliver 1n a hospstal or matermity center can be contacted and esther offered
services 1mmediately or referred to a chinic for services at 2 subsequent date,
pethaps when the newborn nfant 1s brought in for a check up An mherent
element i the postpartum concept 1s the hnking of maternal and child health
care and farmily planning services the latter can contnbute to improved family
health for the existing children, and this 1s a basic concept mn the fammly
planning-delvery system research project discussed later on imn this chapter
Some persons associated with this approach argue that an ethical practice, from
a medical point of view, 1s to prescnbe contraception for several months after
delwery, as a means of protecting the health of the mother

The general focus and intent of this programmatic cnternon 1s genuine
service and concern for the welfare of both mother and chld One must be
careful, however, that the situation 1s not used for coerave or semicocrcve
tactics If the mtent 1s to offer services and encourage the women to us¢
effecuve contraception so that the chances of another quickly ensuing
Pregnancy are reduced, many observers would agree that the postpartum
approach 15 ethically acceptable, especally 1n ¢ with famly pl g
Programs. Spacing of children has many ad ges for the individual famuly,
and contraception can be discontinued easily (in most cases—I hnow of onc

doctor in a developing society who cut the stngs off the IUDs he inserted, so
that women could not pull ourt the IUD themselves or with the assistance of 2
local midwife) However, if the situanon 1s used to cncourage stenlizanon—
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. : it
“you’re here at the matemity hospital anyw:y,"‘ “it's a good_ nmcs }::uﬂxc 1::
without others knowing,” and so on—then questions o.f propricty S ek
raised; unfair advantage is being taken of 2 situatiorlx in which t?le womA s
and just completing a difficult and perhaps painful cxpr:n:n:c. aly want
question may arise for the physician in cases of women .wh? say they rc: e,
to be stenlized at this time, 1f the woman asking for stmhza.non has three c?
is that different from the case of the woman who has just delivered her first;

Are dically ad, . induced abortion services legally and openly
available to all women? (ltem B.10. in Table 1)

Induced abortion is onc of the most frequently used methods of lfmh hr'mt!:c|

tion in the world. In many nations, induced abortion is not Icga'l orelseis Ksm; “
to cases involving narrowly defined medical reasons or ju.ridxcal reasons ;“cal o
rape and incest. Elective abortion and abortion for social reasons are s .y
most of the socialist countries, in Japan, Tunisia, China, North v"m‘cm
Singapore, Hong Kong, India, the United States, and several oxl.lcr Wcsh -
nations, and under special circumstances in some other countrics suc] N
Zambia, Korea, and Cuba (Tietze & Dawson, 1973, 1975). Whercvcr_therc :lr
adequate medical services and abortion has been legalized am.i is Opczhi);
available, substantial numbers of women have sought induced abort{on, and .
has led to reductions in fertility. Thus, officials of national famll)t P]’mf:;i
programs often try to include abortion services to whatever degree is P"fs‘
within the existing legal and cultural settings, For women who cxP“.‘c“C:
contraceptive failure, for women who conceive an unwanted pregnancy prior to
knowledge of or acceptance of family planning services, and for women W:“
become program drop-outs and sub quently have d preg toe
availability of good abortion services provides a viable alternative and helps
achieve family health and fertility goals,
This is not the place to discuss the ethics of abortion per se, but there are
cthical questions to consider when zbortion is part of a national family Pl"‘"f‘f"g
program. Equal zvailability of medically adequate services for all women desiring
abortions 15 one problem. Legal abortion services should be equally available to
rich and poor, to the unmarried as well as the married, and to people in urban
and rural areas, since those who perform illegal abortions tend to provide {n““h
better services to Ppersons who can afford to Pay more. Another problem is the
extent to which the occasion of 2 woman’s seeking an abortion should be used
to encourage or coerce her into acc

epting contraception or sterilization. The
following cxamples may help focus this discussion,

ber of social abortions in Tunisia was 4,621,
and the total number of tubal hgations 2,459, 15 Tunisia, prior to Septcmb:'r
1973, 2 woman was legally entitled to what has been called a social abortion if
she had fiveliving children, In September, 1973, the law was considerably liberal-
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1zed, with first tumester abortions allowed 1n an appropnate medical setung for
any woman regardless of the number of exisung children or her mantal status,
second trimester abortions were allowed under somewhat more restricted
medical guidel Before September 1973, other therapeutic abortions were
also performed, with this definition sometimes applied to women with fewer
than five lving children. Prior to the liberalization of the law, most abortions of
both categonies were done in only a handful of hospitals in Tunisia ) The doctor
in charge of obstetnics and gy logy i the abov tioned hospital 15 a
renowned Tumsian gynecologist, and for some tme had a policy of refusing
abortion services to many women returning for a second abortion unless that
woman agreed to have a tubal ligation at the same ume, 2 “complet” as 1t 1s
called by this doctor The reasons given mcluded the woman already has a
substannal number of living children, she has twice demonstrated a desire not to
have an additional child, and she has indicated nefficient use of contraccption
(with the exception of such cases as pregnancy with IUD s situ, and the like).
Also, as this doctor said to me, there 1s a shortage of matermity beds m this
hospital, so why should they be used for women who keep coming back for
additional abortions? Yet, here 1s one case i which a chient legally enutled
1o a service was being demied that scrvice, unless the client agreed to accept
stenlizanon Dr X faced the decision to apply or not apply this self-imposed
policy many times each month and in so domng forced clients to make choices
they might not have made otherwise
A second example comes from India The new abortion law tn India was
signed 1n August, 1971, and 1n a 1973 conversation with two promunent Indian
physicians (one 1n charge of a no-bith bonus pilot project, and the other 2
professor of obstetnies and gynecology) a question on how the new aborton law
was working out 1n practice elicited the reply that abartions are done only if the
woman accepts sterilization also, and that abortions are done only if there are
two or more lving children, with a few excepuons for unmarned gils This
policy was said to be overall and not just 1n the areas known directly by these
two informants The policy holds true, sad Dr Y, even for a woman who has
two children and who desires a third, but who has gotten pregnant sooner than
she wishes, that 15, the spacing of children would not be consistent with that
woman’s desires In such cases, the woman must accept stenlization in order to
receive the abortion In India, 85 percent of the aboruons then being done were
said to also involve a stenhzation (tubal Lganon) This raises some very
nteresting q regarding ¢ as well as the hmiting programmatc
effect thig type of policy could lead to The latter may be one umintended
consequence of the actual applicanion of the abortion law, if the above
nformauon 15 correct for major portions of India Negatuve fechngs about
abortion and family planming mught develop, with the result that a policy
designed to accelerate ferulity decline in India could have Lutle effect on ferthity
and perhaps even have a downward cffect on the level of acceptance of famuly
P 1g. Theampl and effects of the abortion law in India menit very
careful study.
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An important aspect of the abortion question is that family Planml;‘).;,
in some instances, is a substitute for illegal, often dangerous, abortion. Tkls
is a major motive for family planning in Latin America, am:‘ one can make
a case that, wherever there are illegal abortions, appropriate alternatives

should be provided and one of the casier alternatives might be family
planning,

Are dicall- . I

q ry sterilization services (for males and
females) legally and openly available? (Item B.11. in Table D

The inclusion of sterilization services in family planning programs is based
on the belief that sterilization offers major advantages for the family health
and welfare of couples desiring permanent protection against pregnancy. ‘As
with zbortion, we will leave aside here the genera! ethical issues conccmlﬂi
sterilization—whether it is right or wrong in and of itsclf as a mc:thm‘lrl7
preventing pregnancy. Some of the major g
sterilization have come out in the cadier di
reversibiity diffi
for some clients

g ic issues regards
~full discl e ing
culties, various pressures to accept this method, the difﬁculn.ﬁ
to really have free choice in the matter, and the insistence in

some cases that clients accept sterilization in addition to some other desired
service,

Does the government provide money it its own national budget, that i,
from nonexternal sources,

for a substantial part (about one-balf or more) af'lilf
population and Jamily planning program both for family planning services
provided through regular

bealth cbannels and for special population activi-
ties? (Item B. 13. in Table 1

Internal funding, that is, funds to Operate 2 program being provided by the
government or major private groups within the country in which the program
OPETates, is considered important for several reasons. First, for commitment 0
the achi of population policies, g should provide some
substantial portions of their family planning budgets, This leads to questions
concerning appropriate amounts and proportions to be provided by i“‘“ful
sourc:s‘and extemnal sources for 3 Particular Program. Donor agencies p id
f‘hc major external funding want 2 say in how their funds are to be spent, a $3y
In program emphasis, and usually some sort of review or audit of how their
donated funds have been utilized, even if they are providing only one-third o
one-half of the family planning budget. An ethical question here is the balance
of influence, control, an

d decision making
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amount of freedom 1n choosing the type of program emphasis for ther
countries !

Second, plannming departments can never be sure that funds from external
sources will continue for long penods of tme Thus, to ensure continuaton ofa
program, 1t 1s advisable for the local government to assume much, and perhaps
eventually all, of the budget support necessary for populauon acuvities Thard,
the policy makers of each country can have greater control over the direction,
type, and efficiency of the population program they desire and deem necessary
when the money they are spending comes from their own coffers It should be
recognized, however, that there may be mstances of countries strongly desinng
programs but unable to finance them except from external sources This third
powt relates very closely to the “who decides™ question This topie will be
discussed further in the following section

Running throughout the discussion of cthical questions related to these
programmanc cntena are two sometimes divergent ideas For program success
and achievement of general or speafic ferulity reducton goals, these measures

are useful gmdel for prog i rators “Do this” and “success” 1s
more likely! On the other hand, the application of some of these programmatc
measures raises questions about the degree of vl of the ded

recipients in the change process, who decides how to run the programs and
inform the intended recipients about the offered services, including benefits and
drawbacks, and also questions about ummntended effects that may anse Policy
makers, someumes with assistance from donor agences, often decide that the
seventy of population growth rate problems warrants the efforts undertaken
Note that even the use of the phrase “scvenity of population growth rate
problems” involves both empirical and ethical/value components A set of
factors (for example, population size, growth rate, and distnibution) may be
Percewved at a gwen point 1n tme as of littde consequence, but at another pownt
In ume or when measured against some normanve yardstick, a similar or
identical set of factors may be percewved as creating difficulties or reducing
actual or potentuial benefits and, hence, 15 a “severe problem’ in need of urgent
attention Interestingly, foreign adwisors or natonals who frequently attend
international meeungs may help set the ntellectual framework within which cer-
:‘am wends are percewved as “problemauc” and others defined with the label
severe

An cthical issue raised 1 this discussion is imphait 1n the phrase “adequate
information to make reasoned judgments” This presents one of the most
difficult ethical issues regarding population policy and programs that may flow

VAn opposite and important pomt of view has been advanced by 2 colleague 1t 15
remarhable how hitde influcnce the donors have had In spite of their best cfforts, programs
are sull poorly managed do mot provide a full range of services and so on Donors have to
live within the local framework and at least at the present time are not able to assist with
the provision of a more ethical program 1 which famuly planaing 15 more readily avalable
10 people who might wish to use 1t
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from policy implementation. Two ethical questions are: who u; ﬂ:{‘jm“,’::
should determine the capacity of certain individuals or groups to make i
ices about matters affecting their destiny? X .

chmThc 1973 case of two adi]csccnt black girls in Alabama being stmlx‘Zfd lso;
rather dramatic example, including questions of coercion s well as me"‘\:z;: o
adequate information to permit rational decisions. In this f.asc'lhoscdlfl o
include adolescent, parent, doctor, and later the courts, legislative bo xc;; for
outside groups, the last three trying to set cthical and legal standar ork
determining acceptable actions and decision making in future cases (Neu:j‘u'ons
Times, September 21, 1973). An important element here is the set of cond xf e
under which people can make informed choices. For the example o "
sterilized adolescents, one can suggest that parental and zdolcsccn.t x:‘or:s'cnt :c
necessary, on the basis of full discl of ali q : B o
possibility of failure associated with attempts to reverse sterilization op‘cnuo c
Also in cases such as this—involving girls whose knowledge and cxpmcnccal:
timited by reason of 2ge as well as social background—one might _SUSEC“ the
need for an amicus curige to offer adequate information in zdditl(?l'l w© d"f
provided by the parent and the doctor, becausc the process of sterilization is

generally irreversible and is likely to have major long-term cffects on $:
marriage and family-formation process for the individual involved. That is,
more determinative 2 given action is on

future choices, the more care should be

exercised by all involved parties 1o ensure adequate information before the fact.
A related aspect of this issue concemns the degrec to which authoritarian
dependence is an accepted part of the local social fabric. In some conte'xIS an
individual may find greater psychological freedom when others in authority are
making decisions, but as noted in the carlier discussion concerning the so-called
collective good, that reasoning should not be carried too far. As the Task F?":
on Ethics and Population has noted, freedom can be viewed also as “the

capacity, the opportunity, and the incentive to make reflective choices and 1o
act on these choices,”

2nd two qualities that increase the individual’s capacity
are knowledge and a sense of efficacy (1972, p, 10), In sum, it is fair to suggest
that people concerned with ethical issues in Population policy should recognize,
but ot » limits on freedom and rationality in the population field:

FUNDING LEVELS AND SOURCES

The past few years have witnessed 3 substantial increase in funds made
available by major donor agencies for nationa] family planning programs and
population and fertility control efforts, Most of this increasc is due to larger
g ibutions, particul rdy the United States government through
the US, Agency for International Developient (USAID), although private
donations for Population activities have also increased, The International Bank
for Reconstruction and De t has joined the population donor agency
&OUp, and the United N established the United Nations Fund for

velopmen,
ations has
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Population Activities (UNFPA) which committed about $50 million in 1973 to
the field of international population assistance (UNFPA, 1974). With attempts
to account for duplication~that is, counting only once those funds provided by
USAID to the UNFPA, by the Ford Foundation to the Population Council, and
so on, the approximate donor funding levels for international population
activities in the developing world, and excluding, for example, U.S. expenditures
on U.S. family planning programs—funds are estimated as follows for the four
years 1969-1972 (OECD, 1974, pp. 1-4), and the estimated amount for 1973 is
something over $200 million.

1969 $ 86 million
1970  $125 million
1971 $147 million
1972 $183 million

Therc are a number of questions to review in this context, especially since
there arc indications that funding levels may continue to increase in the next
years. One trend is the emergence of multilateral agencies in this field, with
bilateral agencies such as the Swedish Intemational Development Authority and
USAID channeling substannal proportions of the population funds through the
UNFPA. The increase in available funds brings additional problems, including
several of importance in a discussion of ethics.

How Is the Money Spent?

Are the funds made available for population program assistance utilized m
the intended countries with programs, or is 2 substantial proportion spent in the
donor countries themselves, for a variety of purposes that may have tangential or
long-term utility, but which are not of immediate concern to a program
administrator in a high-fertility counwy trying to develop and improve a national
family planning program? Research is a major category of assistance by denor
agencies, and much of the population rescarch is carried out in the developed
world, There is probably an ideal balance between tong-term research for new
and better contraceptves and the immediate needs of current programs to
deliver services, but that balance is not easily discerned. Hankinson (1973)
feports that a significant percentage of aid for research in the field of population
Is given to instirutions and uni jes in the developed world. A ding to
him, this has three drawbacks: (a) the lack of attention to assisting the
development of rescarch capacity in the developing countries, (b) “the aid
!’meﬁts the donors more than the recipient country,” and (o) “differcnees in
interests, aims, and objectives can arise between the recipient country and the
university or institution, which may have to mect other obligations, such as
publications of rescarch studics and staff development, as well 25 the practical
needs of the recipient” (1973, p. 18)-
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Another category for which a substantial portion of donor agency funding is
ded is technical ¢ and administration. Most donar gov:mmcnt;
and agencies are reluctant to simply write checks; they want admlr.ust:haw;s ::;r
technicians who guide and monitor the utilization o‘f the funds u:n c n° o
countries, Also there arc shortages of appropri ly trained p n many
the ies with national family planning progr In some countries,
problems arise with the total number and the quality of advisors and tcchmﬁ
provided. A family planning program with limited national pcrsonn':l may :;w
difficulty effectively utilizing a half-dozen or more foreign ad-vuors in th
Jati Of greater imes are the quality and basic

irnt'crﬁts of the advisors. A group of family planning officials from developing
countries noted recently that their experience

P

with foreign advisors in the population field had been almost always
an unhappy one, and the general impression of the recipient group was
that the first priority of the advisors that they had had was 1o follow
their own interests rather than that of the host country, cither by
concentrating on work related 2o their own field of research or Ph. D.
thesis, or by acting more as 2 “tourist” than as a working member of
the country’s program (OECD Development Centre, 1973, p. 33).

What is the comrect app h to the provision of technical assi and
advisors, and what ethical criteria should govem the decisions in this realm?
These questions are associated with the “who decides” issue, although here Ih?’
apply more to the donor and ipi gov: s and agencies invol
rather than directly to the target population. .

For those funds available for direct family planning program activities in the
recipient country, there are q ? and diff: as to how @
utilize them most cffectively to achieve program goals. The givers of aid tend to

want a say in the operation of the program, which Ieads to the next question.

Viho Determines How to Run a National Family Planning Program?
The recipient countries naturally desire a rather wide range of freedom in
the operation of Programs in their countries, The interest of donor agencies is 10
be responsive to g legisl , boards of trustees, and other bodics
that authorize the funds, €rate continuing funding and, in part, 10
report that a reasonable job bas been done with funds already supplicd. These

tual. For example, recipient countries feel that funds
Population policies and plans they have developed,
through general program su istance for particular aspects of the plan
already developed. Donor agencics, however, may come along with other ideas
and urge that the funds be useq for projects they deem most uscful. The
resolution of these df cult and time consuming,

in part to gen.

ifferences is diff;
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Another problem concerns the occasional willingness of donor agencies to
supply contraceptives that may not meet the strict safety requirements m force
in some developed countries. Likewise, donor agencies sometimes urge the
dismbution of contraceptive pills by p dical or dical personnel
(using vanous checkhsts for screening doubtful cases), while mn the donor
countries these contracepuves are legally available only on medical prescniption
Thus different standards are applied, on vanious grounds (such zs, in the case of
pill distnbution by paramedical personnel, the relanve nisks of complicatians or
death from childbirth versus the nsks of side effects from pull usage, and the
unlikelihood of better doctor/population ranos—especially 1n rural areas— 1n the
near future) There 1s, 1n many cases, a different quality of service available in
developed and developing countnies, and some people suggest that 1t may be
unethical to apply the standards of developed countries because this would
prohibit availability to many of the poorer people 1n the developing countries
Also an argument 1s advanced that the standards are largely arnficial,
meaningless, and reflect the conservatism of the medical profession

Sumilar ethical questions anse if a donor agency pushes for particular
methods of ferthity control such as abortion and sterihization 1n countries where
such practices are not acceptable m the context of the local legal, cultural, and
social settings

Time Lags and Related Problems

The time 15 often constderable from mtial discussion concerning major
donor assistance for general program support or specific project support to
actual impl tation of proj with penods up to three years not
uncommon Even the last stages between agreement and the actual flow of funds
€an last a year or more While pnmanly a procedural concern, one ummntended
consequence 1s a general feeling of discourag and disdl on the
part of the recipients Not all of the blame for delays should be put on the
donors’ shoulders, administrative delays and bortlenecks are partly the responsi
bility of the governments of the recipient countries This ume lag problem rases
the additional question of the overall financial absorptive capacity of countnies
with national famuly planning programs Is a level of $200-plus mulion mn
International assistance for population work the right amount? Would more in
the near future be detnmental or helpful n reducing population growth rates?
Who 15 to deaide, and using what cntena?® Does the population field know yet
the best delwvery systems for providing indsvidual couples wath the means to have
the number of children they desire? These questions are more than theorencal
For example, 1n May, 1973, General William H Draper of the Population Crisis
Commttee called for an annual expenditure of $2 billion to assist population
Programs 1n “the word's poor countnes,” excluding China (New York Tunes,
May 7, 1973) The ethical dilemmas here mclude determination of levels and

d
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Reporting procedures suggested or required by donor agencies may unplrt:\:
dmini dures and point to problems that need to be solv b;
‘ll'hc; may also cause the attention of skilled personnel (who ma-y be sca:;:) t:;ks
diverted from regular tasks (as defined by the recipient countries) to other o~
that must be complied with in order to satisfy a particular donor. The resu o
tensions may have the unintended effect of slowing down. tht.: whole proccss.tc
developing a viable national family planning program, which is exactly Dpl;o?;n
to the stated goal to be achieved by providing farge-scale funding for populat
activities in developing socicties.

Another aspect of required reporting procedures is based on the tenet tha:
the funds are intended to provide specific services to particul}r groups of
individuals, with only absorbed by bureaucratic procedures
and personnel. Persons in local bureaucracies, however, may wish to usc the
funds in ways that enhance their own standing as individuals or in rc.lauonsh.lp'w
other departments, and such “enhancement” may have less to do with providing

given sets of services than the donors find acceptable to their own established
sets of values and procedural criteria.

rative p

In the larger context, solving perceived population growth rate pml?l:-ms s
not easy, and the total time frame in the minds of donors and recipients,
especially the former, may be much shorter than necessary. Population gf"w'h
rates do not decline rapidly in most settings, and the expectations of tmof‘
moncy leading to quick results” are likely to go unmet. One cffect of this may
be cutting off or decreasing the Ievels of funds in a country before success 1'135
been given a reasonable chance to materialize, But then, who is to d:telrmm‘
whether and when population funds are no longer having an effect? This is not
only an empirical question. For example, whose standards will be used? A donor
agency may decide that in a given country a point off the crude birth rate (CBR)
Pper year for a given level of expenditures is effective, but a one-half point annual

decline in the CBR s unacceptable and the use of funds ineffective. However,
the recipient country mj,

ight view 2 CBR decline of two points every five years 25
quite effective in their perceived and actual state of social and economic
development.

Proportion of Extemal Assistance

A difficult question, raised carlier, concerns the maximum proportion of
Program support that shonld be supplied by external funding sources. Are there
cases, especially in the carly develop , in gladesh fo.r
example, where almost total mily planning program is
justified? If so (and personal culties with a “yes™ answer to this
questio_n), at what point should 5 recipient country pick up the tab itself? Can
the recipient country, to say nothing of the intended target population, control
it program—that is 1o 53y, uts procedures, goals, contraceptive or fcnihx.y
control methods, and so forth—while major extemal financial support is

o r
external support for 2 fa
ly I have diff;
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utlized? Ashing the question this way implies that the country cannot, yet, one
mught sincerely argue that if a developing country 1s left to 1ts own ways and
resources, ferality decline 15 probably gowng to occur a few years later than
would be the case with external assistance for population acuvines. How
important are those few years or decade or two if that 1s the situation? The
cthical quesuons relate to the “who deades” issue and under what arcum-
stances countries can determine their own courses of acnon

Other A Tied to Accep of Popul Program A

Tying food assistance or development programs to acceptance of population
programs 1s apparently less of a problem now than 1t was a few years ago
(OECD, 1973) Yet, 1t has not been elimimated completely, and since population
funds are lable 1n larger now, the potential Ieverage exerted on
govemments of developmg nations to adopt and implement nanonal family
planning programs n order to obtan development funds for other purposes
might be considerable Furthermore, the quesuon of “tied aid * takes on new
forms, such as the pressures to include the most advanced and efficient means of
ferulity control, for example, provide abortion using the vacuum aspiration
technique, 1n order to obtain funds for a populanon program

AMATERNAL AND CHILD HEALTH-FAMILY PLANNING
DELIVERY SYSTEM APPROACH

There 1s growing interest 1n programs that functionally 1ntegrate maternal
and child health services with farmly planming This interest arises m part from
efforts to develop new systems for dehivening effecnve famly planning services,
and m part because the improvement of matemal and child health 15 an
mportant goal 1n 1tself in many societies Also this approach s an outgrowth of
the relatne success of hospital based postpartum farmly planning programs in
obtaning famuly planming acceptors (Zatuchm, 1970, Fomest, 1971, Swin,
1972) Onc MCH/FP program bemg developed 1s 2 set of major research and
demonstration projects m four or five countrics, 1 largely rural arcas with
Populations averaging 450,000, under a program that grew out of an carlier
feasibility srudy (Taylor & Berelson, 1971) Threc basic questons being studied
™ this program can be summanzed as follows

1 Arcintegrated MCH/FP programs feasible i rural areas?

2 Can substanual benefits 1n terms of improved maternal and child health and
reduced ferulity from these programs at rephicable costs be obtained?

3 Is tus an effecne delnery system for famuly planning education and
services®
This h d designed for a fiveyear peniod

10n  prog
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involves several million doilars from both donor agencies and recipient c?u.nh')’
governments, and covers approximately 1.6 million people. In onc sense, it is an
enriched program approach in difficult settings. There are several ethical
questions we might review:

1. Is it fair to have an enriched program on a demonstration basis in onc
province of a country? This can probably be justified on several grounds, such as
the desirability of testing an idea in one area and working out problems before
expanding the coverage to larger groups of people, but it does mean that better
services are being provided in one part of a country.

2. Assuming that a program of this sort can be implemented in one area, for
example, covering 2 half million people, what are the possibilitics for replication
in terms of funding, wained personnel, and general administration and
supervision in the rest of the country in the reasonably near future, say, the next
few years? One of the key questions asks if this program is replicable in cost
and p and administrative terms, and this concern led to careful
attention in the design of each project. If a project becomes a nonreplicable
showpicce, the expenditure of effort and money is probably not justifiable and
may raise false hopes. The cost/replicability issue is difficult.

3. Is the MCH approach an indirect way of getting a family planning of
population control program started in countries or regions where the direct
approach is not possible? This does not seem to be the case in three of the
projects funded in the program under discussion (Indonesia, the Philippines,
Turkey), but as a general principle questions might be raised about indirect
app.mach:s to the provision of family planning services, and 2 sub-Saharan

African country, where the direct approach to family planning is probably not
possible on a large scale, has been included in this program (Nigeria). On the
oxhc.r hand, a swrong point might be made that this type of program is offering
services that are generally helpful and healthful for both mothers and existing
chxl('!rzn, and Lhe.intendcd recipients perhaps will be better able to accept those
2:_::‘;:; :;:);“:;;')" (health care?) and refuse those services they do not want
deliv‘:— :;‘:’l "°1‘5 2 Country or group really decide what is the best way 1o
o i s el ot i
substantial funds otc n:: e Eonnel in the delivery of h“kh. care? |
does this mean %css"f:‘;di CH/FP program that is basically preventive in naxu‘;tc.
recipients, that is, the ta, el W{ﬂabl: for curatve services? Wh.“ do‘
receive higher pri'omy inrgl:t POP_lllauon, really desire? Probably curative sevices
in their best Tong-term in(:»r view than do preventive services, but is this really

? d
short-tenm inlcrstsbcbalma:;‘ In other words, how should long-term an

donos. l(ow'should 2 reapient country handle th,
don :og:;zp s saying it wi}l provide funds for this type of project, but only o1

‘ ition .thaf CETain . procedures and methods be incorporated in the
Project? This is similar 1o issues rai

. ised carlier, 00T
redpient government may be considerable. et The pressures upon 2 P

e potential problem of a major
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6. Are there ethical issues regarding the overall idea of research projects
involving nonnationals (groups and individuals) in developing societies? What
precaunions should be taken to ensure the nghts of individual aitizens 1n the
project countries® The research aspects of these projects require the involvement
and support for as much analysis as possible within each project country.

SUMMARY

The focus of these remarks has been on ethical questions that arise in the
orgamization and implementation of nattonal family planmng programs, with
some attention to questions ansing from the increased population program
funding levels and from a major research effort. According to Berelson, there are
only five things governments can do to implement population policies (as
defined earlier).

They can (1) communicate with people mn order to influence their
demographic behavior 1n the desired manner, (2) provide services to
effect the desired behavior, (3) manipulate the balance of incentives
and disincentives to achieve the desired regulation, (4) shift the weight
of social mstitutions and opportuniues in the desired direction, and (5)
coerce the desired behavior through the power of the state (1974, p. 2).

From an ethics viewpont, there is a progressive difficulty of ethical issues as
one moves from number 1 through number 5 on this list. Not all of these actions
telate directly to national family planning programs, but they can serve as guides
for aslang about the kinds of actions that are best mncluded in or best excluded
from such programs, recogmzing the need for variations from country to
country because of differential priorities and goals.

This chapter was prepared while the author was 2 staff member of the Population
fhouncll The views expressed here are those of the author, they do not necessanly reflect
© views of the National Academy of Sciences.
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A FEMINIST PERSPECTIVE
ON SOME ETHICAL ISSUES
IN POPULATION
PROGRAMS

SANDRA SCHWARTZ TANGRI
U. S. Commission on Cwil Rights

INTRODUCTION

Population programs are particularly vulnerable to ethical problems because

of therr size 1n funding and numbers of persons affected, because of the nanonal
level at which they ong . b of the frequently mulunational inter-
dependencies they represent, because the size, quality, and distribunon of
Populations have always had political mportance, and because the intervention
aums at behavior that 1s central to several value systems and the subjeet of highly
sensitive atutudes, The ethical 1ssues denving from these circumstances have
been dealt with very competently by Robert Lapham (Chapter 16). Rather than
claborate on those, I shall concern myself with others that denve from my
fermist perspective.

The basic premuses of this perspective are that 1n the area of fertility,
Women’s mterests are primary, that women, therefore, should have prnimary

an::: chapter 15 a revised and expanded version of commeats presented at the
May 9~l¢l= on The Ethics of Soaal lntervention ar the Bauelle Scattle Rescarch Center,
otk & 1973. 1 wish to thank Nancy Russo, Lorna Marsden, Emily Moore, Gerald
this dn'k Donald Warwick, and Gregg Jackson for thewr comments on that earhier version of
" Pter. The views expressed in this chapter are solely the views of the author and
notbe artbuted to the U. § € on Covil Rights,
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control over population programs; that the most impomrft goal of po?ulauo‘x;
programs should be to give women control over their own bodies ::m
reproduction, with fertility reduction a secondary goal; and th?t any progra) |
that will lead to reduction in fertility must also encourage liberating socuf
changes that will provide women with opportunities for alternative means o
satisfaction and status. e 4
These premises are related to the basic values of freedom, ]usn'c:. an
security/survival (Callahan, 1971). Freedom is defined as *the capacity, the
opportunity, and the incentive to make reflective choices and to act Ol:l these
choices” (Warwick, n.d., p. E-14). Justice is defined as fairness in the
distribution of good and harm. Security/survival, which is often considered the

most basic value (Golding, n.d.), is defined as physical and psycholoziﬂl
well-being.

INTEREST GROUPS VIEWED FROM THIS PERSPECTIVE

The Rights of Women as Mothers

Any consideration of ethical issues in fertility control must recognize that
we begin with a biological fact: only one of the sexes can have babies. 'l‘_hc
advantages and disadvantages, as well as risks and benefits, associated with
reproduction and its prevention do not accrue cqually to both sexes. If Ih'CY
did-if therc were no differences between the sexes in their reproductive
functions—the same ethical considerations would apply to both sexes. However,
such is not the case. Furthermore, of the various differences between the sexes,
this one has the most social significance. In no culture that we know is 2
woman's fertility a matter of indifference, Because of its social and biological
importance, women’s ability to have babies, in contrast to men's inability, is 3
potential source of power that under modern conditions is unmatched by any
physical advantages men may have,

Civilized socicty, in dealing with other significant disabilities, has in varyiflE
degeees created compensations for the deprived: artificial linbs. teaining, special
€are, special status, and so on, But in the case of fertility, instead of repairing the
deprived (so that the good and harms associated with fertility and its prevention
are fairly diswibuted), socicty has turned women's reproductive function into 2
net disadvantage by social customs that give power over a woman's body and her
fertility to men.

Bf:amc security/survival is often considered the most fund 1 value
(Golding, n.d.; Smith, 1971), we do not violate the bodily integrity of onc
PeTson to sccure the survival of another without the donor’s consent (Frances,
1972). In fact, a willing donor whose own welfare or survival would be
threatened by the donation may be prevented from making it. We would not
::mudzr 1t cthical to require a person to 8we or lend his or her body or parts
*ireof for another’s use, we would not think of doing this for organ
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transplants, expenmental therapies, or blood donations. Yet, mn the case of
ferulity, because continuation of the species requires that some women be fertile
some of the tume, all women are made subject to the social, legal, and political
regulation of thesr own reproductine capaaty by others, mostly male.

Beanng children requires women to bear all or some of the following costs
occupauion of her body by the fetus, nine months of pregnancy and often a
peniod of restncted freedom while canng for the infant, the physical and
psychological nisks of death, pan, disfigurement, major surgery (Caesartan), and
per or temporary disability and disease, as well as many social costs® and
benefits 2 Since none of these costs 1s borne by men—either n general or by
those donaung their sperm—and since these should never be imposed unwillingly
on anyone but only freely chosen, therefore the highest ethical prionty 1n any
Intervention dealing with ferulity 1s to give women control aver their own bodies
and reproduction The 1ssue here 1s that women should have the freedom to
choose which costs and bencfits to undertake those associated with child
beaning or those associated with its prevention

Although the nights of women n the sphere of reproduction are primary,
others also have some nghts. If no person 1s 2n 1sland, to some degree everyonc
has some interest in another’s reproduction  Most discussions of these issues
(Callahan, 1971, Smuth, 1971) recognize that there are conflicts of interests and
of nghts between famihes and agencies or berween munonty populations and the
society as a whole Very few deal with confhicts of interest between husband and
wife or between women and the society as a whole (Marsden, 1973) Most
assume that a woman’s interests are 1dentical with those of her husband, her
fanuly, or her commumty This 1s not necessarily the case In the area of
reproduction and with the broader ramufications of changes reproduction,

Women are a disiinct interest group This 1s not to say that their interests are
dways n opposition to their husbands’ or communities’, but that they
sometimes are

There scem to be three quite different sets of relationships between women
and others who are most mmportant 1n these matiers would be fathers, the
medical and paramedical personnel who deliver services relevant to reproduc-
Wiy, and the public interest (normally represented poorly, at best, by
government) In cach situation, the nghts of onc may be in conflict with the
nights of the other

Would Be Fathers

What nghts do would be fathers have® It has been sad, m responsc toa
strong ferminst posiuon, that *“it takes two to tango » This 1s supposed to
*Discnmunation, loss of status, and humilation o the chuld s uleptumate. Even
i e often and | 1 role setungs uo-

nhx,;d o matermty, for example, at work and 10 scheol
Enhancement of status if lepumate lLmuted pights £0 €conomic support.
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refer to the fact that women cannot have ba!)is. without men. zilﬂh:vl:
true—more or less. What is much more to the point is thzt-mcn ca[:n et
children without women.® If men cannot have children without :omm,s
women’s bodies, does this create exwaordinary rights of men over w o
duction and extraordinary obligations of women to men? No., because e
pcr:son’s desire does not obligate another person nor give the desirous onc
ight to take what he wants.? . .
" In the relationship between the sexes, this issue arises in three different
circumstances. (1) Docs a man have the right to imposc on 2 woman a prcgnﬂm-');
that she does not want? The answer is clearly “no,” because it would confraveltla
both her freedom and security of person. (2) Does 2 man have the n.ghtmc
withhold his contribution to a pregnancy? Yes, although what is done with ot
body's other waste products after they leave the body is not comp{:uly a mattm
of free choice. In this case, it scems clear to me that 2 man has 2 right to try n
to become a father. (3) Does a man have the right, once a woman is prcgna;t :};
him, to prevent her from aborting if she wants to or to make her abort i 'sts
doesn’t want to? The fact of asymmetrical reproductive functioning dctcrmmh
the answer. Again, because it is the woman who carries the pregnancy and who,
therefore, carries the risks of cither carrying to term or aborting, her frc:dun_\ o
choose which risks to take has precedence over his right to choose or reject
parenthood. To deny her an abortion that she wants is to impose upon her 2
pregnancy she does not want~it is the same issue as in the first circumstance. To
force on her an abortion that she does not want is to contravenc bo.(h her
{freedom and her security of person. A man certainly does not have the right to

usc 2 woman’s fertility to prove his masculinity, to satisfy his desire for heirs of
immortality, or to control her movements or aspirations, though all of thesc may
be satisfied if she wants to hav

e a child by him. Ideally, neither partner could
force parenthood on the other; either could refuse 1o become a parent.
This last discussion leads to the answer to a fourth circumstance: (4) Docs 2

“
»and for the same reasons, the answer must be “no.
Butif the context now 1s shifted from that of man as husband or lover, fo man
©Or woman 2s physician, do any new considerations arise?

Medical Personnel

The doctor's role entails certain oblizations different from the others.
Unlike the would-be father of Tepresentatives of the public interest, the
*The aruf
biological fathers who do not know tha

*None of the foregoing, nor what
relatonthip who und

penuade another
tecomes moot.

sl womb s 2 legs immediate prospect than aruficial insemination of
t they are fathers.
t follows, constitu
ertake reasonable, thae
10 2 pasticular course of 4

les stnctures aganst persons o uz’
. noncoercive and nondeceptive efforts |
cton, If so persuaded, the issue of conflict
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physictan’s first responsibility 1s to the well being of the patient. If a doctor’s
judgment about the best medicat course to follow comncides with a woman's own
preference, there 1s no conflict between doctor and patient though they may
both be 1n conflict with others, mcluding the would be father, representatives of
the public interest, or cven the doctor’s own personal beliefs

But when there 1s a conflict, and 1t can occur on the whole range of 1ssues
from contracepuon to abortion, from treatment for subfecundity to determina-
ton of sex, what principles ought to adjudicate between the woman’s nght to
freedom of choice and the doctor's professional opumon? Such conflicts occur
routinely, and in areas other than reproduction They are typically resolved
through persuasion of one party by the other or by changing one’s doctor
Whether this results 1n ethical outcomes depends on several things first and
most important, that there not be too great a power differential between the
parties so that the persuasion does not become coercion, second, that there be
full disclosure of iformation so that the persuasion 1s not deceptive, and finally,
that the panent has real options to choose another doctor For poor women
especually, these conditions are often not met Much of this dilemma would be
resolved by eliminating the monopoly that doctors have on the dehvery of
fﬂ’Ullty related services Much of the necessary skill and knowledge to practice
effective birth control could become part of the general educational curriculum
This educauon should mclude disclosure of the rishs and benefits of both child
beam"g and 1ts vanous alternatives Self help clinics are another alternative to
this monopoly

The Public Interest

In the third relationship, when there 1s conflict between the nghts of the
individual and the welfare of the group, 1 adopt Warwich and Kelman's (1973)
Cterion that the needs of mdividuals should take precedence over
some abstract notion of what 1s good for society This principle apphes n any
conflict between a woman and representatives of the public mterest It also
applies to personnel who delwer services relevant to reproductivity Lapham has
dealt very effectively with the ethical ssues that anse when family planning
Programs that are supposed to represent the public interest infringe on the nghts
of indiiduals who are their targets (see Chapter 16)

In sum, 1t 15 my position that women’s having control over their bodies 152
fundamental value m and of itself and includes control over theirr own
Feproduction, that it 1s consistent with and required by other basic values held
by most societies~secunity/fsurvival of the mdividual and freedom of choice—and
that populanion programs that do not increase the realization of this fundamen-
tal value gre unethical.

THE ETHICALLY IDEAL POPULATION PROGRAM

@ The remainder of this chapter describes what I would consider the major
aractenstics of an ethically ideal populatien program from this perspective,
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taking into account four aspects of the program (Wax:wick.& Kclmax;]. 197i)n.[(::
the choice of goals, in which the major cthical cons-\d':rano'ns are tl c‘cx e
which those who are affected by the program participate in the choxc; o o
goal, who speaks for them, and who will benefit from the program; (b) defi (.hi
the target population whose bebavior is to affected, which depends on
definition of the problem to be add d by the program; (c) the choice of
means used to implement the program and the extent to which members of :hb:
target population genuinely participate in the program; and (d) afsessmenz ?f o
consequences of the program, both intended and unintended, in terms of i

benefits and who suffers and which values are strengthened and which are
weakened.

Choice of Goals

The cthically ideal population program is, first of all, one that is designed by
and in the best interests of those whose fertility is to affected. This, of course,
means women. Men arc not fertile; they are cither sterile or nonsterile. They
cither do or do not produce viable sperm; they never produce babies. .

Some role for men in population programs can be justified on the following
grounds: first, under present social arrangements many men do live with and/or
provide cconomic support for their children and are therefore affected by the
number of their children. Second, men are a part of the general public whose
welfare is affected by population dynamics. Third, there arc men W’_“” are
capable of acting in women’s best interests (I would call them feminists).
However, these do not provide justification for equal representation il’.l such
programs, since, as | have previously argucd, third-party effects as cxpcncnccd

by men are not cqual in ethical imperative to women's experiences as child
bearers and rearers. Finally,

if men are to be involved in population programs, it
would be more appropriate for them to address themselves to the contraceptive
nceds of men,

The goal, then, of population programs as defined by the interests of
women is to provide women with control over thair reproduction, so that they
have real freedom whether and when they do or do not choose matcrnity. There
e very few women, 1 belkve, for whom lack of reproductive control would be

2 desinable goal (Buckhout et al., 1972). Women will, of course, diffes in what
ends they wish 10 attan with that

control. If women are enabled to control theif
own fertility, they are clesrly benefitting from such a program. To achieve such
coatrol, the program woud have

to include treatment for the subfecund as well
8 contraception and abortion for the fecund,

Viho Speaks for the Target Group?

The quastion of repraentaucn anscs at three levels. At the highest, of
rleymaling, lovel, the

Participation of women will be impossible without
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great improvement 1n the general status of women, including educational,
economic, and political status Nafis Sadik (1974), a Palustans doctor, has argued
this point most cogently

One posiuve step which 1s necessary 15 to nvolve women in the
process of discussion and decston making on the means and the
methods of family planming programs That this even has to be said
illustrates the anomalous situation i which deasions affecting the lives
of women 1n the most direct and personal way are made without their
direct participation Even without taking into account the demands of
matural justice, 1t would seem obvious that women themselves know
best what their needs are and how they should be served (p 53)

That effecuve participation m family planming programs 15 connected to the
status of women was pomted out by the Western I phere Regional §
on the Status of Women and Family Planming held in Santo Domingo in June,
1973 According to Sadik, the nght of couples to determine freely and
responsibly the number and spacing of their children was shown to be “closely
related to the extent to which they [women] are integrated nto the social,
economuc, cultural and political life of the societies 1n which they live,” and that
this integration wall require “basic economic, social, political and cultural
reforms” (p 35)

The same considerations apply at the lowest or recever end of the program

Effective use of contraceptives 1s greatest among couples when the
wife has influence in family decisions And equality 1n decision making
1s positively related to both the wife’s education and her parucipation
m the labor force (p 35)

At the middle or implementauon level, where rescarch and delvery are
designed, women can participate only if they have the necessary traning and
eXperience That their participation would make 2 difference in what research s
done, 1n how much care 1s taken over safety precautions, and the degree of
cocreiveness applied has been argued by many wnters (Buckhout, 1972, Jaffe,
1972, Marsden, 1973)

Who Will Benefit?

¥ control over tharr bodics 1s to become a reahity for women, they must be

" 2 postion to use that control That means both psychological and
SWironmental frecdom to use that control If freedom 1s the capaaty. the
:gp‘m“““)'- and the mcentve to make reflectne choices and to act on these
br:::s‘ then making freedom of choice available to women smplics much

cr concerns than are found 1n most population programs. To gne women
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i i od
the capacity, opportunity, and incentive to choose freely between motherho <
and other role options ulti ly ires the elimination of sex roles an

B P ] imina-
socialization for these roles that arbitrarily foreclose alternatives,® the elimin:

L P ity and
tion of sex discrimination in all arenas, demystification of female sexuality,
4 icization of h 1 relationchs

relat ps. All these forms of program_min%
thwart freedom of choice. They also contribute heavily to the pronafalxss bias o
most cultures, These larger goals are y i of family p

not only because without them women are not really free to choose activities
other than matemity, but also because without these alternative avenues to
status, a reduction in fertility would actually worsen women's position in some
eties rather than imp it (Marsden, 1973),8 L.
Thus, the second characteristic of the ethically ideal population is d.m
it contributes to social changes that give women real freedom of choice regarding
pregnancy, fertility, and all other alternatives or parallel activities.

Defining the Target

These considerations, then, also put a new p

pective on our ideration
of the second aspect of population programs, which is the definition of the tar-
get of change. Unlike most

population programs now extant, whose targets are
marricd women in their r

ole as reproducers almost exclusively (Laphf‘m &
Mauldin, 1972) and men as reproducers hat, the inist per e

¥ .
veals that such programs ought to be equally concerned with changing the social
institutions that Perpetuate sex inequalities. In his article on “The RclcvanCC. of
Social Research to Social Issues: Promises and Pitfalls,” Kelman (1970) writes
that:

By focusing on the carriers of deviant behavior, social research has
reinforced the wid pread Y to explain such bechavior more
often in terms of the pathology of the deviant individuals, families and
communitics, than in terms of such properties of the larger social
:yszem as the distribution of power, resources, and opportunities
Pp- 83).

An exact parallel exists in the focus of population planners on women’s
“e.xccmve fertlity” rather than on the entire pronatalist and sexist social system
within which they live (Tangri, 1972).

_ "This does not mean the elimination of biological functions, which would be difficult
O umpossble to alter in any case, but only that these would be undertaken on 2 truly
voluatary bass,

‘It should be

Pointed out that the changes indicated here ¢ not the same 1S
modermzation {Wilensky, 1947-: " k

1968). In fact, Western-induced modermization has oftes
contnbuted 10  declime 10 the staryy of women in developing areas. African women, for
example, were not included n agri ion schemes because it was not understood
that theis part 1n farming was
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By focusing on marned women, population planners also fall into the trap
of renforang the double standard of sexual behavior whereby unmarmed
women are penalized with 1llegiumate pregnancy while the man mvolved suffers
no comparable penalty From a femimist perspective, there 15 no ethical justy
fication for depriving any category of women control over ther fertility
Counterarguments to this position generally, in one form or another, posit that
soctety has the nght to deny certain options to unmarmed women, either for
ther own moral benefit or m the interest of mamntaming certam social
mstitutions or because of socoreligious concepuons of retnbution for sin This
kind of discrimination has to be judged as nconsistent wich the value that social
msutunons must be judged in terms of their consistency with human needs
(Warwick & Kelman, 1973) Ths s as true for programs that deny birth control
t unmarnied women as 1t 1s for those that coerce women into using such
methods It 1s as applicable to programs that discnmnate on the basis of panty
(number of children born) as 1t 1s to discnmination on the basis of mantal status

Age mught be considered an ethical basis for discrimination in the providing
of stenlization because of 1ts relation to sclf knowledge, knowledge of opuions,
and tme perspective, but 1t 1s my personal judgment that we generally set the
secalled age of discretion considerably higher than warranted

Choice of Means

The third aspect to be dealt with 1s the choice of means used 1o implement
the program  Under condinions of complete freedom of choice, as described
€atlier, we would expect women to want fewer babies than they do now (Tangn,
1972) Without 100 percent contraception, this would increase the number of
Unwanted conceptions, which 1s alrcady considerable Therefore, the third
Charanemnc of the ethically 1deal program 1s that the contracepive agents be
100 percent effecuve, wth abortion provided on demand

Women who prefer less effecuve methods, that 1s, those who are
Uncomfortable with total control over this aspect of therr hves, should also have
:.l;c less effective alternatives available to them (such as the pil, duphragm,

3, nstruction for the rhythm method, and so on)
th In this same vewn, the fourth charactenstic of the ethically ideal program 1s
4t the contraceptive agent should be completely safe and wathout physical or
zgc}“’bglul side effects or long term effects on fecunduy or on subsequent

*Pang Fufth, 1t should be casily available to everyone
are The problem of assunng genuine partcipaton in the program by those who

1S targets will remain commensurate with the degrec of power Or STars

over what it had been
d more status in Inda

chany

. 8es 1 d patterns d sexrole

‘hm“’ks & Richardson 1963) In certain respects women arc accordes
o the United States {Berreman, 1969)
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differential between the target population and the program’s personnel. We havci
already discussed the relation between program participation an.d the status of
women at three levels of the program operation. There is thc' further
consideration that, to the extent that men do not take women seriously or
respect their rights as individuals, greater participation by women would be
cffected by replacing male personnel with women—who hopefully would no,t
have such attitudes or who would not have them to as great a degree. Men’s
attitudes toward women can also be changed and should be. -

Furthermore, if it is generally true that women prefer methods requiring the
Ieast intervention and males show greater preference for methods involving more
outside intervention, as one study found (Buckhout, 1972), then fcm.zlc
personnel would perhaps be less likely to advocate and adopt the more coercive
methods.

Warwick and Kelman (1973) have suggested that, to the cxtent that

ipulation is almost inevitabl
seem more acceptable that:

y a feature of any social intervention, it would

the people affected participate in the process, their entry and exit
remain voluntary, and their range of choices is broadened rather than
narrowed; and to the extent that the manipulators are not also the
primary beneficiaries of the ipulation, are recip My vul blc in

the situation, and are accountable to public agencies (p. 50).

All of the measures advocated here would be with these desid In
particular, the point that the manipulators be reciprocally vulnerable in the
situation su;

ggests that female personnel should be in charge of programs directed
at women and male personnel in cha;

rge of programs directed at men. In some
pants of the world, this 15 indeed the practice because of customs that severely
circumsenbe heterosexual contacts.

This may contravene freedom both on the part of receptors and prospcm've
oA - Furth » it may be argued that such practices further
reinforce customs that keep cach sex in its place. Yet, it seems only reasonable
© mzint'zin such practices, at least as long as the staws differentia) between the
scxes exists,

Assessment of Conseguences

i 8! that involves the .
ofits consequences, The first question 1s, if wo

0 the rezsons given before, we
cen sensitive to the welfare of
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their community and may be expected to conunue to be so But suppose the
community interprets 1ts mnterests to be best served by augmentng 1ts numbers?
There are several situations where munonty groups have interpreted their
polincal interests 1n this way There 1s, first of all, no clear ethical imperauve
aganst such a posiwon (Smuth, 1971) There 15, however, a clear ethical
imperative agamst the exploitation of women's fertility for others’ pohucal
purposes Giving women control over their own bodies 15 the first step n
preventing such exploitanion (Haden et al, 1968, Nanonal Black Fermnist
Organization, 1974)

One respect 1n which complete avallability of contraception and abornon
may diminish psychological freedom 1s that it may deprive women (particularly
young women) of the legiumate reason (as defined pethaps by the peer group)
for rCfusmg to engage 1n sexual relations, since 1t reduces the nsk of pregnancy
or 1t removes a social support for refusing to have an abortion These dangers can
be diminished by increasing women's power to resist such pressures from men
The wall 10 resist 15 strengthened by strengthening the woman’s sense of her nght
10 self determination When all women and men are feminists, every person will
have this sense

Among the possible unintended consequences of population programs not
informed by the feminust perspective would be the reduction in status of women
W cultures where matermty 1 their major sourcc of sausfacuon and exclusve
clam to consideranon The measures advocated here would reduce that nsk
How and at what rate such measures are to be introduced must, of course, be
determuned 1nd pendently by the population at nisk

Would men suffer proportionately as women benefit from such a program?

In the short run, men would be giving up certan powers and prerogatives that
they now exerase over women and certan benefits that they denve from
¢conomic discmination against women (Bergman, 1971) Ulumately, howevet
men should come to appreciate their own hiberation from the heavy economic
Tesponsibiliies they must now shoulder and from the restrictions on their own
freedoms entailed by current defimuons of the male sex role and to recognize
that they too will have more rather than fewer opuons (though certain
Oppressive opuons would be closed) Furthermore, as the insttuttons of
Marnage and the famly survive the stnpping away of their coeraive and
chauvinistic props, faruly men will share the improved fortunes of therr
mothers, wives, and daughters
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The cases reviewed in this book demonstrate the extraordinary cthical

:::e‘;lcﬁtym“ deliberate nterventions m human affaws Most of the issucs
fessional € previous chapters are not covered by available codes of pro
frank de responsibihity The authors have not concentrated on examples o'f
ception or obvious coercion, as, for example, when “successful
E::::Pa:mn i encounter groups or orgamization development exerciscs be-
mamumcdm"dm"“ of continued employment, or good housckcq'),mg 15
these cas in mental hospitals under the guise of behavior therapy Even
groups hcidp“fsmt difficulues for ethical judgment, especially when different
lnleern: differcnt views of what 15 moral and when standards of legimare
ndividu; alon change over nme But sull more complicated 1ssues arise wl::ll
““m:nc: and mstitutions of good will engage the sErvices of a professio !
Zations, co; to bring about seemungly positive changes mn individuals, organt
» communities, or natuons

B\xsl::s: examples cited i the previous chapters are
effectiveness, 1ons hire consultants to LMProve mor g al
Otganizang, s, 2 mmonty group secks ad from 2 rescarch and :Zc cpm:Izl
System ¢ n to design and implement 2 commumry—comrollcd ucan:]
resolve u;’;"m“mn:s faced with rancorous criscs bring 1 medators to heip

erlying conflicts, the government devises and tests a program to

largely of this sort
ale and orgamumon:l

377
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raise levels of income for the poor; the governments of developing C"l‘"‘:z

k with international agencics to develop prog to prom P A
‘f‘;z::dom and limit the birth rate. The intentions and ambitions f’f the mlcrz
venors and their clicnts are usually beyond reproach, They are nenhc:r cor;UP
nor venal nor beset by unresolvable conflicts of interest. But they inten tt:
change the behavior of other people in socially signiﬁ‘cant ways‘. ﬂﬂdv. ":’J:O
important, they have the resources to act on their intentions. Thf: intentio o
produce a social change combined with the resources to act on it become
exercise of power. 3

The cc:tral ethical issue raised by this volume concerns the pro{cssx_ofﬂl
intervenor as an agent of power. Professional intcrvenors hold power dcnvmg_
from their specialized knowledge, their privileged personal position, and co.nl
nections with their clients. Often their clients are among the most mﬂuc.ntﬂl
in the society: corporate managers, government agencics, and intcmam?m

i izations. Almost inevi bly, the bination of a potent client
intervenor produces more leverage than is held by lh"
population that is the target of the intervention. Regardless of anyone's
intentions, ethical issues arisc simply from the fact that a sizeable power
differential exists between the intervenors and those intervencd upon.
Additional problems arise when the exercise of power is veiled or obscured by
the white coat of the physician, the open collar of the encounter group
leader, or the bland smile of the Ppresumably ncutral mediator. 3

Clients of the professional intervenor are not always powerful. Sometimes
they are 2 relatively weak interest group who approaches the intervenor .as an
avenue toward increased power or at least practical help. Other cthical issues
arise in this context, particularly intentional or unintentional misrepre-
sentations of the intervenor's skills and influence,

Thus power, both within and behind professional interventions, is the first
theme that eme;

rges from the eight species of intervention described in this
book.

and a skillful

The sccond theme is freedom,
choose the degrec of their ici
tionally,

Particularly the freedom of citizens to

The issue of informed consent, first explored in biclogiﬂ_-l
rescarch and medicine, is now also of central importance in social experi-
mentation. But there is another relevant facet of freedom here, namely,
freedom of access to the mechanisms of soc:
should the power or profe:

> 2 public service model,
The third theme of our di i
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concern for protecuing freedom agamnst abuses of power by professional
Intervenors Practitioners of the newer forms of social mtervention have not
yet come to grips with the problems of determuning the legiimate extent of
ther accountability as professionals During the last several years physicians,
attorneys, accountants, and engmecrs have been forced by a surge of pro
fessional malpractice htigation to reconsider ther obligations There 1s greater
awareness that ctizens can successfuly press ther complaints aganst in-
competent or neglgent professionals by filing smt In part reactively, and
part through self-generated concern for the mamtenance of high professional
standards, various professional rons arc reconsidenng their codes of
professional conduct Practitioners of newer forms of socil mtervention can
benefit from these experiences and perhaps avoid some mustakes already made
by more established professions

POWER

Three separable but interacting power relationships arise in social nter-
ventions They are the relationships between chent and mtervenor, the
Ntervenor and the target of intervention, and the chent and the target of
intenvention

By “client,” we mean the mdwidual or mstitunion who contracts and/or
Pays for the intervention Sometmes the disuncrion between client and target
disappears For example an individual who chooses to obtain therapy from 2
mmental health profe 1 15 the prof Is’s client and target as well The
dsuncion between client and intervenor can also become blurred, for ex
ample, when a government agency conducts a social expeniment using its own
Tescarch staff instead of an outside contractor But usually the role of the
dlent 15 distinguishable from that of the ntervenor

Interventions aimed pnmanly at mndvidual change show characteristic sets
o ower rclauonsh ps Thus, beh therapy, er groups, and organt
2ation development exercises mvolve either of two sets of relauonships In one
©5¢, which 15 the more relevant to our concemns, the chent 1s 1 a position of
Power relatve to the target In this vanety of behavior therapy, the chent 15
;yi::]c:illy an arm or agent of the state, such as a judge who assigns therapy a;

iton of probation The therapist, also often an employee or agent O
© State, shares a position of power with the chent relatnve to the target.
thc'ipoxg the cxtent that encounter groups are used as part of insututional
do.Ties, they follow the pattern of behawior therapy In orgamization
the targere o senior g is usually the client, and subordma;csua:
the m;,gcu of intervention Hence the power relationships are the sam

€r two interventions
e ::c second set of power relatonships anses when 3 client zmnfcs o ::
an :ncin of intervention  For example, an individual enters pmm; t Tnpy o

unter group, or senior management hires an orgamzauon devclopmel
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specialist to work on its own problems and. potential. T.hc cthl::al p::b.l:::z
facing the intervenor in this situation are simpler ‘than in the onn’ .
because the element of explicit or implicit coercion of’thc tzx?;:ts P :
cipation is absent. The major obligation for the intervenor is the fzu,rcp;fcs:[:
tation of the risks, benefits, and costs associated with the mlcrvc’n.or s cf odci
Because behavior therapists arc more closely allied with the traditional mo "
of health scrvices delivery, the extent of their obligation is. clearer than t :
tesponsibilities of the encounter group agent or organization d:vclopmcl:r
specialist. The problem appears to be particularly sticky {or. the cncounfor
group agent, at least as Glidewell cxpresses it, because of the importance, o
the encounter process, of leaving the goals and anticipated results of b
process relatively undefined. Nevertheless, the purcly power-based thlc
issues in this setting are minor relative to those that arise when the inter-
ventions are institutionally mandated. i

Power relations among client, target, and intervenor become pamcul.all‘)”
complex at the level of community interventions, In the situation d:-scnbc
by Huey et al, there was an unusual financial arrangement in which the
intervening agency paid for the intervention not only as a public service for
the clients, but also in order to develop its skills in a new area of rescarch and
development. Several key problems in the case, as delineated by Guskin, arose
from the intervenor's uncertainty about its own role in the intervention and

the extent of its legitimate commitment to the client. While the first steps °§
the intervention were marked by strong initiatives, the intervenor soon foun
itself in a reactive Pposture

hannel

and out of its technical and political depth. ’l:h‘
o ication and decision within the intervenor’s organization
were not always as open and quick as they should have been in such 3
delicate and volatile situation, As the project progresscd, the scope of the
intervenor’s role and responsibilities underwent changes not fully und:tslml’d
by either intervenor or clients. Some problems might have been avoided if the
client had been in a traditional fee-forservice arrangement with the intervenor.
As it was, senior management of the intervening organization did not have the

same obligation to the client as 1t would have had under a normal contmﬂ:\ﬂl
arrangement. Initially, intervention was offered almost as a form of charity.
However well intended, this power relation between intervenor and client
weakened the client's Position when the intervenor decided unilaterally to
terminate involvement. The obvious lesson for the intervenor was the im-
portance of establishing

in advance, as clearly as possible, the limits on quality
and quantity of services to be offered.

The chapter by Laue and Cormick
intervenor 11 communy,
the partics involved. La;
almost incvitably py

offers an explicit prescription for the
ty disputes when there are power differences between
ue and Cormick’s theory of proportional empowerment
s T in an advocate’s position, but this
Pposition does not cope with the Pproblem of financing the intervention. Lau¢
and Cormick assume that 2 neutral client (source of funding) will be available
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f° finance the mediator’s pursuit of proportional empowcrment. In some
instances such funding will be available. But when it is not, and the bill-paying
client happens to be the most powerful party to the dispute, what principles
should guide the intervenor’s conduct? Should the intervenor refuse to accept
meIO}’mcnt from a powerful client when that client is willing to make
important concessions? The “half loaf” of a material concession may some-
times be better than the “whole loaf” of proportional empowerment. And, as
Williams points out, the narure of power differences berween disputing parties
@n be subtle, ambiguous, and shifting. Hence, basing the formula for
“‘“l’.‘/cnﬁon on proportional cmpowerment may lead to mistakes in inter-
vention. Some of these might be avoided by placing more cmphasis on the
merits of the cases presented by the partics than on the degrees of political
Ppower they have brought to the disputc.

Power relations in intcrventions at a national level are o
those at the community level. The mtervenor’s client is either the federal
govermnment, as in the case of the Income Maintenance Expeniment, or 3
pParty trying to influence government action, as with Waymon's intervention
on behalf of the Corp. When the chent is government, the target of the
Intervention is, typically, relatively powerless, so that the intervenor faces the
same problems arising in interventions aimed at individuals. The particular
additional interest of the chapter by Rossi, Boeckmann, and Berk comes from
the status of the New Jersey-Pennsylvania intervention as a troe experiment.
Thete are, of course, many detailed issues of appropriate client and intervenor
conduct that require ethical analysis in such largesscale social experiments.

Without going over ground already covered by the carlier discussions, we want
‘0 emphasize a point so basic that it is someumes overlooked in detailed
discussions of such expenments, namely, the fundamental fairness of
“.nplcmc;,(ing social policy in incremental, reversible steps. Whatever the moral
:l;ks of competently conducted social experiments, they surely are smaller
‘;n the nsks of implementing large changes in social policy without pre-
ung for adverse effects.
c)m:l;c relationship between Waymon and the
\Viyr:o:- of a fee-forservice intervention on be 3 ot
the CO"S loyalties were sharply defined by the nature of his conc.ract
both P :l'he Corp had a well-defined goal. Intervenor and the client were
it relatively powerless wis-i-vis the agencies they had to deal with.
l’e;:;mon's power in relation to the chient was his knowledgc about the
sixm]m[ burcaucracies. The role Waymon played 1n the Corp's .3“““ “:;
an::r to the role taken by lawyers on behalf of clients r.rcgouam;g mn.
Sld:rc; pi}:":s or government agencics. Indced, there is an issue o :o ;i:n
lingas when intervenors who are not lawyers intervene in sxt:nnonf in “cg
t ;‘y x:':.“hox' other legal actions. However valuable Waymons.scr\fxct‘sh :{;c:'
of bur‘fa:ch=Y¢ been enhanced by the use of threat of legal amo:;lm‘dan e
ratic obstructionism. Social intervenors have an 00UE

fren clearer than

Corp presents the clearest
half of a private client.
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d

d the legal ci ding their intervention, Litigation and
threat of litigation are powerful tools of social intervention, Although there may be
reasons 1o choose alternative courses, intervenors insensitive to avenues ot: power
through legal action may not be offering their clients the most cffcr:'tiv'c service, i
The chapter by Lapham illustrates power relationships in internation:
interventions. Population control programs often rest on a very L‘H’E.C power
differential between the client and the target. The intervenor, in this case 2
USS. or international organization, exports the idea of the intervention as well
as its methods. Although nominally in service to the foreign government, l_hc
intervenor may hold power over it in its role as an agent of U.S..fomgn
policy. All the dangers of p listic ion and ipulation are
present—and all have taken flesh in one or another population program. Taf’Sf’
emphasizes the moral traps most apparent from a feminist perspective. ’I‘hl_s is
only onc vantage point from which to evaluate programs aimed at E‘“f"g
people to do what they might not want to do. But, regardless of onc’s starting
position in the analysis, the power differentials between client and intervenor,
on the one hand, and the targets of the intervention, on the other, place the
intervenor in a position of particular responsibility to ensure that the inter-
vention benefits not only the client, but the targets as well,

The Power of Definition

I a modern Machiavelli were to compose a handbook called The
Intervenor, she or he might begin with the axiom that the intervenor’s most
important task is defining the problem to be solved in a way that minimizes

impediments to solution. In particular, the intervenor should define the
problem so as to forestall the need to justify the intervention. If one does not

have to explain why intervention is necessary, one can move quickly to
consider how to accomplish it,

Several chapters suggest that the most effective way to legitimate inter-
vention is to portray it as Promoting health or climinating illness. “Health”
and “illness” evoke such reflexive responses of acquiescence that the targets
are likely to consider it Pprecari i

ous, if not sacrilegi hall
made in those terms.

0 B!

If the target cannot plausibly be defined as sick or as in need of treatment,
the next best legitimation, especially in the United States, is the realization of
human' potential or the expresssion of the sclf. Kurt Back asserts thart this lan-
guage is especially appealing to upper-middle-class Americans who are bored or
lack a sense of fulfillment. If the avenues suggested are blocked, a weaker but
still adequate aurs might be created by speaking simply of a “problem” or, with
2 more sophisticated audience, 2 “systems problem.” Fnally, of course, there is
an upbeat rhetoric thay moves away from “problems” to “opportunitics” and
**challenges.”

The authors in this book desenbe the vagaries of fundamenzal justification
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for social interventions Stephanie Stolz suggests that the goals of behavior
modification are “to alleviate human suffermg and enhance human func
tioning ” Nowhere 1n the chapter, however, does she define what 1s meant by
enhanced human functioning, nor does she speafy the critena by which
reduced suffering 1s to be assessed The problem with such ambiguity 1s that 1t
1s all too easy to accept the prevailling definitions on these matters and thereby
jstfy the exsstng order Thus, a chent who comes to 2 therapist for
treatment to stop homosexual behavior may show “enhanced funcnomng”
and be “suffering” less when, after a senies of aversion treatments, he becomes
50 nauseated at the thought of homosexual conduct that he does not engage
M1t Ths example dramancally illustrates the power wmphicavons of social
nterventions The deviants, who are usually weak visa vis the combined forces
of intervenors and chents, undergo behavior modificanon to bring them Iine
with the dommant norms of conduct in the society The question of whether
they are being cured for a discase or pumshed for thew deviance never arises,
for 1t 15 finessed by the very language used to justify the ntervention Stolz,
Zf course, 15 aware of the power of ambiguity A good part of her cssay 18
evoted 1o speling out the moral and pracuical difficulies produced by
Vagueness about who, precisely, 1s to benefit from behavior modificanon—the
wrget of treatment, others m the target’s immediate curcle, 2 hospital or other
nsutution, or the larger society
Glidewell and Back emph that the theory and prac
irl:;ups are filled with generally vague, even quast mysucal leginmanons
a dewell speaks of “developmental benefits” and returning the group parti
hpant to society with “enhanced resources ” Bur, as he readily concedes 1n
s:c:lscussmn of the problems of venification, 1t s virtually 1mposS|blc to
tmp:tyh w}}:cn a participant’s resources, Joy, self-awareness, authcnucntydor
m y have been enhanced through group expericnce The difficulty 15 t_uc
Bzckrg: l:n easure to the fuzziness of these terms and the 1deas they stand t:r
Justf; akes the movement to task for fathng to support the assertions that
Y the encounter group ntervention
Jumgcfiamzamon development practitioners tend 10
:ncoum:.ry thetoric but not markedly more precise a d |s
trodus dmcr.hods are sometimes a feature of OD practices Am ngux:yAs
noted ,c by the vagueness of the term ‘orgamzauon dcvclopmen:l
foldiny n the introductory chapter, “development” connotes"an orderly u:c
cnh:nggowud some desirable terminal state  Unlike “c‘l.u.nge, “’vtuch mn‘c
uplifyn, * better or worse, “development * shares with “progresss” 2 pos:(:)D.
cxermcg hScnse Thus, an employee who objects 10 pamc:pmngl fm :n{ >
labe) umn to fight an uphill ideological battle created by the sl J:s I:oﬁ
0D i g, ciated with the intervenor s efforts Adding t0 the pOSl(:;l:rC agD "
. Pmr: common tendency, as noted 10 walton's chapter, ;o ! ;‘nchfc ho
Warwick ::on of orgamzational health and the quality © \;;aarI e
nts out 1n his cntique of these definitions, what 1s health fo

tice of encounter

be less cosmuc i their
bout their goals Indeed,



8 G. BERMANT AND D. P. WARWICK

i er. Further, mystifying labels such as
ﬁ:i::fc: ":?Y b: ““1‘5“:5" f(:oltv};:gwork' ; ** and “growth sessions” can tll:)ro:;'
potential Opp:;lcnl; to the intcrvcnu'o‘n off-guan'l. l.Jmons 0;, otl;cr i;mpdk);“
organizations prepared to deal with o‘rgamzau.onal [ a;%n“ e
negotiations may be perplexed when potential conflicts are su .ng for the
thetoric of team building. And finally, if management is -payl: 4 e
intervention, the intervenors may be compromised by a conflict betw

i fali heir
sceming impartiality of their methods and the obvious partiality of the
Ppaymasters,

Similar ambiguities arise in the rhetoric of population program& ":}::;:
e “population problem” is taken as self-cvident a'nd the folunons :::d o
to anyone with common sense. In the carly 1970s, it wa.s widely a;s;ll e e
regularly preached to Third World leaders that population growt! 3hP‘h“
cconomic development. It was also assumed, without ad:qua(‘c rescarch, o
poor people were cagerly awaiting the delivery of family planning Scmcej;ﬁon .
that their acceptance of these services would reduce the overall pOPf“w”
problem. Recent events, especially the World Population Conference o and.
have shown the ideological and empirical biases of these two assumptions,

i h
hence the limitations of conventional wisdom about world population growt
{cf. Conroy & Folbre, 1976).

Conceptual ambiguities such as
their clients at the ex;
how the “sick”

th

those described benefit intervenors ﬂfid
Pense of the targets of intervention. Stolz shows dﬂ'xm)i
label is used to the advantage of prison and hospdl .
authorities and, more generally, the society. Laue and Cormick a'lso un c;
score the politics of defining the disadvantaged as victims of social illness “"u:
therefore, 25 in need of therapy by qualified professionals. However wel
intentioned interventions based on this definition may be, they have the effect
of keeping weaker groups in a passive, d p role and of convincing them
that they are unable 1o shape their own destinies.

If our latter-day Machiavelli were to
one bit of advice, it might be this:

give the targets of social intervention

Get completely clear on what problem is to be solved and who
has defined that problem. Insist that the intervenor do the same. Set
forth the objectives to be achieved and the criteria by which they are
to be measured. And finally, let no mystique surrounding an insti-
ttion or a profession replace

Or suppress discussion about the precise
reasons for change,

Neutrality, Advocacy,

Perhaps the mosgt tan
concerns the possibility or g,
the limits of Iegitmate a4

and Forensic Social Science

gled knot of issues raised in earlier chapters
esirability of intervenor neutrality and, convtml)’;
vocacy. Laue and Cormick assail the notion o
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mtervenor neutrality as inherently hypocnucal and misleading A posture of
mpartiahity, they argue, serves only to strengthen the position of the
disputant already 1n power Other chapters demonstrate imphetly what Laue
and Cormick make exphieit The most effecuve stance in the quest for power
1s the one that appears least pehticial
The sigmificance of apparent neutrality for intervenor power surfaces most
cearly 1 the choice of language used to label the intervenor and the
mtervenuon  There 1s tension, for example, between the descriptions of
encounter groups gwven by Gldewell and by Back Back, who i cntical of the
movement, speaks of the intervenor as the group’s tjeader " Glhdewell, on the
other hand, goes to some lengths to explamn why he, and presumably other
Practitioners, prefer the more neutral term “agent » Back msists that there is
more to this difference than a semantic quibble What 1s at stake, he believes,
1 the mtervenor’s honesty with the targets of the intervention as well as the
acceptance of professional responsibiity The advantage of a bland image is
that 1t eases the pressures on the mtervenor to explain the hidden agenda
Present in most encounter groups The more one 15 idenufied as a leader, the
greater the ikehhood of challenges to that posttion, and the more visible the
mampulations made by the person mn question will be While both Glidewell
and Back would agree that the mantenance of a low power profile 15 2 key
techique 1n the intervenor’s repertorre, they disagree about the extent 10
which the intervenor should own up to being 2 personally responsible cause of
§toup acuvity By denying or concealing such responsibility, the intervenor
becomes free to organize the intervention around his or her preferred notions
;f health, growth, or fulfillment What Ghdewell portrays as wholesome
acilitation Back paints as wresponsible, covert manipulation
It would be maccurate and unfair to clam that all attempts at intervenor
neutrality are feigned or hypocntical On some 0CCasions, an intervenor may
enter an arena of change with msufficient appreciation of the pohuical forces
3t work, but with an expectation that good will and farr dealing wall ac
©omplish more than frank advocacy But the results of a nalve intervention
may sausfy no one Thus Guskin cnoncizes the Seattle Urban Academy
:;ngm' and especially 1ts sponsors, for 1gnoring the pohucal aspects of the
aton 1 ther quest for radical improvements n predomunately black,
central area schools Gushin also cnucizes the sponsors for hiding behind
Peutrality i order to protect their insttutional nterests instead of the inter-
S of the commumty they had agreed to serve While the charge 15 made
With the benefir of hindsight, the tension of confhicung loyalues and goals is
Made apparent by Huey et al's prescntauion 3s well as Guskin's cnuque The
S€tung and arcumstances of the Urban Academy intenvention provide 3 nch
3¢ study of the pracucal and ethical difficulues of mamntaning ntervenor
Reutraliry
hcu::;e several authors who directly address
ity agree that 1t 1s difficult if not impossi

the quesuon of intenenor
ble to achieve 1 fact and
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some argue that it is undesirable in principle. However, there is‘no unammxts’
or conclusiveness among the authors about defensible alternatives. Lauc an
Cormick stand alone in asserting that intervenors should work' toward pro-
portional empowerment. Adding to the critique offered by Williams, we ﬂl;‘:
note that the force of their dictum is weakened by the subsequent qualifi
cation that empowerment should be provided only to those gx'cmps.WhOsc
values are in linc with those of the intervenor. Without this stipulation, an
intervenor following the Lauc-Cormick scheme would be obligam:] to em-
power the National Socialist Party in the days of the Weimar chubhc.. Hence
something like that proviso is required to avoid forcing the intervenor into an
ethically untenable position. But it is so difficult to interpret in concrete cascs
(who, after all, will not claim to hold the values of freedom and justice?) that
its usefulness as an ethical guideline is limited. .
At the same time, a distinct virtue of the Laue-Cormick position is its
plici Others addressing the issue, including Stolz, Glidewell, and
Walton, are less concrete in affirming alternatives to predetermined advocacy.
There have also been important discussions of this issue by authors not
represented here. One particularly interesting example is Alice Rivlin’s concept

of forensic social science, or social research as an intervention in the forma-
tion of social policy:

Scholars or teams of scho

lars take on the task of writing bricfs
for or against particular pol

licy positions. They state what fhc
position is and bring together all the evidence that supports their side
of the argument, leaving to the bricf writers on the other side the job

of picking apart the case that had been presented and detailing the
counter cvidence (Rivlin, 1973, p. 61).

Rivlin coined the term in a critique of Inequality, by Jencks et al. (1973),
claiming it represented inadequate forensic social science. Although critical of
the book, Riviin applauded the forensic approach as “an extremely healthy
development”:

It reduces the hypocrisy of pseudo-objectivity and hidden biascs.
If well used it can sharpen public issues and make social scientific
research more relevant to real policy questions than it has ever been
in the past (p. 62).

Forc.n.sic social science is thus offered as the latest broom to sweep away
traditional ideas abour the impartiality of the social scientist. Because at
tempted objectivity often degenerates into “pseudo-objectivity,” and because
€xposed biases are less dangerous than hidden preconceptions, policy-oricnted
soctal scientists should state their preferences at the outset of their rescarch
and then work openly to achicve the ends chosen. It is not an
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oversmplification to say that in forensic social science all research and
publications are intended as social interventions
While Ruvhn's label 1s new and provocatve, the debate about knowledge
for whom and for what s as old as the socil sciences From August Comte
through the New Left, with an important stop at Max Weber, social scienusts
and their ennies have hotly disputed the possibility and desirability of value
neutrality and political commument Though this 1s not the place to review
the complex 1ssues raised by that debate, we note two that bear immediately
on the present topic
The first 15 the proposition that social scientists sometimes hide thewr
policy biases behind masks of impartiality The chapters in this book and the
history of the social sciences leave httle doubt about the aceuracy of this
Ploposition While social scientists all disavow mgged research and musrep-
Tesentation of auspices and intentions, they agree less about the ethics and
wisdom of conscious partiahity
The second and more controversial question 15 thus whether policy related
soctal science should be conducted m adversary form Should the social
scientist act more as a lawyer advocating the Interests of a chent, or as a
scientist whose primary commitment 1s to the truth of a situation? If the
chotce 15 for the advocacy role, 1s 1t ethical to capitalize on the aura of
objectvity that accrues to the socal scienust willy nilly because of the
saentific stance of others 1n the field? When, for example, the social science
advocate presents survey data on the effects of discnmination, should this be
?:scmed as objective information or as biased data designed to make a case
one side of a dispute? Can one have one’s scientific cake while
dem"hshmg 1t with enticisms of 1ts very existence?
1ca.ml:d tfhe debate over forensic or committed social scien n o b
widel rom the Anglo Amencan legal system Liugauon under this ;yst m s
Whosz :hgardcd as stylized combat, with lawyers behaving as 2 vcrsnml
Judge (; erence to prearranged rules of conduct is momitored by an impartt
debat rankel, 1976) Unlike the situation 10 the social sciences, thcrcl 1s no
‘"l:rc: about the leginmacy of the lawyer’s role as :l. servant of the ¢ xc:ts
do n, ts Lawyers are expected to work for the chient’s goals even whcnfl :y
Am::i agree with those goals The Code of Professional Responsibility of the
an Bar Association reads in part as follows

ce, much can be

The oblgauon of loyalty to his chent applies only to a lawyer

n the discharge of his professional dutics and 1mplies no obligaton
%0 adopt a personal viewpont favorable to the interests or desires of
his chent (Ethical Consideration 7-17)

The professional judgment of a lawyer should be excreised within
the bounds of the law, solcly for the benefit of his chient and free of
compromising mfluences and loyalues Newher Iis personal mterest, the
Interests of other chents nor the desires of thurd persons should
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be permitted to dilute his loyalty to his client (Ethical Con-
siderations 5-1).

The separation of personal opinion from professional obligation is cl:afcst for
the criminal defense lawyer, who is expected to work for the acqm‘(ﬂl‘o'f
defendants even when their guilt is certain. There is also a tradition in chl
law of vigorous representation for losing or loathsome causes on Fx'rs.t
Amendment grounds of free speech. The lawyers of the American Civil
Liberties Union often provide legal aid to individuals or organizations, such as
the American Nazi Party, whose interests they may personally detest. Fusther,
the American system of litigation assumes and requires for its success
competent and vigorous advocacy on both sides of an issue. If lawyers could
not defend clients or causes with which they personally disagreed, the
adversary process of dispute settlement would collapse. .

Even this brief review points up the limitations of social science conceived
as a form of advocacy. Perhaps most fundamentally, neither the law nor
society at large views social scientists primarily in an adversary role. T!lcrc
are no institutional mechanisms for ensuring that all worthy clicnts, cspccfall)’
those who are unpopular or despised, would have access to their services.
There are no prearranged rules of conduct for the operation of an adversary
system, no binding ethical standards for the protection of clients (such as the
obligation to remain silent about information presented in confidence), no
system of enforcement, and no judge to monitor the proceedings.

Moreover, public trust in the social scientist, as distinct from the

adversary advocate, depends on the assumption that the social science pro-
fessional will behave as a scientist, By some definitions, the term “forensic
social science” would be 2 contradiction of terms, for it would imply pro-
fessional behavior at variance with the commonly understood norms of
science. These norms include three essential features.

First, the primary loyalty of the scientist qua scientist is to the faithful
presentation of information obtained by generally accepted methods of data
collection. The scientist may, of course, have a point of view about the issuc

under consideration, particulatly when the research deals with policy ques-
tions. In this case,

the opinion should be freely admitted, but not used to
slartt the collection and interpretation of data m favor of a predetermined
polxq: option. It is precisely the point of good scientific practice to provide
data insulated from the scientist’s Preconceptions about what the right answer
shoulz:l be. The scientific method is, after all, a series of devices for producing
a social consensus about reality (Ziman, 1968). Social science obviously falls

short of the ideals established 1n the physical sciences for the establishment of
hocnsus. But the principle remains that the role of the scientist demands
fdhcrcncf to the best methods available for obtaining reliable and relevant
information. This allegiance should transcend loyalties to employers, favored
causes, or preferred theorses. Researchers who place the interests of their
clients above their loyalty to sound methode wip . - Lcrests of el
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social policy and public trust as the hypocntical scientists scored by Rwvlin
Those who feel that the models and methods of natural science are in
appropriate to intricate human bemngs and complex social realittes should
make therr own positions clear and disavow not only the methods but the
label of scicnce 1t 1s the height of hypoensy to chastise socul science for its
mitation of natural science while simultaneously accepung benefits from the
aura conferred by associanion with the latter
Second, scientists, as distinct from adversary advocates, have a posive
obligation to publish the results of thewr work Agam, the obligaion follows
from the nature of science, which 1s not only hnmowledge but public
bnoutedge (Ziman, 1968) It simply will not do, as forensic social science
would have 1t, for scienusts to leave detailing the counter evidence to their
opponents One reason, as Warwich pomts out mn his discussion of social
Sperments, 15 that the opponents may not have access to the necessary
‘::Onnanon If the advocates of a parncular policy about imcome are the only
es with access to cvaluation data on a related social expenment, the
Possibility of farr advocacy for all sides breahs down The scientist has 2
Eoosl(t’wc obligation to present conclusions based on all relevant evidence, and
othc::n the data to others who could further this objective To behave
ise may be good advocacy, but it 1s bad science
pam::fd' scienuists should resist attempts by chents or other
exccptm:smﬂucncc the scope and content of publication There are legitimate
Propreta; to this principle, such as state secrets about nuclear enc;gy or
no placgry \nterests 1 data collected under a contract Nevertheless © :lrc 15
such ag (lhn science for the equivalent of a general privilege of confidentt 1(}):,
forced 1o at seen between lawyer and chent, about data Nor should we be
i the mo, ass: me that all data are presented to portray the client or the caus}cl
for social st favorable hight possible The great wrony of an advocacy appro:lcd
not kngws::nce 15 that 1t would be effecuve only so long as 1t 3u:1}:cnci) c[la :
SCientsts, ]kat 1t was i operation If the public came to assume that s A
Presentag ike defense lawyers, were being as selective as possible n ther
pro taton of a case, public confidence n socnal science would crumble—and
perly so
thlx:‘lli‘lfl:; social scienusts and lawyers operate out o
or ther cl,:( public understandings about their roles,
sqientisy 4 ams, and different ethical codes Any attempt to
2Ccommodag " [:d"‘mfy role without changing the mstirution:
Ration of g ¢ that role scems foolhardy and ultimately destructve
ocial science

mterested

£ different traditions,
different protcctions
cast the social
al structure 1o
of the very

The Power of Professionalism
fromWh“ differences, 1f any, should disungussh the ethics of socual science
Obsenlhz ethics of intervention conducted by socal scientists? A skepue,
g that all the interventions discussed 1 carher chaprers were
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performed by intervenors with at least one foot in academic or rescarch
institutions, might suggest that we are constructing moral mountains on
molehills of power. What reason have we to believe that these interventions
represent a collection of professional skills sufficiently potent to wamant
serious concern for the cthics governing their use? The substantive presen-
tations have not included interventions by better-known and organized groups
of intervenors: lawyers, social workers, union organizers, and lobbyists, among
others. Given our emphasis on interventions coming more-or-less directly out
of applied social science, how are we to describe the sources of the inter-
venors’ power?

In general, the intervenors represented in this volume draw their pro-
fessional power from three sources: image, specific knowledge, and skill. We
have already discussed the power of definitions in the creation of 2

ional image ducive to effective intervention. While additional
1d easily be provided, it is sufficient to note that the success of
an intervention in reaching predetermined goals may depend greatly on the
targets’ perceptions of the intervenor’s legitimacy and effectiveness. With the
possible exception of some forms of behavior modification, none of the inter-
vention techniques described here is effective without substantial target
cooperation. In fact, many of the techniques are aimed at winning coopera-

tion from an initially suspicious or hostile group, and manipulations of public
image are important in this effort.

P
examples cou

The manipulations of image are a legitimate tool of social intervention if
they do not involve misrepresentations of the intervenor’s status or skill. For
example, it is legitimate for professors at a leading university to jdentify
themselves as such to the targets of an organization development exercise for
\q{hich they have been hired by as 1 This is a ipula-
tion equivalent to physicians' displaying their diplomas on the walls of their
of'ﬁ.ccs. It is similarly legitimate for an appropriately trained and certified
cl}mcal psychologist to be identified as “Doctor” in a hospital setting, even
with an understanding that some ipi of the psychologist’s behavi
therapy may not know the difference between physicians and psychologists-
An encounter group agent with appropriate credentials is similarly entitled.

We are not arguing that these intervenors should hide behind their titles,
or the mystifying effects the titles sometimes create, when their skill or

authority ;: challenged. But neither should intervenors be obligated t0
their profe 1 effecti b hewi al

IS y all symbols of special

knowledge or skills that they 10 fact possess. Tobthe extent that titles,

I;nx(ormls, office setungs, and so on, are symbols of earned rank and pro-
::cs‘n’z:a accomplishment, we find po compelling reason why thesc
mQ“u;(rmcnu: should not be legitimate pants of the intervenor's professional

e The kno'wlcdgc'and skills required for the various forms of intervention
more easily specified 1n some cases than 1n others. The primary skill at the
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command of behavior modification specialists 1s the ability to mantpulate
rewards and pumishment 1 response to specific kinds of behaviors In
ol ing this techmque 1t 15 helpful, and sometimes essential, to have
control over the environment of the person whose behavior s to be changed,
but this control 1s usually provided by others, for example, the durectors ofa
prison or hospital The umque skills of encounter group leaders are difficult to
specify, but they seem to include the capacity to structure group discussions
to ehait or occasion a wide range of emotonal responses The mntervenors
commonly set the norms governing dress and behavior (informal dress, linu
tation of discussions to the “here and now”), mahe decisions about the size of
ooms and their furnishings, set lmits on certamn topics and approaches, and
ely knowkdgc about how to channel group discussions in certain directions
and away from others The skills seen among organizauon development
Prcttioners are not unhke those of encounter group leaders, but often
extend as well to relationships and 1ssues unique to work orgamizations Thus,
while the encounter group leader would normally pay more attention to the
mmonﬂ“p between the immediate group and 1ts participants, the OD
Speciaist would also develop specialized knowledge about relanonships be-
2::“ and among work groups The skills possessed by intervenors in cdu[cha
ntery, Programs will, of course, depend on the precise nature ofI :s
broy, ;ntmn In the case of the Scattle Urban Academy, the ccnsum:r
mangtt with them general abiliues m engmneering and systems a:mlysu, rat oc
n &d:t)ls uniquely apphcable to educational change Waymon's lxlx]uervcx;:l:nsn
mcludn:an y funded housing programs also drew on general cons ngg s[ vcs.
0 1ng g the abihity to help the commumty group clanfy its own 0 jClC ¥ ‘s};
b“murcase therr capacity to work as an orgamzation, 10 move sugf of
the m[fl‘acncs, and to be aware of the pohtical imphcations of any aspec!
Lervention
‘n(e::c and Cormick are explicit about the competence requu‘c: of ;Sfccn::
"Cgona(ms in commumty disputes This wncludes not only t :h al ﬁ:{th"
mply ;lbut also the ability to teach others to negonate The au fo:l ither
Nterven, at the umque and perhaps most valued capacities © : cm s
Inten, OF are 3 comprehenswve view of the many IRErests at sdta R¢: e
15 a:sn tion and an ability to negomate wath these interests 1n min g oh o
tmphu‘:q“:s do not identify a single set of intervenor sk;llls, t o;gcy hey
Bive 1my zlc the central role of economic theory and policy an ya:]x:mon s
l““nr:[ lc“' recogmition to the capaaity for conductng 2 fair ev uaion o o
and 1y, 100’ impact In their discussions of populanion Progr s, Laphed
I c]nén likewise focus more on policies and programs thm;on I terencrs
Nurses, Zt.d nevertheless, that such profcssmn:\ls as d:moimpf ;r;;u?l:on .
"“Plcr;mnx:, clime admumstrators play a wital part i :“ e
°ne maves tfmn of population policies The chapters surg‘lhc;zpy O plex
ntenenyq, om the one-on-one intervention of behavio <Py o sigle
ns such as population conmrol progmms, e
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groups of professional intervenors becomes smaller and the efficacy of a
particular set of skills correspondingly weakened.

A Typology of Effects

Given the power flowing from the intervenor's irm.gc zn:i expertise, ‘:V:‘h’:
are the predominant political cffccts of social interventions?' Taken wit L e
Introduction, the 16 chapters suggest a uscful typology of effects that divi
fairly well into categories of system maintenance and system change.

System Maintenance

Social intervention may help to maintain or strengthen a system in the
following ways. .

Moril L);gitimation. The presence of highly visible, crcdcn!ialc_d inter
venors often reinforces the sense that the sponsoring body is “P"S'h" ,'c'
sponsible, and entitled to its power and position. For example, organization
psychologists or g brought in for OD sessions lend the
weight of their credentials and image to the firm that hires them. One has ‘h‘l
sensc that in settings ranging from prisons to population programs, s0<ia
science professsionals now play the rolc once performed by priests V{hf’
conferred their benedictions on secular events. Kurt Back is more explicit
about the religious overtones of the encounter
especially Stolz, Warwick, and Guskin,
of the intervenor.

Targeting. Intervenors play a key political role in defining the problem o
be solved through intervention and the specific targets for action. This
targeting or channeling function is especially significant when the intervenors
accept without question the definitions of problems or deviance held by the
populace or established by a sociery's legal code. Stolz provides a so‘f"d
analysis of the moral difficulties raised when behavi dification specialist
not only accept societal definitions of devianee but in effect wreak vengeance
by applying their most painful techniques to those who are considcrcd' th"
greatest offenders. By embracing and acting on a society’s or an organization’s
definitions of problems and of deviants, intervenors work to maintain the
status quo.

group movement, but oth?rs.
also point to the legitimating function

Victimizing, Carried 1o extremes, the
victimizing. Social and political
produced by scapegoating,
nearly every society selects
guilt, frustrations,

process of targeting becomes
systems are often unified through the “th’:’s’s
As 2 way of achieving greater internal cohcslo_ﬂ-
an enemy or demon on which it can project 1t
or discontents. In The Crime of Punisbment, Karl Menninger
. 'The term “political” 15 ysed 10 cover any change in the distribution of power,
influeace, or authonty in any of the s covered by the papers. These include the
indwidual, the small group, the work p the ity, the nati 3

the international political system,
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1) argued, for example, that the Amenican public needs both cnme and
hment as a means of mtual punficaton. Whether total societies or
mter groups, professional intervenors may play a significant pohtical role
efinng the enemy and by providing moral sancnon and impetus for
ution A clear example 1s seen 1 the field of population pohcy. His-
dly, the strongest support for the pracuce of stertlizing the mentally
led came from specialists m eug Therr clinching arg one that
wed the attention of no less a figure than Olver Wendell Holmes, was
the “feebleminded,” knowing no restrant, would breed funously and
adulterate the society’s gene pool. Subsequent research showed that the
nical assumptions of this argument were flawed, that 1ts exponents were
ly of upper-class ongmns, and that the entire exercise could well be
dered a case of scapegoating Who, after all, 15 likely to rally less support
the retarded, especally after they have been portrayed for several
fations as not only mcompetent but lascivious® Microcosmic versions of
Phenomenon arise 1 encounter groups and mn organization development
“ises when some parucipants, particularly those who hold out agamnst
P norms, become subjects for special opprobrium The pont to be under-
*d 15 that such scapegoating helps to maintain the system by channeling
esslons against the weak rather than agamst the powerful
Retreatism, Social iterventions may further promote system mamntenance
*couraging or aiding those who expenence frustrations with the system to
t mto the self or mto groups embracing emouonal but not political
‘esston The clearest case i1s the encounter group movement, which, ac
ling to Back, has strong elements of socopolitical withdrawal Robert
on, who first used the term “retrcansm’ in sociological analysis, also
*d 1ts pohtical consequences

The compentive order 1s mamtamed but the frustrated and
:l;“d‘caPPCd indmvidual who cannot cope with this order drops out
cfeatsm, quiensm and resignaton are mamfested 10 escape
mechamisms which ultimately lead him to “escape” from the require-
ments of the soctety (Merton, 1957, p 153)

Adustment Several of the chapters suggest ways 10 which intenenuions
Kncﬂcoumgg mdividuals and groups to adjust to 3 system by tl;nmk;r;i.
'dg;) and actng within 1ts prescnbed s The most blatant ¢ m.
© Y Stolz, 15 the application of behavior modification techniques

pline and order 1n classtooms Walton and Warwich al]so dnsc:ss
f using organizanon devclopment techmiques 1o coo ou:ubi:
otherwise to keep orgamizational tensions within m:uugl e
At 2 broader level, Lauc and Cormuck 3r€ highly <mxc; oo
Who use their skills at cnsis management 0 manipulate wea u
Parues into docile submussion MorcoMers intervenors may

ethics o
ion op
Undanes
hengrs
Tnsigent
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general promote adjustment by imparting or endorsing an cthic of feasibility.
In this ethic, political, organizational, or other action is scen as acceptable
only within the range of options approved by cstablished authoritics. The
emphasis is on the possible and the practical, the down-to<arth and the
nitty-gritty, rather than on schemes more disruptive to the underlying
authority structures.

Intelligence Gathering. Professional intervenors may further strengthen the
hand of established authorities by gathering information on dissent or dis-
satisfaction. Increasing attention has recently been focused on the role of the
professional as a double agent. Physicians, psychiatrists, psych manage-
ment consultants, OD practitioners, encounter group leaders, crisis intervenors,
and others are often in a position to gather privileged information on the
discontents and swategies of opponents to the system. Walton notes the
ethical dilemmas faced by OD practitioners who are asked to provide ap-
praisals of employees encountered in their work. These professionals are in 2
better position than line managers to detect or observe employce dissidence.
Crisis intervenors and consultants operating in the interstices of conflicting
interests face similar dilemmas.

Undermining Opposition. The political advantag § by privileged
information is that it gives managers and other authorities a berter basc for
dc‘a.l'fng with opposition. Professional intervenors may also wittingly or un-
wittingly work to und dissi forces. An big example arises
when an encounter group leader or OD practitioner transposes what would
otherwise be a labor-management issue into one of openness and trust in the
fwxe and now. Union leaders who may be perfectly able to protect their

through ional negotiating techniques may find themselves
completely off-guard when confronted with a staged sctting, an arcanc
lm‘é'“_igcy and an elusive opponent. At a more subtle level, potential op-
position may also be defused by group discussions relying on affective expres-
sion and group derie to 1i . - ar

s ¢ over substantive
issues like working conditions and pay rates. Unicnwspokcsmcn have long been
critical of the hwman relations movement for jts implicit but nonetheless
pow':rful support of management through the promotion of worker satis-
faction. Whether their eriticisms have an ethical or merely a political basis is
?pctll. to' qucsr;on, but at the very least they point up the internal political
u:‘ explicit a‘!’muz Ihi; sct of issues fo: c::::d s ook, Walcon, wnd w”:::t
and Cormick for crisis management. ounter groups and OD, 21 w1¢

System Change

s V_Vl.utcv:r ?hcir boundzry-mzinummg effects, social interventions are, by
& mmox;.da;uons that produce or are designed to produce change. Many
o\,n::l g: :fnb}e:te intervenuon do not, of course, accomplish their stated
) s of change, but they may directly or indircetly bring about other



POWER, FREEDOM, AND ACCOUNTABILITY 395

sgnificant modifications of ndividuals and social systems The chapters in this
book suggest four mechamsms by which systemic change can be effected
Consciousness Raising One of the potentmlly profound effects of social
intervention 15 the heightened consciousness that something 15 wrong with
;:Zs Iife and the associated convicuon that the situation could be improved
late impetus given the fermmist movement by women’s “rap groups” m the
1960s and early 1970s 1s an important recent example
the ?Cyond a generalized sensc of a problem or a hope for positive change,
tha :‘[:wm‘“’" may also help mdmduals to step back from the structures
Iives SITOUnd them and understand, however dimly, the forces shaping their
awmname (1956) described the process by which European workers came to
Sarre e:; of the possibility of revolt agamst thew sufferng According to
a stat e key psychological ingredient was the contemplation of suffering as
€ matself Without that explicit consciousness,
Suffering cannot be in itself a motwe for [the worker 5] acts
Quite the contrary, 1t 15 after he has formed the project of changing the
Situation that 1t will appear intolerable to hum This means that he
will have had to give himself room, to withdraw i relation © Ity and
will have to have effected a double mhilation on the on¢ hand, he
MUSt posit an 1deal state of affais as a pure present NOtAINGNESS, on
:;;ther hand, he must posit the actual situation as nothingness 11
ha on to this state of affaws He will have to conceive of a
a Fc’Pmess attached to his class as a pure possible—that 15, presently as
ertam nothingness—and on the other hand, he wll return to the
fl::sem Sttuation 1n order to lluminate 1t 1 the hght of this nothing
ba s and 1n order to miulate 1t m turn by declanng “ am not
PPy (p 435)

pmc’:::eofB r;Z'l‘:“ educator Paulo Freire (1971) also descnibed the entire
ness of o the develop of s He pomted out that the awar;-
W meet f?nsscd individuals 15 often hmited by wirtue of the effort ;cqznl'n
r“‘gnaue;: es immediate needs as well as by a socihization proccs; a:v [;c 5
ondition and fatalism As a result, such people will usually attnbut e
WOrthlessnmhcr to supernatural forces above them or to ther own 1l o
'“xgna(mncss Both cxplanations nvolve strong elements of rc:lrc;nsrcr;“n ;
eme Under these conditions, Freire contended, the potentia or nd.u:n
:pCdrgbc On;y when these individuals begin to perceive that their €0
Sc\cralyc: Jective conditions in their enviropment
Ventiong Acc aitcn point up the consciousness raising ; 68 8 F eneoun
Broups 15 ¢, ording to Ghidewell, one of the explicit objects o aeies
Back coumcc promotion of self awareness and imsights 10to gro :“ i
Ynam 1 that the fences built around such expeniences toget e
S of the group itself channel the atteation of parncipants 1o certa

15 sh;

ffccts of social inter
ter
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approved and esscntially nonpolitical directions. While the idco]o-g.y of the
encounter group movement as well as the predilections of its practitioncrs 'dO
scem to incline away from consideration of larger political forees, it is quite
possible that once an individual’s awareness of self and environment has b.nn
raised, the lessons might be applied to broader issues of power and authon‘ry.
Delegitimation. Social interventions may also foster change by ch_aUCﬂng
the legitimacy of a given system or its rulers. Because legitimacy arises from
shared beliefs that authority is rightfully exercised by certain individ‘uals or
groups, interventions can challenge legitimacy by persuasively challenging th:
foundations of thosc beliefs. In the ficld of population studies,
Mamdami (1972) performed this function in a controversial study titled Tbe
Myth of Population Control. The reason that the book generated such con-
troversy was that Mamdami took exception to the commonly held assumption
that smaller families were in the interest of poor willagers. His data from ﬁ'cld
research in India apparently show that there are many reasons, including
compelling economic considerations, for villagers to have large families. Since

1972 this work has been regularly cited by critics of the international
population control as evid of the 's misdirected
efforts.

An intervention may also 2im to weaken the power bases of established
leaders. Sometimes the mere fact that a leader is challenged at all will
undercut the perception that he or she is all-powerful and immunc to
criticism. Success in smallscale sorties may encourage larger assaults. Lauc and
Cormick imply that constant challenges are necded to keep entrenched powers
offguard. Williams, in tum, criticizes them for advocating a level of con-
frontation that may erode the underlying political consensus and respect for
authority. Williams suggests, by implication, that too much delegitimation may
ultimately work against justice by replacing the notion of agreed-upon fairness
with the principle of push-and-shove. Finally, the conflicts and tensions

produced by the intervention may place more strain on the system than it can
accommodate.

Laue and Cormick appear to endosse crises as a legitimate
v::'hn:l: for promoting minority interests. Bug carried 1o an extreme, constant
crnses can completel; r political system. Argentinz, known

ly debilitate a2 social o
among Latin American scholars as “the conflict society,” provides a national
egitimation.

example of the limits of political del,
Destadilization. This term refers to deliberate efforts 1o kindle opposi-

tion, dissension,

Papers on political interventions among
nations, with special emphasis on Chile, We now have wivid documentation
showing how the CIA, with the 2 and assi of multinati
<orporauions, d:hbmlely sct out to foment dissension against the Allende
fegune 1 Chile. The methods used by the CIA 1ncluded corert payments 10
Opposition  groups, harassment through  international organizations, and
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encourageme
of thcmiapcr:t;f[;?snm{n through diplomatic channels Unfortunately, none
destabilization volume deals even mdirectly with the phenomenon of
Enable,
ponents, n’;’:g:“;ntcrvcnnons may further induce change by supplymng op
opportunity, mcamgm“f’s' or other contending forces with the capacity,
Paper around one »f;:n m:emwe to act Laue and Comick orgenze
powerless Their discuss of enablement, the development of power for the
not exhaust the posSlbizn of empowerment 15 clear and cogent, but it does
vention, which fatled 1 ues of cnablement Waymon notes how s mter
inereased capacity o o meet 1ts prumary objective, scems to have led to an
Hall and the fedemn the part of the black corporation to deal with * City
housing and are wid. :’“‘ea“mcy As he puts 1t, “they are now the experis 1o
50 forth They dld;': y sought as speakers, consultants, resource people, and
Tespect and status am get the housing umts, but they did get added units of
all Jevels» ® 325) ong themselves and among thewr peers and colleagues at
Interv
they can ;:téz:s can also promote enablement by convincing people that
the view that ;co':s of social action In some cases, this means contradictung
Nsuperable bmlou:ml" actions are shaped by powerful external forces or
gical dnives If people are convinced that ther lwves are

Ped by for
ces beyond therr control, they tend to act accordingly [Inter
duals and groups to s¢€

Venug;
ns
themsely, can counter this tendency by teaching mnd
es as ongn: g nd
above al), Slgmﬁi, ators of action, capable of mnanve, foresight, control, and
nt mfluence on others Needless to say, this 1s not 2 matter

obviously counts, but

Smply of
changing self images, for objective power
I and financial under

Uereased
Pihningg céi;iw has psychological as well as social
Competence mdw;:l) for example, makes expleit reference 0 ncreased
Social lntcn,E icacy as the goals of encounter group participauion
0 other ways r:m"’"s may promote system maintenance and system change
Our st eludes ost notably through the actual contents of the intervention
only the most common and general mechanisms

Evaluation Critena
critena for assessing the
ding interests will affects
N evaluay, valuation A growing
ents the infl Jon rescarch (Gurel, 1975 Sjoberg 1975 Weiss, 1975)
" Judging uence of political considerations on the choice of yardstichs

“Ansylvanyy S,mgﬂmmam-‘ success The chapter of the New Jersey=
Sduation sundﬁﬂmc Maintenance Expenment shows that the selecuon of
Sgners made ards 15 not a matter of political ndifference The expenment $
3 poliucal judgment i deading t© have the evalua

heay,
Y on th
< work leisure trade-off—whether people would stop workirg and

Final)
Process, Y questions of power anse in the choice of

teraty
docyp,
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enjoy leisure above a certain income floor. This decision reflected the i.n'ter'csts
of academic economists hoping to devise new tests for static equilibrium
theory and of OEO officials seeking a novel but politically feasible .income
policy. As Warwick notes, the evaluation criteria might have been different
had the prog desig Ited the poor, employers, cong and
other interested parties. ;

The politics of evaluation also surfaces in the assessment of fan.uly
planning programs. Although neither Lapham nor Tangri discusses the point,
there is evidence that the primary data collected on these programs, and the
ways in which they are interpreted, reflect pressures from donors, advocates,
and other interest groups (Marino, 1971). Given that the same organizations
that advocate and fund international family planning programs also are the
major sources of support for evaluations, it is not surprising that there has
been 2 bias in favor of results showing that the programs lead to decline in
fertility rates. In a review of the literature, Hilton and Lumsdaine (1976)
show the gaps between the data I d and the conclusi drawn about
the impacts of family planning programs,

Considerations of power and vested interests are no less salient in the
choice of ethical criteria for the evaluation of social interventions. In this
book, the most striking case of politically resonant ethical judgment is
Tangri’s advocacy of women’s interests in population programs. While other
groups, particularly men, have some claims in this area, Tangri contends that
they are distinctly secondary to the interests of women. She is also quite
explicit about the premises for her ethical judgment:

Any consideration of ethical issues in fertility control must
recognize that we begin with a biological fact: only one of the sexes
can have babies. The advantages and disadvantages, as well as risks
and benefits associated with reproduction and its prevention do not

accrue equally to both sexes, If they did—if there were no differences

belw.cen t_he sexes in their reproductive functions—the same ethical
considerations would apply to both sexes (p. 364).

Women’s .nghts are primary, therefore, because women have a greater stake in
reproduction and thus a greater moral elaim to control over any social
intervention having to do with reproduction. As a result,

R the most important goal of population programs should be to
Bive women control over their own bodies and reproduction, with
fertility reduction 3 secondary goal; and...any program that will
Lo rulity musr'ako encourage liberating social

anges that will provide women with opportunitics for alternative
means of sausfaction and starus (p. 364).
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of gic::uls:t:;::in,s paper 15 so frankly political 1n 1ts endorsement of one set
whose needs andl 1t provides a useful foil for debate on the broader issuc of
mtervention Seve Cloncerns should enter into judgments about the ethics of
Furst, what arl: ;pecnﬁc questions are raised by her arguments
have prmary com; :‘ moral groups for asserting that one social group should
ntervention? Tangr ol or disproportionate mfluence over a gwen kind of
tabies She does i ;trests her claim on 2 biological fact—only women can have
should confer specr ISPCI}II out 1n any detail why this parncular biologieal fact
facts, such as rac:_l “5 ts, nor does she indicate whether other biclogical
stmular crmtlemc“t; DC aracteristics, size, and genenc deformuties, call for
the nght to prm. o those born with Down’s syndrome, for example, have
stakes 1n such pma-l"?; control over programs on mental retardation, since their
Second ev:ng llms are larger than those of the nonretarded?
paralle] "gh’ts thata owing the validity of the biological view, are there not
focuses pruman might be accorded to men in population programs? Tangri
interests are Ob‘},’m()nl the risks and benefits of pregnancy, where women’s
ton programs thatus y stronger But what standards should apply to popula
Ofganized 1n India® "s‘: aumed at men, such as the massive vasectomy camps
Olgamzation and ould women, because of their biology, determineé the
dusively at the implementation of these programs, which are directed €x
angn seems to reproductve apparatus of men? The argume
Women, men hKVCSUggCSt that where the stakes are greater fo
Third, of 2 “ds tronger moral claims for control over policy
Primacy, qucsni gment 15 made that the nterests of one group have ethcal
by whorn, wnhlnsd"‘emﬂm about how those nterests should be defined, and
Programs there : e enttled group In the case of women and populanon
Tangn represent l'chmany ambrguities  Does the ethical posiion outlined by
Programs? Quyte tl ¢ views of all women concerned with family plannm'g
Movemen 15 d clearly 1t does not Even 1n the United States, the women's
ivided, for example, on the question of abortion When one

nt developed by
r men than for

Moves

o 1t

tin Amel:,e International scene, the picture is even more comphcatcd In

Am ca, women's groups that support some objecuves of North
al reasoning of the

ericay
muvcmc:;f:gm‘sm object strongly to the tone and mor:
ending 1o se" stronger cnucisms would be forthcoming Jf US femmists,
N f°undanopcak for the women of the world, placed thetr own principles at
SUpported b “U°f policies governing international famly planmng programs
Quckly dcngyu S funds Third World entics, both men and women: would

Fourth “r,ll:c such influence as pohucal and cultural unperialism

0 more g, at ethical calculus should be apphed to social nterventions
than one set of group interests 1s at stake? Perhaps 1@ dramatize

cr
gum
by tmde_o;?[' Tangn: ducks the difficule moral and pracucal guestions posed
“heal gy, s Her of fanuly pl programs orversumplifics the
s at stake by dealing mainly with male and female nterests Closer
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analysis of existing programs suggests that there are also other interests
involved, including the donor agencies, social classes, ethnic groups, and
competing prog! with their clienteles. Using a broader evaluation frame-
work than that presented in Tangri’s paper, the policy analyst might come up
with the following questions and dilemmas:

When support for family planning programs comes from public
funds (as it usually does), what priority should the promotion of
women’s interests hold vis-d-vis other possible areas of expenditure?
For ple, if family planning prog; seem to be serving mainly
urban, middle-class women, while malaria control programs benefit
poor men and women in rural areas, how should decisions be made
about the allocation of limited funds for health care? It would be
difficult to sustain the argument that, whatever their income position,
women's needs for fertility control should take precedence over the
health or welfare needs of the entire population.

An Asian country has two major ethnic groups—the Chinese, who
arc reasonably affluent, and the Malays, who are quite poor, es-
pecially in rural areas. Surveys show that the Chinese women are
highly motivated to practice family planning and would welcome
assistance with means. The Malay women, on the other hand, scem
more concerned about having fewer of their babies die than about
limiting births. Should the government spend its health/family plan-
nin.g money in helping the Chinesc women control their feriility or in
assisting the Malays to reduce infant mortality?

Thc government of an African country discovers a segment of its
population in which roughly ¢qual numbers of both males and
females show high rates of involuntary sterility. While the exact
causes arc not known, the government is confident that medical
attention can relicve the condition for a significant number of those
affected. Should the governmentsponsored infertility clinics give
greater or exclusive attention to women because of the devastating
effect of infenility on their self-images, or to women and men in
<qual proportions as facilities permit?

These examples, and many others that could be constructed, show that cthical
dilemmas posed by fertil~ control will not be resolved by any single-factor
fnonl :.écssrnmn There 15 no reason to believe thar other complex social
intenventions would respond any better to a umidimensional ethical scheme.

FREEDOM

) The discussion thus far has suggested that the balance of power in social
interventions 1 often stacked against the wrgets of change. Most of the
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chapters in this book recogmize the dispanty i power and express concern
dbout 1ts implications for human freedom The commentaries on freedom
tevolve around three central 1ssues capacity, opportunity, and safeguards

According to the defimuion proposed 1 the introductory chapter,
freedom requires above all the capacity and the opportunity to choose The
same cntena apply to informed consent and voluntary participation tn social
menention If the ndiiduals mvolved do not have the ability and infor-
mition to perceive and weigh the consequences of therr participauon, or if
they are coerced, constramed, or mampulated by environmental pressures 2
participate, then their freedom has been impawed The difference between
“apacity and opportumty should not be overdrawn, for 1n many circumstances
the ability to understand an intervention grows out of the opportunity for
fist hand participation Nevertheless, this disunction offers a convenient way
o highlighting the 1ssues of freedom posed m many Interventions

Capacity

A poime obstacle to freedom lies 1n people’s mability o understand the
e and consequences of their participation 1 Interventions SOmELMES, 35
T retarded persons, the difficulty anses from mental disabihuies I8 other
35:5' the bamer 15 inadequate 1nformation about the intervention and II?

Scquences In sull other cascs, freedom 15 obstructed by a muxwre o

Mited abilities and nadequate information The chapters provide examples of

three possibilines
camAt the most basic level, Stolz notes the problems involved 10 obl;alr:::;gl
co it for behavior therapy from those with restricted mtellec
“n‘:&:lcnc: Even with the most claborate explanatons, some p::stlcth::r:
own t© lop cnough und ding of the intervennion to pro
awerests The key question, then, 15 how to saf:guard those interests al

reounter groups arc usually conducted with people whose abilinies fal
' the normal range Ghdewell 15 generally opumistic about the capacity
hormal adules to grasp the essenuals of an encounter group cxpcnenccd
W:x:g}; he admuts that “some competence in negonation by t:zm;;}:‘:x:sax; ¢
evelo, howledge of thewr particular broader interests 1 other o s 0
f Pment” (p 79) are necessary, he 18 confident that the o

reedom
cn be overcom full informauon
mm‘“g o e estions whether encounter

cXpenience Back, on the other hand, qu il
Elfc:kfcp"nc'pa““ are 1n a position to take responsibility fof the coc:scl?:tcnc
e aum“wen“(’“ The difficulty, he notes, 15 not only mexpericn! ‘c.mcm "
s BackOf the occult that surrounds the entice epcounter group !n;ons e
B, clums, parucipants ate responding 10 subliminal seduc ‘:‘ s e lly
nglog " disclosures, the problem of informed consent beco

of

rams
The Ssue of lmmitations 1n capacity 1s cspccully relevant prog!
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designed to assist the socially or educationally disadvantaged. A frequent
concomitant of poverty and low status is a restricted frame of reference for
cvaluating the contents, costs, and benefits of interventions. The very poor
often lack the education, the experience, and the social contacts needed to
appreciate what is at stake for them in a plex social or medical progr
Rossi, Boeckmann, and Berk suggest that limitations of this sort affected
subjects in the New Jersey-Pennsylvania Income Maintenance Experiment.
They point out that the executing organization went to iderabl Icngd}s
to inform the participants about the conditions and implications of their
participation. Nevertheless, a follow-up study indicated that the households
involved had only an imperfect understanding of the plans. Although it was
crucial, from the dpoint of the experi for participants to und d
the tax rate applied to additional earnings, only a small proportion of the
houscholds had such an understanding. Both those authors and Warwick
correctly note that such findings raise serious questions about the efficacy of
current means of obtaining informed consent.

The same question arises in family planning programs. Lapham asks how
much information should be given to recipients of pills and other contra-
ceptive devices, particularly when disclosures of side-cffects may frighten
potential participants away from the program, Warwick (1975) has questioned
whether poor and illiterate people in developing countries arc able to under-
stand and evaluate information on such risks and side-effects, Particuladly
when recipi have little und ding of their own bodies and medicines
have strong magical or religious o , formal explanations may not have
their intended cffects unless accompanicd by other, less formal communi-
cations. These examples and others in this book show the error of assuming
that the targets of change need only full disclosure in order to enjoy informed
consent to the intervention. The chapters also underscore the nced for follow-
up rescarch to determine how well explanations designed to produce informed
consent were understood by the recipicnts. The results mentioned by Warwick
and by Rossi et al. are not encouraging,

. A qu:sl.ion raised but not adequately addressed in this book concerns the
limits of disclosure. While most authors agree that informed consent 2$
comventionally defined is cthically desirabl, in social inter i they scem
unsure about how far disclosure should be carried. For example, does the
pecialist on behayi &ifs

L i ion have a2 moral obligation to reveal the
precise techniques that will be used to reshape a person's behavior? Should
the cncounter Zroup leader or agent set forth in clear terms not only the
general nature of the expenence bur also the preaise manipulations to be
used? Is 1t dewirable, for example, for the leader to explain why the furniture
has been amranged certain ways, why the group is to focus on the here and
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adminsstrators of family planning programs candidly admit that, despite the
health rhetonic used by the chinic and the government, the true purpose of the
program 15 a reduction 1n the birth rate? The chapters are, in general, silent on
these questions, but they show little enthusiasm for full disclosure Even Laue
ad Commick, who go as far as any of the other authors in advocating
openness, stop short of recommending complete revelation of techmiques and
ntentions
adv. The most likely reason for this hesiation about total disclosure 1s that
ance information about hidden agendas and backstage manipulations could
:::1), [:c ndercut the intended effects of the mtervennon Fully informed about
on the . 3BENT operates, encounter group participants might focus too closely
county agent’s actons or enter into the spmt of the game by tryig to
htnct the agent’s nfluence through parallel tactics Symilar reactions
l:;fn;:: seen 1n behavior modification, organization development, cnsis nter-
1d=nuﬁai,1m‘i m any area of mntervention where the wtervenar rclxlcs on
and mcox: strategies and techmiques With housing, education, po;;: auon%
disclosure ¢ maintenance programs, on the other hand, the reactve effects nf
Programs would probably be less stnking The reason 15 that this last set ©
skills ang telics less on covert manipulations and speafic techniques than on
some fa]] Wntentions that are closer to the surface Even so, one could unaglcr::
told [}mo;: from the mcome mamntenance expenment if pamcxpansb \:'c :
CeTtan 1 e government wanted to see if they stopped working Af 0 :
that the :10me Ievel, or in family planning programs if clients were 10! zmcm
Speratign l::c }f"ad to meet certain targets of stenlizatons 1n md;r ‘t;:s :] oz'um
ould he rcc ollowing year Thus, the question of how mucl
quired 1n social interventions remains open these chapters

Opportunity

3 ::tvldual freedom 1s also constrained by obstacles and oo ot
m""muonmem The most obvious pressure, which anses 1n several ;p ; s of
cen fo, on, 15 outnght coercion The chapters wdicate that indvidua X

¢ tced to recewe behavior modification, to Joit encounter group;. Z
“‘bm:a? I organization development €XEICISES to be stmhzcd.bintw::n
eteion O other intervennions aganst thewr will The difference ”

© “nc:nd lesser degrees of pressure depends 18 farge part on the z;;‘c;:ym:
ties : ns applied against people who refuse t@ parucipate here e
thregg o of noncomphance are large, such as with the loss ofhz jols or e
OPpositig Physical harm, the term *coercion” properly apphes T :rfrm ons
spcclﬁnun 10 cocrcion i this book Glidewell, Backs Lapham, an T i‘ -
Stely ¢ Zlol’pns‘d to the use of force m the inTerventions that l(h)e, e
Beruve carly 1n favor of informed consent and opposed @ <o
techniques as a form of rembunon, but she leaves the door ope

pressures found 1
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the coercive application of behavior modification techniques in certain
limited circumstances. .
In other cases, the constraint on freedom arises not from direct ccfcrcfon
but from group pressures or strong threats and inducements. In organization
develop the g may clearly state that employees are frcc to
participate or not, as they see fit. But this freedom may prove hollow if most
members of a work group see fit to participate and the holdouts feel under
pressure to close ranks. Both Walton and Warwick point out how the power
imbalances commonly scen in OD exercises may deprive employees of genuine
freedom of choice. The extent of group pressure may also affect fr:cdon? to
depart from an ongoing intervention. In the case of encounter grouPS,thd"
well claims that onc clear source of protection for participants is their right to
leave at any time. He fails to note, however, that the potent forces .of zh'c
here and now—forces he identifies as the prime source of influcnce in this
intervention—may erect formidable psychological barriers to departure. Once
the short-term group culture is created and individual positions are staked out,
disaffected participants may think it an unconscionable loss of face 1o t{mP
out at the height of their distress. Freedom may thus be compmm‘s‘fi
prccisely because the encounter group has succeeded in convincing the parti-
cipants to shed their normal identities and take up new roles in the con
structed microculture, As Walton suggests in onc of his examples, the same
difficulty may asise in OD sessions. When one member elected to withdraw, the
others set out in hot pursuit. These examples underscore the need to place

freedom in the specific context of the intervention and the forces that it
generates.

Finally and ironically, individual freedom may sometimes be scriously
compromised by the offer of positive rewards and inducements. The most
dramatic example in recent years, on¢ mentioned by Lapham, is the usc ‘?f
financial and other material incentives to promote voluntary sterilization in
India. In dozens of communities, family planning workers offered men and
women moncy, food, clothing and other rewards for submitting to vasectomy
or tubectomy. At first blush, the provision of such incentives might scem like
the pure enchancement of freedom—the poor are helped and yet are not

y do not want. But this is an averly rational

forced to accept anything that the
assessment of the sitation. At a deeper level, there is a serious ethical

pes year, 20 dollars 15 a substanua!
the cthics of populanan incentines, Veatch (1977) lays out the various morat
problems rased by the use of incentives 1n population programs. Warwick's
Paper on socul expenments also suggests that providing income supplements
to the pour My carry lubilities as well 15 benefits for freedom. Once again
the hey question s whether the offer of tncentses explots the disadvantaged
Ly pliying on thar ceonomic need A major difference between incentives for
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sterhiza

rtwardsu::: :::d l::ol':;umamscnancc, however, is that 1n the former the
regret ot harmful conse ce individuals 1nto actions that may Jead to serious
bams are relanvely sl q:enccs, while with income maintenance the potential
stfied to use ma);cnalf t Nevertheless, we must soll ask if it 1s ethically
‘entions As a rule of th re‘;“ds to promote behavior change 1n social nter-
n the avractweness of l:hm , we mught suggest that the greater the difference
geater the potential ha m: Incentives ACToss SOCIOECONOMIC TOUPS, and the
more serious the ethrcal 15 at stake 1n adopung the rewarded behaviors, the

sues posed by the inducements

Safeguards

Given thy
e many limitations of capacity and opportuRItys what steps might
nions? The authors

be ¢

aken to

offer “umqoizfegu“d human freedom 1n social mnterven
suggestions, ranging from fauly convenuonal steps for the

Protection
of human nights to far-reaching changes 1 the condition of partt

pants Th
e suggesnons differ especially n their underlying assumptions about
taking this ability for

the g

Erant:dpa::cyu to understand an intervention Some,

teeded for r:“f::;lnly on improving the volume and quality of mformation

Spaciy and, ac 1 decisions  Others are less optumistic 10 ther views about

tpology of 'pro e extreme, feel that 1t 15 completely Jacking The following

“pacity o grag Pt‘:‘d safeguards 1s organized around differences 18 assumed
p the nature and consequences of social mterventions

Improved Information

Wher,
€ 1t
can be assumed that parucipants of target groups are mn 3

Posing
n to u
Biven adgqu“:dmm'd the wtervention and to protect thewr own nterests 1if
mformation, the challenge 15 10 provide this information 11 the
ven a person under-

oSt inge]
Somg Psyl}:;ib}l: manner possible Ghidewell wnsists that €
benefirs o therapy 15 often m a position 10 decide about the costs and
Lh“‘forc, 1 The key duty of the agent
ely costs d complete descriP
Professiona) ¢ group and of the agent's
that the agent request the

Potenryz)
Participant to consider how uscful the benefits of group P2
d no development

Pation

of 'h“rw:;l;s:): CGhdewell thus assumes that most people e

Gnce of 4p o intellectual competence 1n order to be able to grasp the sigmifi

Penence mcl: counter group What they lack 1s good nformanon about the €x

ton also pr:‘d about the background and expenence of the leader/agent

nformeq cq, umes basic capacity 1n his recommendation that, as 3 protection

Stolz goe, nsent, OD services be more accurately labeled

Vention m)ghs further in argwing that objecuve information

ome Cases ,tdbcs‘ be presented by unbiased sources She
ndividuals are perfectly able t understand what ¥

:: s:ncounter group cxpcnchC

ad l;:ply the person with clear an

quﬂlrencﬁts of parucipation n th
ications Ghdewell also suggests

for
about the 1Ll
Suggests that 1
s at stahe 10
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behavior modification, but that they may be misled by practitioners wl-'Ao have
potential conflicts of interest. The intervenor may, for example, fmcercly
want to help a person overcome a phobia, but at the same time feel
professional pressure to fill certain cells in a research design. Stolz suggests that
under these conditions the most responsible course of action would be' to
have all explanations made by a sympathetic, informed party who is mainly
concerned with the participants’ interests, Moreover, in cases where the s:ak.cs
for the individual are particularly high, he or she could be given arguments in
favor of and against participation by ad for each d

This proposal, although ) could be applied in many
pment, the sponsoring unit

to ad

’ g :

spheres of social intervention. In organization develo, n
might be asked to hire a counterconsultant who would explzin to potential
participants the costs and disad

ages of their invol . Family pl 4
programs might also enlist the services of a social worker or some other
qualified person to explain to clients the ad and di

3

including the physical side-effects and psychological dangers, of the various

methods of birth limitation. To be effective and to avoid the biases present

with other workers in the clinical setting, this person should ideally be on 2

separate payroll, not be directly connected to the national or regional family
- h

P grams, and be ionally le to body (such as
an ombudsman’s office) primarily concerned with the recipients’ welfare. The
expense and administrative plexities of this safeguard should not prevent

it from being considered when the trade-off;

s are large but difficult to ap
prehend,

Participation

Several chapters cite joint participation and negotiation as effective means
of aiding informed consent and otherwise protecting freedom. The assumption

Pchind such proposals is that people have the basic capacity to protect their
interests, but need more than information to do so. Specifically, they should
have the chance to take part in

decisions about whether there should be an
intervention at all, when and where it should take place, and how it will be
conducted. Walton emphasizes the importance of negotiations on the question
of ?vhct.hcr there should be an intervention, in addition to meeting an ethical
dcsl.d.tﬁl’um, bringing the eventual targets of intervention into the catly
d:.nuon-mzking and planning stages alerts the intervenor and client to possible
fmsukcs in the concepuon of the intervention, In particular, when the
intervention is il timed, strong objecuions during the planning stage can avoid
the harms that would result of the onginal idea were implemented.
Stolz sces great ment 1n joint planning for behavior modification but

Gldewell segards negouations abour goals and limits as among the most
sigmificant protecuons for Pparucipant freedom 1n encounter groups. Hucy and
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hus assocrat

meams of p‘ritac]:zncu:h constant communication with community groups as a
the Seattle Urban gA d: targets of change An important and wonic flaw n
to communicatin, c‘; emy intervention was the lack of sufficient attention
board Warwick (g’ u:vxt groups 1 the establishment, particularly the school
makers and theJ n s Ross1 et 2l 1n aung the lack of partictpation by policy
drawbacks and cavy nfluence of academic €conomusts as both ethical
Maintenance EmeCncal limitations on the New Jersey-Pennsylvania Income
thout pamc‘pa;’enment While the vanous chapters reveal many ambiguities
what knowledge n, such as who should participate 1 which decisions, with
threshold decy sg . and to what lmuts, they generally endorse parucipation 1n

10ns and planning as an effective safeguard for freedom

Empowerment

Lave g
‘d“nﬂgcd :i S;nmck contend that, left to therr own devices, the dis-
whout conflict re °1“ not mn a position to participate as equals n negotiations
wly on the suNSO uton The most ethical solution, thereforc, 1s neither to
bodies, but 10 :Zal of the fittest nor to tumn the matter over @ outside
nlarge the ability of the weak to represent their own IRLCrests

The 1t
ervenor should promote the ability of the weaker parties
helping them obtan the

0 mal,

"‘cha:y :}:f: own best decisions through

should assess ‘r}rln ation and skills to implement power The intervenot

Malyncal by e relative level of mformauon, negotiaing skalls, and

ferenual, h:lplty of the parties and, if therc 15 @ considerable dif
* <V

advacacy (p 221)‘" the odds through traning of other forms of

The
chapte,
TS S
uggest several other areas 1n which vaniations on empower
ts, for example, could

T could
en g s:::PPl‘Cd with good effect OD participan
S et of tech, course on the uses, processes, CORIEALS, and consequeness of
AStuction, 1 : iques Clients of family planning programs might also be gned
ind Ph)slologypp‘r?pm“ language, on significant aspects of human anatomy
13, women Vith basic mformation on the functionind of thar own
would be m 2 much betzer posinon 0 comprehend the nsks

wd p,
nefits
oy of
B-tuon Slmll:hlc pil, the intrautenne devices and other methods of ferulity
Tuzpy, tly, in an income maintenance program paruicipants mght be
£ thar own cconomi€

Cted ah
g su;,u:n:" rates and other sahent aspects ©
k_n_“' 31 nformed rmation might not only enhance the candidate’s ability 10
POve hug o by choice abour parncipaung i the \ntencntion, but also
er comprehension of the man expenmental \anables. White 1t

s
Rat
be - Mhout ws own cx
cthical difficulucs, the sugeston that cmpowcrm
¢ most sigmficant prcpoub

Py

N a g

2l gua

<1 thg rantor of freedom 15 one of the
entire volume
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Pilot Testing

In certain circumstances decision makers may wish to determine whether
a given kind of intervention deserves to be introduced on a fu.ll scale. T};e
assumption is that those who will ultimately be affcctc.d by the intervention,
such as the population of potential users in a national t:amlly plfmmng
program, cither will not know cnough about the intcrvcntx'on 10 glvcha:
informed opinion in advance of its introduction, or cannot fcasnb.ly be r?ac €
for their views. A common solution in this case is to devise a pilot project to
test the applicability of the intervention on a small scale. Walt?n recom-mu'lds
this approach as a means of promoting informed consent in organization
development. A problem with this approach is that the modcl'of ‘dccm'on
making is essentially elitist: Management makes the final determination with
po direct participation by employees. Pilot testing could be considered a form
of participation when a serious effort is made to learn the reactions of th-ose
affected by an intervention and to take these into account in decision makl_ﬂgv
Paternalism could be further avoided by making the results of the pilot
program known to the larger population for which the intervention is intended.

External Safeguards

In some forms of intervention the operating assumption is that the targets

of change cither have no capacity to look after their own interests or arc at

such a disadvantage vis-4-vis the intervenors that they need outside protection.
Children, the senile,

and the mentally retarded usually lack the capacity to

understand the risks and benefits of behavior modification and other forms of
intervention. Prisoners may be under enormous pressure to accede to any

request from correctional authorities. Under these conditions, as Stolz points
out, institutions often turn to advisory committees or use other means for
obtaining proxy consent. Parents or guardians may be lted, ad

may be appointed, and the clients themselves may be offered as much choice
as possible given their limitations. But, as Stolz emphasizes, the safeguards
offered by these proxy bodies may be illusory, in part because they are all

too likely to represent the values and goals of the client rather than the target
of the intervention. Class differences between the intervenors and the targets
of change, ive def € to professional expertise, vested interests on the
part of parents, guardians, and institutions, and a host of other factors may
make the protections more apparent than real.

ACCOUNTABILITY

Should socul intervenors be held ac.

or inacuon? If so, to whom, for what,
ment? Perhaps predictably,

countable for their professional action
+ and with what methods of enforce
our authors favor professional accountability as 3
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Eb“:;p:.c but none 15 speafic about detalls Adding to the usual hesitations
mtemmommmdlng restrictive standards may be the amorphousness of social
woted c;n :5 a profession With the exception of behavior therapy, which 15
0 5 5m lmp etely in psychology, none of the intervenuons 1S closely hnked
goup Icgd: academic discipline or an estabhished profession From encounter
meat to athmhlp to famly planming programs, from organizational develop-
the theor, e implementation of income maintenance expenments, wirtually all
at some 1es and skills of the behavioral and social sciences are brought to bear
and Cnslfomt Some areas of ntervention, such as organization development
oun might intervention, scem to be developing as hybnd specialues m ther
by ‘Cams, ‘;’hde others, such as family planning programs, arc accomplished
mephﬁcdobmdeual specialists Sull other \nterventions, such as those
Donspecal y Waymon's work for the Corp, represent the appheauon of
difficult t;ch sawy to particular problems This dwersity makes 3t
qual vzclldlsCK down detailed principles of accountability that will hold with
Some of thty across all spheres of social mntervention But we can explore
Professions, e major 1ssues of accountability and seek analogues from other
y especaally law

Accountable to Whom?

Pers;r:;lcel terrelated meanings of accountability may be disungushed
for °nc:s egal, and professional Furst 15 the personal responsibility one takes
Sutcmcn‘samuns There 15 a widespread presumption, recognIze
Rights, ¢, as the Nuremberg Code and the Unnersity peclaration of Hurr:]a;n
lt(ol";t at individuals, no matter what their status or profession, are morally

able for their behavior Thus the socal intervenor has no right t© lall,

Mam,
s Le, cheat, steal, or otherwise violate accepted moral codes i carrying
d how obligatory they

out 4,

e f:‘m:xwenuo" Just what those codes should be an hE0 g
amb‘g“mes):i individual are matters of endless debate, but the r; g
¢ some (:- not negate the concept of personal accountabihity At the m
“onflcrs bc: the most severe moral dilemmas for the intervenor :m::‘ls om
tcuve iny, ween personal moral standards and the perceved requirem e
Mtlizayon erventions To cite one example, the 0rgamzet of 2 com}; A
Yiolaugy ofP;Dgram 1n India may feel symultaneously that such activit <
uman nghts, yet are necessary to deal with the pressing 5O

Prob)
:Tls of population growth e
€cond, very different, form of accountability, 1§ Tegal habibty

.

o ;Ln"“on behind malpractice Lingauon 15 that profcssmnals are lxabllc“:

WS or panients for damages done and perhaps for addinional pend "
the legal and the eth

U wel)
We
pecys must disunguish, however, berween
lmcxs,"f lability We may all agree that pauents Of physicians d)imxl;::
p“’ftsmo:,:;l clients or targets of social internsenors have the nght 10 1 cmt:cd
s to court if they believe that (3) the profession has P
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negligently or unethically, (b) the patient, client, or target has been damaged
thereby, and (c) alternative approaches for compensating the damaged party
have not produced a satisfactory result. It is just as clear that the l?gal
outcome of the suit is morally open: it may or may not reflect a Just
resolution of the dispute. Patients or their lawyers, for example, may mis-
represent a physician’s verbal statements to make a more compelling case to
the jury. In general, the move to accountability through litigation may be
taken as a failure of other, less drastic means of bringing a disputc to
resolution. To date, the concept of legal liability for social intervenors has
been more theoretical than actual, except in the areas of behavior therapy and
encounter group leadership. But if the rise in malpractice suits against lawyers
and physicians is any indication of what might be expected in these fields, the
threat may soon become reality.

Different from both personal responsibility and legal liability is profes-
sional accountability to some recognized body of people in a specific occupa-
tion. This form of accountability p an pted set of standard
governing professional conduct. The specificity, legal status, acceptance, and
enfoscement of these standards vary widely across professions. Medicine
appears to have the clearest standards and is also more closely regulated than
other professions. For physicians, the Hippocratic oath, with its broad
principle of benefitting the sick, has been joined to much more explicit codes,
such as the International Code of Medical Ethics and the Declaration of
Helsinki (Veatch, 1975). Rules goveming medical practice in the United States
also arise from such sources as state licensj 3 issions and hospitals, which
allow or withhold from physicans the privilege of practicing in them. Hospitals
are, in tum, regulated by 2 national accrediting committee whose sanctions are
very important, among other reasons, in the hospital’s search for public

funding. In general, then, the physician’s professional conduct is regulated by

groups both within and outside of the medical profession.
The hanisms for p i fessional

and accountants also include re,

g ¢ a ility among lawyers
a c gulations from both public and private bodics,
mcluﬁimg state licensing agencies, courts, and bar associations. In one area of
practice, sccuritics registration and transfer, the appropriate accountablity of
both professions to the federal Securitics and Exchange Commission is 3
matter of intense concern and debate. The traditional principle of strict
hwycr:di:m confidentiality, for stance, is being replaced by what some
sccuntics lawycers call *the fesign and rat rule” If the client is not making 2
full disclosure of facts i issun, the lawyer must resign his
or her service with the client and teport the lack of disclosure to the
Sccunties and Exchange Commussion WMeyerbofer v. Empire Fire and Marne
Insurance Co . 1974, Comment, 1975). Failure to take this step may sesult in
2 malpractice suit agunst the lawyer initiated by the stockholders or the SEC
(SEC v Nitsond Studens Marketing Corporation, 1973). One SEC commus-
soner his gone 30 far 15 to recommend 3 fundamental charge in the loyaltics
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of the secunty
work more aSZs 1:::;{1“ To an wncreasing degree, he believes, this attorney will
te chent's Sccrzts (Cc auditor than as the traditional advocate who must keep
Proper accountabilit o;n n}‘:m' 1975, at 136) While this debate about the
yars as early as lgs(sj the securiies lawyer has come to a head in recent
rmatked “If the Justice William O Douglas, then head of the SEC
solved the major m%“s of our legal bishops were changed, we would havc,

The cxpmcmgmfl““s of finance” (Comment, 1975, at 141)

hing norms of a of secunes lawyers may hold mportant lessons m estab
forensie. socsal smccounmb:h:y for social mtervenors While the rhetone of
tesearchers to Cho,.;ncc holds the great appeal of permitting intervenors and
more subtle thap t;; sides with the “good guys,” 1t dodges ethical 1ssues far
may be only 2 m ht rhetonic would imply The 1deal of scientific objecuvity
policy Pﬁfcrencgw in the social sciences Our ideological brases and a priont
Problems, mtthodss may be impossible to disentangle from our choices of
1Ways be 2 hypoc;,:n:]l Interpretations Appatent intervenor neutrality may
ese lamentable co dC or self-deluding posture But 1t 1s not at all clear that
Y advocacy 1n o “h“‘Ons should be sancufied mnto virtues through baptism
Wyers hurnedly dur sste 10 don the robes of the advocate, we may tp Over
With the poss :’lcs“ﬂg themselves of the same garb
Tbed 1 thys lbc exception of behavior therapys
Powerful 45 those ook are not covered by agenaes of accountability 35
eston 45 \vhc:hr egulating medicne, law, and public accounting A threshold
Wiervenors Ccn-ec:r they should be Will greater professtonal regulanon of
d;d"m? Consider, 3?uses of power and lead to a net increase in human
2o ‘:"bed by Lauc’ . :dl‘ example, community nterventions such as those
tha:nnmt 2 2 goal andCOHka When intervenors adopt proporuonal em
mng“ Properly called pol work to acheve 1t, they are engagng 1o behavior
qnz:u_[ Ruarantees of ?:) lucal As such the behavior 1S protected by consti
e " there would b ee expression Were the intervenor acting solely as 3
euly ¢ few legiimatc grounds for regulauon The mot¢

ues:

question 1s whether there should be exphat standards of account
al The answer @ this
the value and 3p°
the

des
the social interventions

ecause th,

e
o depc:d(ﬂ'v:nor 15 acting as a profession
Pateness of re, . on ones assumptions about
gulation 1n general as well as about 1ts urgency 1

Partey],

o SPhere

% Buities ap, of wtervennon (Coase, 1977, Kesseh 1977) Given ¥
¢ accountabihity for

d

g mxgwenoﬁam;zalcnccs about the appropnate 1
Sthucal ryy 4 vidual pracunoners are thrown pnnc‘lp]cs

2 c eaxh:s.ofth“mb

°:°:Inmb ity :n‘ll;:pte,s pont to several dilemmas concerning the locus of

for ble"‘ and the crvention One 1s the question of relame sccountability 10
haviar ghe target of the intervention Stolz raises this 1ssue very cleatly

o ‘hn fecevng :}?py Should the therapist be accountable manly to the

¢ Liger s ¢ therapy, the insutuuon 1 which the persof 1s confineds

cty? When there are conflicts of 1nterest berween the target

oc1 ©!
back on broad
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and the client (the individual or agency employing the therapist), how _5h°f‘ld
they be resolved? Sarason and Sarason suggest that the therapist’s obligation
is to ile these i by acting simult. ly as an ad for th'c
patient’s welfare and as 2 promoter of institutional well-being. In theory this
is an ideal resolution of the dilemma, but it will break down in the hard cascs
where the interests are in sharp conflict. From the standpoint of profcss‘u.mal
accountability, morcover, it leaves practitioners in a most vulnerable pc‘xsmon,
for they must harmonize conflicting i with no pred guidel - of
principles for doing so. Given the current surge of malpractice suits, therapists
are unlikely to be satisfied with broad injunctions to be effective dual ‘agﬂ“i
The problem of divided loyalties is also raised in other chapters, including the
di ions of ization develop . the Seattle Urban Academy program,
the income maintenance experiment, and the population control programs.
The chapters provide no conclusive answers, but they do suggest several
working principles. :
First, they underscore the need for intervenors to be clear about their
accountability to their clients. Only too often, it scems, well-intentioned
professionals enter a complex situation without a real understanding of whom
they are working for and the potential conflicts of interest that might arise.
Somctimes it is difficult to know in advance what directions the intervention
will take once it is launched, and which actors and interest groups will present
moral claims. But in many interventions even 2 modicum of forethought could
alert intervenors to major pitfalls. Conscious of the hazards ahead, they could
seek outside advice on ponsible ways of Iving possible ethical dilemmas
or take steps to reduce these dilemmas by astute negotiation of the terms of
reference of their own interventions. Organization development practitioners,
for example, might set down as a specific condition of their employment that

management refrain from asking for appraisals of specific individuals or work
units.

Second, several of the chapters make 2 strong case for open disclosure of
the intervenor's prior commitments and loyalties to the elient. I, for instance,
a behavior therapist is primarily in the service of 2 prison and only sccondarily
concerned with the personal welfare of inmates, that therapist should make
this fact clear to all concerned, including the inmates chosen for therapy-
Similarly, as Laue and Cormick recommend, if a crisis intervenor is brought in
to scrve as an advocate for one of the parties to a dispute, this person should
not pretend to be a mediator. In general, the question of who is to be served
by professional intenvenors seems fundamental and deserving of much more
careful analysis than 1t has recewved in this volume.

A related question concerns the cthical oblig: of the {onal

p
wntenenor wn dealing with the famuliar dilemma of value neutrality versus
c o superord moral dards. While, as noted earlier, most of
the authors regard value neuf

trality as self-deceptive and misleading to others,
they hedge thewr bers abour positive i At onc Stolz
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22::::; t’)‘chavwr modificanon specialists who see themselves as “super
werures ':h with no obligauon to question the values of those using therr
XCrventio e problem of the ntervenor as hired gun anses n every area of
practces l; t;Valmn asks 1f OD pracutioners should question the values and
problem t° . e organizations that hire them, ncluding their defimtion of the
thcmselvcso e solved by OD His case studies suggest that the practitioners
Cormal, m:il'e diided on this pomnt At the opposite eXtreme, Laue and
for the e the position that there can be no neutrality, and that advocacy
whether powerless 15 the order of the day They do not wndicate, however,
e cnsis intervenors should wear thewr prnaples on therr sleeves for all
CSSCnce. or whether they should bul themselves as mediators but work,
ld:nnf' z closet advocates The dilemma 1s acute, for mtervenors who openly
ot b y themselves as advocates for one side will obviously stand little chance
eing hured as impartial mediators
acco(::; :fl the more vexing problems rased m these chapters 15 the 1ssue of
o ity to soctery Glidewell and Stolz, 1n parncular, speak of society
any ntity with nights and obligations 10 social ntervennon, but neither gives
Whop::mslf indication of how 1ts values and nterests are 0 be articulated
actoss PT‘ s for society, and how does the intervenor deal with varnations
when classes, mmonty and ethmc groups, and other social dwisions? And,
and wll’:gmms cross national lines, which soclety’s standards should apply,
Umv:mlt 1;tams should be accorded such cross cultural mstrum
points tha chamnon of Human Rights? In her chapter, Stolz makes Two
vilues tf eserve emphasis Farst, the mere fact that a society holds certain
Clhlmi preferences, or prejudices does not mahe 1ts norms 3 valid basis for
dsa judgments about social interventions For example, widespread moral
!hnl:PmVal of pedophiha does not provide automatic entitlement for behavior
the :::Sl to use aversive conditionng to change pcdophxlmcs Second, gwven
lmuvcn“ ous defimtions of society and 1ts standards, 1t 1s all too €y for
them stKS o p:‘o;cct their own biases onto this murky mass and then defend
ntervens, society’s will One unambiguous conclusion from this book 158 that
caretul 10ns justified on the basis of society’s interest should be subjected ©
scrutiny and strong moral challenge

Accountable for What?

countability centers on the precse
The chapters suggest four arcas 10
al standards may be needed

The second broad quesuon of ac
contents of professional responsibility

which sbuses have been scen and profession
Competence Guen the sli-defincd and * learn-as yougo™ quality of many

:“Cn:nnons. together with the unconventional blends of shills required to
nng them to completion, 15 1t meaningful to speak of muumal standands of
competence for intervenors? Or, to turn the question around, arc there some

forms of professional incompetence that appear often cnough to wamnt
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concern? Several authors answer in the affirmative, pointing to wo kmc.is of
abuses. The first is a sheer lack of qualifications for undcmkmg' the inter-
vention. Guskin criticizes the Battelle consultants for having an u;ladcqlﬂlc
background to advise Seattle’s black ity about edi changes.
As 2 result, according to Guskin, the intervenors had to fall back on gen-
eralized process skills too diffuse for the task at hand. Similarly, \V?hon spc‘lki
of 2 p fid gap in organization develop: , while \Vz.rwxck
criticizes OD practitioners who enter a new senting without zdcquzfc infor-
mation about its context and unique features. Second, questions of
competence arise in choosing particular models of intervention. \Vz!ton 'and
Warwick question the ethics of forcefinting OD interventions to smx'zuons
where they might not be appropriate, as when solutions derived from indus-

wrial organizations are uncritically applied to government agencies. Laue and
Cormick are emphatic on this point:

Intervenors trained in onc conceprual approach. .. should not
transfer their intervention models uncritically to a different system
setting (a racial/ ity dispute involving multiple parties, for
example). To do so is to increase the probability that issues will be
diverted and that the outcomes will not meet the most basic needs of
the disputants (pp. 221-222).

These authors are especially critical of attempts to apply labor relations
models to crisis situations. Along the same lines, Guskin questions whclhcf 'h5|
Battelle consultants should have relied on « gies for ed

change when contest strategies might have been more appropriate to the
political mature of the intervention. The difficule questions raised by these
criticisms are: Who is to judge what standards of competence should apply,
especially in uncharted areas of intervention; and should intervenors be held
accountable by the standards of foresight or hind: ight? The chapters suggest
that, while it is often difficult, if nor impossible, to know what mixture of

skills and strategies is in order, certain common mistakes, such as force-fitting,
<an be anticipated and avoided.

Truth Telling. To judge from these chapters, onc of the more common
ical abuses in social interventions is false advertising or raising unwarranted
expectations about the mtervenor's abilities, Back takes encounter groups to
task for creanng a kind of sociotherapeutic seduction. Glidewell also
recognizes the issue of truth i advertising, but seems more sanguine than
Back about handling 1t through open disclosure at the point of the parti-
cipant’s entry. Similar questions of truth telling arise in national family
planning programs, parucularly with c ication igns promising the

Poor a better life if they limit ther family to two Chi]drtl'l- -
Honori Conf;

T g G of ity. In many spheres of intervention,
Participants are told or assume that whar they say and do will be held in

ethi
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confidence Recipients of psychotherapy, participants in encounter groups and
organization development, clients of family planming programs, and candidates
for income mamntenance may come to believe, nightly or wrongly, that therr
words, deeds, and musdeeds will not be held agamst them outside the mnter-
vention The chapters point up several cthical difficulties with express or
imphed guarantees of confidenuality The most obvious and the easiest to
resolve 1s the broken promise As Walton’s chapter makes clear, intervenors
have violated promuses of confidentiality by discussing the performance of 0D
participants with management Such violations would scem to be a flagrant
and unquestioned breach of personal and professional ethnics The ethical
situation 1s more complicated when the intervenor, acting in good faith,
promuses confidentiality, but does not have the legal backing to honor the
guarantee Rossi and his associates show how this problem arose when 2
district attorney sought data on indwidual participants n the New Jersey-
Pennsylvana Income Mantenance Expenment While the sponsors of the
expenment had every intennon of honoring their promises, they found that
therr data enjoyed no legal protection or prvilege and thus could be
subpoenaed Given these risks, the mtervenor has two basic options make the
usual promuses m the hope that the question of a subpoena will not arse, or
tell the people nvolved that the intervenors will heep the information con-
fidential, but that there 15 a slight chance that it could be subpocnaed by the
government As Warwick observes, the first choice suffers from inadequate
disclosure  of important information, while the second may so frighten
respondents that they will not participate n the intervention This dilemma 1s
now being given senous consideration by the National Commussion on the
Protection of Human Subjects of Biomedical and Behavioral Research
Higher order Effects Though the authors of the lead chapters were asked
™ analyze the ethics of higher-order or unintended effects m social 1nter-
ventions, the response was limited Even those who did comment on this
question seem to have had a difficult ume placing it in perspecuve The most
obvious reason 1s that higher-order and especially umintended effects are,
almost by definition, elusive and outside the paradigms of conventional cthical
assessment  Further, since these effects are likely to appear 1 areas two of
three steps removed from the scenc of direct action and may surface months or
€ven years later, there are formidable problems in atmbuting causality. The
chapters suggest nonetheless that the question remains ethically salient, sf
‘Wtellectually hazy Ghidewell argues, for example, that the mtervenor has a
Manifest responsibility to assess the mdirect outcomes of encounter groups
The task may be daunting, but there arc options avalable, including con-
tolled expenments and a more limited follow-up of sclected parucipants This
type of long term assessment would also go somc distance n generaung the
hnds of information needed to deal with Back’s cnticisms of encounter
Eroups

Other types of ligher-order cffects would be much more difficult to
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isolate and analyze through conventional social scicn.cc rcsczrchhmct[hc::;
Following Williams, for example, onc might hypothesize that 2 laten 2
long-term consequence of Laue and Cormick’s cmpowerment strategy s
undermine the political system. As more and mare groups become empoue

and use their new-found skills to demand increasing benefits from the sm:xctniyli
the government’s capacity to resolve crises and :ccorfxmodzxe demands w p
break down. In Latin America or Africa, the result mxgliu' be the .collapscdt:
civil go and its repl by a repressive military regime. In ﬁc
United States, the cffect would probably be less drastic, pcrhilps public
backlash leading eventually to a repressive, lzw'md-ordcr. administration. F;:fn
an analytical point of view, it would be virtually impossible to trace lhc. cl u;
of causation from the advocacy of empowerment through the escalation o
interest group demands to the breakdown of the existing order i.nd the
instaflation of a more reactionary government. From an cthical standpoint, o.nc
would also be hard put to arguc that, cven with this development, strategics
of empowerment should be scaled down or avoided. But, whatever the
conceptual and empirical complexitics, higher-order or unintended consc

quences at this broad level must enter into any serious ethical assessment of
social interventions. Warwick’s

steps that might be taken.

chapter on social experiments suggests some

Protection versus Paternalism:
The Intervenor’s Dilemma

The strongest undercurrent of ambivale

nce in these chapters courses
around the issue of

protecting those intervened upon against morc powerful
forces in the society, against the intervenors, and even against their own
limitations and urges. In essence, the question boils down to the difference
between responsible protection versus deleterious paternalism.

There scems to be little doubt that some groups of individuals, such as
children, the retarded, and the institutionalized, do need protection against
interventions designed by others. But what about normal adults, especially
those who voluntanly seek out interventions such as encounter groups? Even
here the authors reveal mixed feclings. Glidewell, for i < ly leans
toward treating adults, including those curtently in psychotherapy, as rational
decision makers who are able to act in their interest when given adequate
information. Nevertheless, he holds that because agents have greater knowl
edge than the participants about the pitfalls of encounter groups, they are
obligated to set limits on the experience. Among the common protections are
a ban on violence and drugs, limits on scapegoating, and a clear norm that
individuals are free to join of

¢ Stay apart from the group, Morcover, *one
powerful limit on danger to individual welfare is th

¢ right to interrupt any
activity in order to analyze its nature, its dents, and its q s
{p. 90). Most of the other authors seem to agree with the principle implicit
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herc:. allow people to decide when they can exercise reasonably free choice,
b“f institute protections when there is clear danger that inexperience would
seriously impair judgment.

Lax.xe and Cormick maintain that the most efficacious way of providing
protection and avoiding paternalism is through empowerment. When the weak
are strengthened to the point that they can challenge not only their op-
ponents but also the intervenors, they are no longer in need of either external
safeguards or professional tutelage. While at first sight, this seems an appealing
solution to the problem of paternalism, closer examination suggests that 1t
may simply displace the problem. It is, after all, the intervenors who decide
who needs to be empowered, and how, and it is they who determine when
the proper types and levels of empowerment have been attained. If the
method operates as straightforwardly as Laue and Cormick imply, the inter-
venors only move to a position of higher-order patemnalism. They seem to sit
above the fray, pulling levers to draw some individuals and groups to a higher
level of competcnce and leaving others where they are. Accountability is
Particularly difficult because none of the groups to be empowered 1s likely to
ask why the intervenors have chosen them and not their opponents, or why
they are bemng given some negotiating skills and not others. An impartial
Ob‘strvcr perched above both the itervenors and those with whom they work
might further ask if those bemng empowered are being given the most effective
skills and tools for challenging the position of the mtervenors. Even with the
best of intentions, and by Laue and Cormick’s own persuasive logic, inter-
venors are interested in the intervention and, therefore, will be tempted to
avoid forms of empowerment that may complicate their interventions. Thus,
while there arc many ecthical ments to the strategy of empowerment, onc
would be naive to treat it as a panaced for resolving complex questions of
power. Taken as a whole, these chapters suggest that the dilemma of protec-
tion versus paternalism will remam alive as long as there are power dif-

fsrcnmls In social intervention. We further suggest that even the attempt to
wduce these differcntials will involve sigmificant questions of professional

power and accountability.
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self-cvaluauon, 293-297
subjective world of, 313-315
C £

for, 413414
Confidencecompetence £3p,1 0D 138
Confidentality

and disdosure, 1n soc1al expenument,
285-287
professional accountability for, 414415
violaung, 1n OD, 142143
Conflicts and preferences, value, 4~7
Consciousness ratsing and mtervention,

395-396

Consent 1nd particrpation, income

mamtenance expeniment, 255-258
Consequences

assessment of, 25-27

of educational change, 179-189
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consultant’s role with community group,
309-318
history of units, 302-304
nner aity pattern, 296-297
interests at stake 1n, 330-331
present status of community projects,
323-325
as pnmary goal, 331
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facilitation, 23-25
2nd goals of behavior modification,
39-53
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234-235,238-240
and intervention, 379-382
and OD, 148-152
of professionalism, 389-392
and racism, in community disputes, 225
and system change, 394-397
2nd system maintenance, 392-394
typology of effects, 392-397
Preferences and conflicts, value, 4-7
Prison
behavior modification 1, 41, 62
professional accountability of behavior
therapist in, 412
Privacy violavion 1n 0D, 130,132, 140-141
Process decistons in commu mty disputes
223

Prof

Y, 10 ,
410-413

Profesuonalism, power of, 389-392
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