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£DI TORLAL

wol. 2, a truely collabor-
ative effort, nas finally become
a reality. Lovnefully, these
articles will continue to prompt
introspection, stir debate and
encourage and gulde action.

anyone involved with COBWS
wnows only too well how the day-
tn-day realities can capture one's
attention completely. jhis Jour-
nal is an attempt to take a step
back, to place our work in larger
or different pverspectives, on
firmer groundings, 4n new lights.
xather than croviding quick fixes
to perceived problens, I believe
all these articles have attempted
to exanine underlying concents
and ideas. It ig unon such jideas
that ~ro;osals and actions will
be built.

Bob Couchman has articulated
an essential and unique COBWS
element in a manner that, hopefully,
will allow instructors to place

~

part of their wors in a clearer
perspective. Suchy Suchman and I
have attemoted individually to
provide some firm ground for assess<
ing the organizational style of
COBYWS and the changes that are tak-
ing place.

Daniel Vokey's work on story-
telling could be a seminal one in
the development and understanding
of community processes, an area
long devoid of serious thought.
addition, his worxz has obvious
apglication for staff and student
trainings. Peter Morgan's article
on metarhors in outdoor Education
will be on special interest to staff
to tried to use Steven pacon's
npanual" over the last 2 summers.

In

Finally, Xen Victor has begun
a tradition (?) of letters to the
editor. The npoards" article in
Volume 1 was by far the recipient
of the most coazent and criticism.
Vic's comnents are most articulate.

I hope that this can continue
to be a useful vehicle for disucssion,
debate and the exchange of id=zas.
If you find these articles of interest,
send a letter, oOT, better yet, your
own creative work. Or, vetter yet,
bring it by Walker Lake with a case
of beer. Let's try for another
issue before the summel.

Deace.
Andy Orr

Walker Lake
Muskoka, Ontario

The Journal of
and friends of the Canadian
to sparx debate,

discussion and the exchange of ideas.
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INTERNAL AND EXTERNAL RHYTHMS:
THZ CANADIAN WILDERNESS AS A LEARNING ENVIRONMENT

by Robert Couchman

It is with considerable
apzreciation that I take up my
ven to respond to the kind invit-
ation of the Editor ¢of the Jour-
nal of COBWS Education to write
a few cogent thoughts on the Qut-
ward Bound experience. As a
volunteer who has never partici-
pated in leading a brigade nor
done more thanm hover omn the per-
imeter of the 0.B. community, I
do not have the practical experi-
ence or knowledge to write in any
real depth about the skills, both
chysical and emotional, that go -
into running a good program or
teaching a student some vital
skill,

Given the fact, however,
that I kave been a respectful ob-
server of the Canadian wilderness
for many years, the appreciative
recipient of the COBWS experience
and a student of human behaviour
and social change, perhaps 1 can
offer a few personal thoughts on
the unique experiential educa+t
tional environment that has been
developed at COBWS and why it so
readily fosters growth and devel-
opment in students and staff a-
like. 1In addressing this issue,
which should be seen as the cen-
tral issue of every major educa-
tional endeavor, I will place my
attention on the adjective
"unique”. In most ways, COBWS
is not unigue as an Outward
Bound schobl or as an experien-
tial education program. We ad-
here to the basic tenets of Kurt
Hahn and the North Americamn evo-
lution of same. We use the wild-
erness environment as a classroom
and believe in the power of suc-
cessfully achieved progressive
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challenges., We even commonly
accept the somewhat mystical con-
cept of metaphor as a learaing
tool. In so many ways, COBWS is
exactly the same as most other
putward Bound programs through-

out North America.

The factors which make COBWS
unique are its Canadian identity,
its isolation within a vast wilder-
ness area and its strong tradition
of community. Since 1976, these
special factors have. effectively
interacted to give COBWS a unique
and powerful quality among Outward
Bound programs.

. In re-reading Roderick Nash's
classic work, Wilderness and the
American Mind, I am struck by the
amazing distinctions between the
American treatment of the wildera
ness and the Canadian attitude, as
described by Margaret Atwood in
Survival, an analysis of Canadian
literature. WNash describes a hero-
ic people spurred on by unquestion-
ed belief in manifest destinye.
Wilderpess is something to be
“pushed back' or "conquered',
Frontier heroes climb to the sum-
mits of the barrier mountains of
Appalachia and see the rich plains
stretched out before them. They
clear the land of both trees and
native people and then push ever
westward. While Nash's American
wilderness is rugged, even danger-
ous at time, it is no match for the
Daniel Boone's, Davie Crockett's
and the Lewis and Clark's that
confront the expanding borders of
the new territories of the United
States.




Despite its breadth and majes-
ty, the American wilderness is also
amazingly forgiving and, at times,
downright friendly te its highly
individualistic and determined in-
habitants. In American folk tales
and literature the wilderness can
can ve confronted and beaten back.
Not so in Canada. Margaret Atwood
describes a wilderness which is
vast, dark and forgiving. The
Canadian hero, unlike his American
counterpart, travels into the for-
ests and tundra regions and survi«
ves only if he learns to understand
the elements and move with then

rather than against them. The
Canadian hero bas enormous respect
for the hostility and rawness of
an environment which is only too
avle to crush his frail ship or
cause him to freeze o deathe.

For every successful Frazer and
Mackenzie in Canadian exploration
there is a Franklin or a Hornby
who was overcome by the power of
the continent's northern wilder-
Nness.

In addition to respect for
the wilderness, the characters of
Canadian wilderness novels gener-
ally pull themselves together in
tight little communities against
the immense hostility of the land.
In particular, early French Canaw
dian novels describe the essenti-
al human communion that exists in
tiny villages tucked up against
the winter hills of the Laurens
tians. From the closely knlt
voyageur brigadeés of the North
West Company to the rural commun-
ities described by Margaret Law-
rence and Canada's Icelandic aus
thor, Valgardson, Canadians are
vortrayed as being highly inter-
dependent reople concerned, above
all, for the welfare of the family
and their communities. Rugged
individualism, hallmark of the
American hero, is a trait which

4

does not stand up well against the
prolonged and isolated cold of the
Canadian winter nor the black {fly
invested boreal forests of mid-
spring.

In many ways, COBWS is a re-
flection of the classic village
set on the edge of the immensse
Canadian wilderness. Through its
short evolution, Homeplace has
become a true community where res-
pect for the welfare of its inhab-
itants, whether they be staff or
students, has overshadowed the
macho individualism which pits
physical strengths and mind again-
st the storms of the reglon's lar-
ger lakes or the white water of
the many wild rivers of the area.
While many opzortunities exist for
personal challenge, equal emphasis
is given to interpersonal relation-
ships and the vital interdependen~
cy of brigade members as they neg-
otiate terrain which coastantly
harbours potentially destructive
forces just below the surface. Im
travelling through the area, one
quickly develouvs humble respect
for the Ogoki Albany wilderness or
you soon encounter its dangers.
Being the most remote wilderness
Outward Bound school in the world,
COBWS can not afford to pay lip
service to the importance of
individuals looking after the
collective well-being of the whole
community., Unlike most other Out-
ward Bound schools, the region in-
habited by COBWS is not forgiving
and help is usually many remote
hours awaye.

Those who visit COBWS from
the U.S. or Britain are quick to
sense the cohesiveness of this
comzunity and the sensitivity that
staff have for the wilderness
which surrounds them. In this re-
gard, COBWS is very much a part
of the cultural tradition of Cane
ada. Bravado and competition have
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little part to play in the lives
of those who live at COBWS nor do
such elements manifest themselves
in the program. Thus you do net
find an instructeor giving a stud=-
end that "final nudge". The
student must choose to challenge
his envirooment; it is never some-
thing to be conquered. The Canad-—
ian wilderness demands respect
from those who wish to move with
the flow of its seasons and the
mood of its stark isolation.

Those who fail to learn this
lesson are soon defeated.

Such imagery creates a very
vowerful environment for the indie
vidual to learn about himself and
the need he or she has for the
close support of. other good folk,
COBYS is indeed a special commun-
ity and thereby a most unique
Outward Bound program. Its close
identity with Canadian spirit is
intrinsic to its unique dynamic
as an educational experience,

One walks quietly across its por=-
tages and paddles humbly along its
waterways, learning constantly to
sense and move with the rhythms of
of the land. The exhileration of
achievement as one successfully
navigates a difficult set of rap-
ids is constantly balanced by the
knowledge of the 3 km portage
through a muddy swamp that lies

. just around the next bend. While
the personal rewards of achieving
the first task are only too evi-
dent, the will to undertake the
latter task with equanimity is a
lesson about life itself,.

COBﬁS students gradually
learn that you can only conquer.
your fears and misgivings. The
wilderness can never be conquered,
only respected,
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A FROFILE OF OIGANIZATIONAL CHARACTZRISTICS
OF COBWS, 1984 >

by Suchy Suchman

Since its incertion in 1976,.
COSNS has maintained its unique
status as the most remote Outward
Bound nrogram in the world. Locat-
ed 80 km from the nearest town,
COBWS is the only permanent, regu-
larly inhabited settlement on the
40 km of shoreline along Black
Sturgeon Lake in northwestern
Ontarioe.

Remoteness is but ome of
several features that has contri-
buted to COBWS! reputation among
Horth American Qutward Bound pro-
grams as an organization with a
strong sense of community shared
by its staff and students. Other
factors, such as the founder's
humanitarian idzalism, the esta-
blishment of a vermanent homebase
as an integral part of the program,
zrolonged enthusiasm and dedica=
tion on the part of many people
during years of sustained finan-
cial precariousness, and the
school's samall size have all play-
ed a role in the establishment of
an Outward Bound community whose
values of equality of individual
worth, social res-onsibility, and
compassion are expressed not only
on courses, but in everyday living
as well.

During the summer of 198k,
riding a substantial wave of fav-
ourable natiomal publicity, COBWS
found itself on the verge of bred: -
ing away from two traditions:
financial instability and smallness
of size. Significant increases in
funding and enrollment put COBWS
in the hitherto unfamiliar posi-
tion of considering program expan-
sion. Of primary concera for
those involved with the program
was the impact that financial stab-
11ity and exjsansion might have on

6

the continued expression of com=-
munity values. More specifically,
would expansion demand that direc-
tives replace trust? Would a chain
of command replace consensus decl-~
sion-making? Would systemization
repvlace creativity? In other words,
would expansion necessitate that the
formal organizational characteristics
such as leadership, decision-making
and goal-setting change in a way
that would undermine or destroy the
central value of community?

In an effort to address this
concern, I conducted a survey
("Profile of Organizational Charac-
teristics", R. Likert, 1967), to
ascertain the actual and ideal org-
anizational characteristics of CIBWS
4% perceived by as wide a range of
staff as pogsible.,~ Provided with
this information, COBWS could then

1. surmise the effectiveness of
its current organizational style
(against a comparative backdrop of
other educa-ional organizations),

2. determine which organizational
characteristics uphold, and which
undermine, the value of community,
and

3, attempt to promote an organ-
izational style that provides the
structural sophistication necessary
for expansion without compromising
the integrity of educational and
community values.

The results of the survey strongly
suggest that all these steps, and
most importantly step 3, are quite
possible; a discussion of the sur-
vey and results follows.

The Journzl of COBW¥S Education



The Concentual Model

Rensis Likert's concentual
model of organizational styles
consists of four "systems" along
a hynothetical contipuum. The
Eystems are number 1 to 4, identi-
fied as follows:

1: exploitative-authoritarian
2: benevolent-authoritarian
3: consultative

L: pvarticipative.

zach system is identified by a set
of charactéristics divided into
the categories of leadership,
motivationzl, communlcation,
decision-making, goal-getting

and control o~rocesses.

Designing the Study

Likert's survey was mailed
to 30 of the 45 staff who worked
at COBYS during the summer of
1984. The nineteen people who
were not surveyed were known to
be in transit, and therefore .
unavailable for this study. Of
the 30 who were queried, 20 re-
smonded; four of*the non-respond-
ers were subsequently discovered
to be in transit. Hence, the
results are based on an "80%.
response,

%hile a number of intriguing
cossibilities exists for digidng
responders into categories,  the
most useful seems to be the nat-
ural division of Homerlace Staff
(supvort and staff and those who
oversee homeplace operations),
Field Staff (instructors) and
Administritive Staff (course
directors, program manzger,
rrogram director). Members within
each grouy generally serve sim=-
ilar functions and work ernviron-
ments and are likely to share 5
common views of the organization.
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Results

In general, resgonders from
all groups tended to characterize
the COBYS organization as a combin-
ation of Systems 3 (consultative)
and 4 (participative). The detailed
results are shown in Figure 1l.

Overall, this means that COBWS
is generally characterized by a
high degree of trust, confidence and
suprort between supervisors and
subordinates; conmmunication and
interaction are high within and be-
tween all levels; octivation is
based on instrinsic¢ rewards; respop—
sility for the organization's goals
is felt throughout all levels;
decisions are based on input from
all levels; and the formal and in-
formal organizations usually act in
concert.

Some distincly different per-
spectives emerge, however, when one
compares the viewpoints of the three
staff categories. Field staff con-
sistently perceive themselves as
highly involved in decisions, enjoy-
ing good cormunication and shared
goals and responsibilities. Home-
vlace staff, on the other hand, view
themselves as being significantly
less involved in decision-making,
goal-setting and two-way comamunica-
tion. Interestingly, management
falls in the middle.

One possible explanation for
the difference in views could be
linked to the degree of contact
with the "institution", and the
degree of autonomy. Homeplace staff,
being involved in the day-to-day
operation of homeplace may have a
more accurate view of how it oper-
ates. Field staff autonomy may
lead them to sense a hizher degree
of ressonsibility and perceive great-
er input into decisions.



KEY

Administr.
Homepl. St.

Field Staff

.
asd

fTUTavERsHLE

-
H
:

NOTIvVYATION

dwand

cCoRKHuNECATION

PECISIORS

sase
Iy
H
H
.

coRLS

=sen

.

prcecss araRISTIPESIRORIORSEEREY
CoRTROL

averns

Organisational
vartablics

How much tonfidenca
Is shown In subordinstes?

Mow fraw da they frel

to talk to superlory sbout job? I

Are subarginates’ ldeas
sought and used, il worthyl

is predominant via made of

I fear, 1 thruats, J punishmant,

b rewards, 5 lovolvesant?

Whars I3 responibility felt
for achlsving organization's goals?

How much cocparative
tesmark salstsl

what [y the direction
of Information flow?

How |3 downwars

comunication accepted] —= —f

How 11 U
communication accepted?

Mow accurate i3

upward comunication? e

Mow aceurats It
owmynigation?

How wall do supsriors know

Wow we il #o Eviordveetinou
provlemy faced by supRneTd

At what level afe
decisions made?

Are subordinates involved in

decisions related to thair work?

what does declrionemehlng process

contribute to motivation?

How are arganizatlonal
goals sstablished?
~

Mow much Govert reslstande
to goals is present?

How concentratad are

review and control functions? L

43 thers sn Informal organization

retlsting tha farmsl onel

COMPARISON

of Actual Mean Scores

proclems faced by subordlnates led

susTEn swsinz sustin 3 sistin g
None Condescending fubrtantial - Lumpletr
&
l | | | | 1 l | 1 I 1 \N'T | -1 | I
| S
No1 at all Mot wery o Rather free I\' -fu"'l' free
L ]
T B B NETEE | \ L 19
Seldon Somalires Usually . P e Always
- -
I ! | i | r 1 1 1 l ! <l L 1 l | l'
-
=l o, bated on
1,2, ), occationally & §, 1o ) &, soe ) and §
I | § t l | i J | 1 ! | tel | |
noitly at top Top and mindle H Falrly gomer At ol) lewels
1 1 | | | S N I | ) 3 11 1 ]
s N
Mone Litele Some tpal desl
I | ! | | l I S B l 1 1 1 | 1 I"
l -
~” Den, up,
Dowr—srd Rostly dowrward Domn and up lﬂ: tldeaays
Fd
l t 1 i § | I I S | | .Y i ! T
Porsibly N
vi*h surplgion wlth suspiclon With cautlon ™\ th s ﬁ(callvc nlnd
S [ } 11 Y ) 11
I A B | ] I T A T T BN |
f haniore
Dften wrong ' for 1he boss Limitles acguracy ‘. A:c-uu
| | | 1 1 ! \l | I-‘ | |
I N W I, N
Kno= little lome hnowledge t Quite well P, Nery weil
[
T I | | L want sl NCUN Y R
1 1 ! ] ! -t t 1 e | 1 \
oiity ot top, Lt T olicy at top, slnroughoutl But
Mostly at top sorm dalegation \4 mare o€ ion o well lntegrated
1t 1 i1 1 1 R S I P I S
N A
Occarionally [}
nat at &l consulted Conerdity consulted Pylly involved
1t L1 0 1 P*i\ 1 R I
nathing, i ~ i siostantiel
often =aatens jt , Relatively Tittle Some gontribulion ™ chatribution
I B | I N TR 13 1 1_J
. Ordery, sore Afver wiscurtion, 8y "group action
Orders issuved tovants invited by Orgers ! (..t.g; in grisvis)
I I 1t 1 I { I N
—

Steong reslstance

Roderaile resistance

Mome fesittence
at Limes

L
o Little or nane
.

LAY ) L

Kighly at top

Relatively
highly st top

poderate deley
1o lo=er 1

Quite widely shared

L 4

| P | | } | | 1 ! ! |
el »
t - ‘. { Noeesega=~e goals
L Yeu ' Ihu.allf i _ jp(llnu .* 2 foreal |
! | | i | I N I | I I | |t | I

The Journal of COBWS Education



Also of interest is the higher
degree of consensus among manage-
ment: managenent staff tend to
view the organization in much the
sane way, wnile homeplace staff
have a larger range of viewpoints.
“ossible reasons for this differ-
ence may include:

~a greater homogeneity of man-
agemeent

-nore opgorunities or willing-
ness for managemsnt to confer

-greater hesitation on the part
of management to disagree.

How Is This Useful?

In my view, in expanding to
meet the demands for future partic-
ipants, the school is likely to
have to imnlement new systems and
further bureaucratize the organ-
ization in order to maintain a
smooth-running, efficient program,
not to mention everyone's sanity.
Vevertheless, the unique and essen-
tizl nature of COBWS as a comnmunity
that values open comamunication,
consensus decision-making and hum-
anistic idezls is likely b become
increasingly fragile. However, 1
believe that a fift between the
community and the program is not
inevitable. On the contrary, the
sarticipative nature of the organ-
ization reflects the very style
that is viewed as the most efTfective,
nroductive and cost-efficient style
amonz managers in business and
industry. By perpetuating and
improving upon this participative
style, we will remain capable of
sinultaneously expanding the pro-
gram and saintaining the community.

~

Recommendations

Firstly, and most important-
1y, consider the level at which
decisions are being made. This
appears to be the area of most
dissatisfaction. While the cen-
tralization of certain declisions
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is most apsropriate, the school

must be willing to experiment with
various models and structures which
will more effectively include staff
in decisions they feel are important.

Secondly, as the vrogram builds
more systems to handle more students,
the community functions must be
increased. Supvort and homeplace
staff have the least-developed sup-
port network in the community. It
is important that supnort networks
be strengthened, either through
more functions such as community
rmeetings, or similar, more regular
meetings for staff sub-groups.

In conclusion, I would suggest,
even warn, that'if COBWS' approach
to expansion were to involve retreat-
ing from the participative model in
any area, be it decision-making,
communication, leadership or goal=-
setting, the outcome of déxpansion is
likely to alienate the majority of
the staff, reduce the shared commit-
ment and responsibility, and under-
mine the community values., On the
other hand, in light of Likert's
conclusive evidence favouring the
effectiveness of the particvative
model, and the unanimous views among
the staff that this model is indeed
the ideal, the deliberate pursuit
of the partipative style is likely
to contribute to both successful
expansion and the continued integri-
ty of community life.

1 Edited from "A Profile of the

Organizational Characteristics of
the Canadian Outward Bound Wilder-
ness School", 26 pp., spring 1985;
"Report to COBWS Staff Members",

3 pp., sopring 1985; both by Sucay
Suchman, (Ed.)

It is an unfortunate oversight
that board members were not includ-
ed in this survey as their perszec-
tive would have been valuable,

9



Likert, Rensis, The Human

Organization, New York: McGraw
Hill, '1967.

3

Two other options that were
considered are groums of males
and females, and grouns based
on longevity of association
with CTBWS.

A somewhat arbitrzry decisim
was made to categorize resyond-
ers according to their most
recently held position, i.e.
during August of 1384. Thus,
the breakdown of res-onders was:
homeplace staff, 5; field staff,
10; administrative staff, 5.

10 i The Journal of COBWS Education




THZ 1985 UPDATE:
CO-OPERATION AMD CEINTRALIZATION

by Andy Orr

At the end of August 1985,
the survey conducted thf previous
summer by Suchy Suchman™ was re-
~eated with the then current staff.
It was felt that a follow-up study
could be valuable for two reasons.
Firstly, it could help to confirm
dominant organizational character-
istics identified in 1984. Sec-
ondly, changes in characteristics
from one summer to the next could
ve identified. Thus, not only
could a clearer picture of the
organization be obtained, but a
good indication could be made as
to the direction in which it was
moving as perceived by its staff.

The survey forms used were
the same as those used in 1984.
Yhile some changes in language
and staff categorization could
have been useful,” it was felt
that the most imrortant parameter
for a2 second study should be con-
sistency with the first, thereby
eliminzting the possibility of
changes noted being due to changes
in the measuring instrument.

Survey forms were distribut-
ed to all staff present at the

Community Meeting at the end of
August 1985, Of the approximately
LO people gresent, 23 returned sur-
vey forms, ' slightly more than in
1984,

Results

They survey results5 are tab-
ulated on a facsimile of the survey
form in figure 1 b) on the following
page. (The symbols used are explain-
ed in the Legend below.)

The comparisons of the mean
scores of each of the staff groups
in each of the years is shown in
figure 2. While the 1984 study show-
ed that field staff were the most
satisifed group within the organiza-
tion, the 1985 survey found that
administrative staff had become
most satisfied. More significantly,
only the administrative staff rated
the 1985 organization as highly as
had their counterparts in 1384;
both field staff and homeplace staff
showed a notable decline in their
evaluation.-

A sector analysis of the results
follows.

figure 1 a) Legend for Figureé 1 b), following page

Administrative Staff
Field staff
Eomeplace Staff

“ean scaores:
Y

1284 1935
[ ] Sl
° .m0
A s i

Dezres of agreement: Each horizontal bar represents the standard devia-
tion for each response, an indication of the degree
of agreement or diagreement among resvonders. (1985 on
(Statistically, two-thirds of the responders would
indicated answers within the range of the bar.)
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PROFILL OF ORCAMIZATIONAL CHARACTERISTILY
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figure 2 Mean Scores (average of all responses)
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LEADEZRSHI? (Items 1 - 3)

All groups perceived that a
nsubstantial" degree of confldence
was shown in subordinates and that
their ideas were "usually" sought
and used. Yet, homeplace and
field staff felt that "usually"
was not enough, rating it.as one
of the weakest areas of COBWS.

However, the major cause for
concern in this sector involves
the dramatic decrease in the per-
ceived freedom of staff, especially
supsort staff, to talk to superisrs
ors. Comparing 1984 and 1985 re-
sults, the largest charge in the
entire survey was the drop from
"fully free" to "mot free" report-
ed by homeaplace staff.

MOTIVATION \(Items k4 ~ 6)

Co-operative teamwork 1s
clearly perceived by all groups
in both years to be the strength
of the organization. However,
while most staff felt that the
school in 1984 had predominantly

- b -

-
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used reward and involvement, most
homeplace and field staff in 1985
detected in increase in the use of
punishment at the expense of involve-
ment.

The perception of the levels
at which resvonsibility is felt for
achieving organizational goals
should be noted. While administra-
tive staff felt that there was a
broadening of responsibility in 1985,
field staff and homeplace staff per-
ceived a marked decreased responsi-
bility for meeting goals at the low-
er staff levels. It is possible
that administrative and other staff
are perceiving "responsibility" in
quite different ways.

COMMUNICATION (Items 7 - 13)

In both years in all groups,
the accuracy and acceptance of com-
munication in both directions is
perceived to be relatively high.
However, no group in 1985 felt that
there was any signiflcant "sideways"
conmunication, it all being of the
"up and down" variety.
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The major communication
mroblems an:ear to lie in the
areas of sunerior's and subordin-
ates znowledge of each otherts
work and problems, Compared to
1984, all 3 grouvs reported large
decreases in the percepntions of
surerior's Xnovledge of subordin-
ates rroblems, and smaller ones
in the subordinate's knowledge
of their superior!s problems.

DECISIONS (Items 14 = 16)

All groups felt that subor-
dinates were '"generally consult-
ed" in decisions relating to

. their work. While administra-
tive and homeplace staff showed
little change over the 2 surveys
field staff nerceived a signifi-
change from "fully involved" to
"generally consulted',

In both 1984 amnd 1985, all
grouns excet 1985 homeplace
staff felt that the decision=-
making process made a “"substan-
tial contricution" to motivation.
Yjonetheless, the major area of
digsatisfaction continues to
involve the level at which deci-
sions are made., Rather than
moving towards a more participa-
tive model, all staff groups in
1985 perceived a continued move-
nment towards centralization
first noted by homeplace staff
in 1984.

GOALS (Items 17 - 18)

The staff continue to re-
rort only wvccassional covert re-
sistance to organizational goals.
Eowevar, in 1985, all groups also
verceived an increase in the
use of orders in establishing
goals at the exrpense of group
action.

14

CONTROL (Items 19 - 20)

Although review and control
functions are consistently perceived
as hbeing of '"moderate delegation to .
lower levels", both field staff and
homeplace staff reported a much
greater concentration of these func-
tions in 1985, Perhans paradoxical-~
ly, no group perceived significant
changes in the existence of a non-
formal organization resisting the
formal one, although the acknowledge-
ment of such an organization is
highest among homeplace staff and
lowest among administrators.

Strenzths and Weaknesses

The strengths and weakness
of the organization as perceived
by the staff in 1985 are tabulated
in figure 3, ranked in order. The
greatest" strengths or weaknesses
are at the top of the respective
columns. Combined with the 1984
results, the following 2icture
emerges.

All groun»s see co-overative
teamwork as the strength of COBWS.
A decision-making process that gen-
erally contributes to motivation,
accuracy and acceptance of communica-
tion and the use of involvement alw
figure highly. These strengths may
be tied to the strengths of the
community,

On the negative side, the big-
gest problem continues to. be the
level at which decisions are made.
Coupled with the lack of knowledge
of rroblems facing senior staff,
the majority of dissatisfactions
revolve around the formal side of
the organization: the over-concen-
tration of review and control func-
tions and the inadequate use of
subordinate's input and ideas.

The Journal of COBWS Education
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Changes Since 1984

The changes since the last
survey, tabulated in figure 4,
are overwhelmingly negative.
Yhile administrative staff jper=-
ceived small increases in some
characterisites, neither homepnlace
nor field staff reported an im-
crovenent in any single category.

Most noted by staff was
the increased concentration of
decision-making, review and con-
trol at the upper levels, coupled
with a decreased awareness of
subordirate's problems, confidence
in subordinates, and the seeking
and use of subordinate's ideas.
Increasingly, goals were derceiv=-
ed as being established by orders.
There was a marked decrease in
the freedom to talk to suneriors
abosut jobs.

Analysis

Between the two studies,
therz is a good dezal of useful
informaticen which can be used to
develor or confirm ideas on the
structure and operation of COBWS.
Many comparisons, both formal and
informal, have been made in the
nast between COEWS and other insti-
tutions. 1In the vast majority
of cases, the comparisons have
been flattering. Such kudos have
been deserving., C{BWS, unlike
many outdoor vrograms or educa-
tional institutions is clearly
verceived by its staff to be a
"consultative'" organization.
organization that has at its
heart truely co-operative team-
work, supsorted by a concern
for the way in which decisions
are made and a high gquality of
coanunication among staff, and
which successfully motivates
staff through involvement, has
much to teach sister organiza-
tions.

An
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lionetheless, there is a per-
ceived gan between COBWS as ig is,
and as it could or should be.
Rather than compare CCBWS to other
organizations, this pager will
examine issues that may hinder the
closing of the gap between the
real and the ideal organization.

Thus, the discussion will
focus on three issues in an attempt
to uncover underlying trends and
focus the develooment of possible
responses. These issues are cer-
tainly not the only, or even the
best, way of looking at these re-
sults. Hopefully, they are useful.

1. "We vs They"

The "we vs they" issue raised
its head at a number of Community
Meetings in 1985. Usually, the
existence of the issue was challen-
ged, there were few or no resjond-
ers, and the issue was deemed to be
dead or non-existant. Evidence
from this survey would suggest
otherwise, Nonetheless, the exact
nature of the issue is not clear,
but it apvears to be essentially a
split between the senior administra-
tive levels and the rest of the
staff.. The wall that is being built
shows itself in the relatively low
level of understanding of each
other's problems, the failure to ad-
equately use resources across the
barrier, and the lack of freedom to
to talk to superiors about problems.

More work needs © be done to
establish the exact nature of the
problem and the manners in which
personalities, leadership styles
and new organizational structures
and constraints play a part. This
issue is not illusory and needs to
be addressed.

17



2. Rhetoric and Reality

“hy do stafi state that one
of the strongest zoints about
C~358 is a decision-making pro-
cess that contributes to motiva-
tisn, then turn around and report
that the tigzest ~roblems are
over-centralization of key func-
tisns, and the werception that
resyonsibility for meeting goals
ig felt only "fairly generally"?
¥y has the "we vs they" issue
been so difficult to address?
Part of the answer may lie in
the language and rhetoric of
CABIS.

There are two COBYSes. One,
C~B%S #1, is the System &, Dpar-
ticipative, comnunity-centred
organization that exists to vary-
ing degrees in our collective
nistories, minds and imaginations.
Peside that is C1EWS #2, the
ngmall business" that has no room
for the "community" on its organ-
izational flowcharts. Heither
C'EYS is the real one. Yet,
while the reality is closer to
¢~3.S #2, the rhetoric is closer
to that of C03YWS #L. Froblems
#hich arise are manifested in two
ways.

Firstly, oew staff may arrive
w#itn the full expectations of
COBYS #l. Adjusting to #2 could
very well mean a adjustment down-
ward of exvectations, and thereby
result in disav:ointment. If,
however, new staff had been ex-
secting a traditional educational
institution rather than a commun-
ity-based organization, they could
feel relatively more pleased with
the same CO3%S.

Secsndly, once here, all
staff can have their attempts to
deal with certain problems frus-
trated by the rhetoric. When
questions are raised regarding

18

problems arising from the structure
or oneration of COBWS #2, they can
be deflected with the language of
COBWS #. "If we only trust each
other it will all work out."

Trust may not be the issue, but per-
haps involvement is.

One easy solution to this
dichotomy would be to lover people's
expectation to the degree that they
become happy with COBYWS #2. This
would be 2 denial both of the ideals
of the community and of the expres-
sed desire of the staff for a truely
participative organization. Rather,
COBNS needs to continue to aim for
the ideals of COBWS #l, even if these
ideals are not likely fully attain-
able, To do this, everyone must
endeavor to ensure that language
remains a tool for rooting out
hidden and essential ideas and
issues below the surface, rather
than deflecting inquiry from the
essential process of meaningful
introspectlion.

3. Centralization

In her 1984 renort to staff,
Suchy concluded that CoBYWS M™must
closely consider the level at which
decisions are being made. This
aprears to be the area of most dis-
satisfaction.”" Yet, rather than a
reductiosn in the degree of central-
ization, the 1985 staff reported the
continued increase in centralization
as the fastest growing oroblem.

Such changes are congruent with
the move towards a more efficient
organization envisaged to compete
successfully in the outdoor educa-
tion market. Commenting in his 1985
Safety Review, Ted Moores, Executive
Director at the Voyageur Qutward
Bound School wrote:

nCOBWS is in the process of

changing from a hlgh energy, low Days
altruistic community to a small

The Jourmal of CCBWS Education



business competitive with other
outdoor »rograms. The values

that bring peocle together have
not changed, but in order to
evolve, things have to be planned
ahead of time and by definition
the whole staff will be involved
in fewer decisions. This has to
haceen for the school to remain
healthy and staff must learn to
let go of some of that input and
trust in the people making those
decisions. One the other side of
zfne coin, the administration then
would be wise to try to create reg-
ular forums so that staff know °°
that their input in valued and in
fact needed. There is obviously
some discussion about this change,
tut it ap_ear to be very healthy."

These comments are typical
of many, both within and outside
of the organization that either
advocate or acprove of the gener-
al thrust of the changes being
made. There is no question that
a more centralized structure can
rroduce an organization that is
more "manazgeable" and more
accountable" (presumably to man-
agezent). Yet, are these changes
the best ways to further the aims
of the school? Are these changes
even consistent with the aims of
the school themseleves?

The 1934 survey found that
all staff strongly oreferred 5
"participative" organization.
While nost staff would likely
assoclate such an organization
with the values of the community,
staff vpreference does not, in
itself, rrovide sufficient grounds
for justifying the value of the
conaunity, Neither is it neces-
sary to resort to utilitarian
arguments thzt the community/
participative organizatiom iw
"really" more efficient than a
centralized one. Rather, the
valuss which are rooted verhaps

February 1986

uniguely in thecommunity are, in
fact, integral to the school.

How is this s0? At the high-
est level, the aim (or puroose) of
the school may r=ad sonething like
"to provide students with certain
types of worthwhile experiences that
may lead to enhanced self~-concept",
This is only an aporoximation of the
aim; the purpose here is not to de-
fine the aim precisely. Rather, the
point is that an aim is a general
statement of the highest order of
durpose,

These aims are realized through
the establishment of specific goals
and, in turn, the setting of objec-
tives. Specific goals, objectives
and procedures exist in the service
of the larger ainm,

Yet aims, although the supreme
statements of the school, are not
immune from constraints. Rather,
the school and its aims operate
within a series of constraints that
shage them both as much as the
statements of purvose shave the
school. There are at least two
sets of constraints. One is that
of the Canadian wilderness, not only
the physical wilderness, but also
the historical, metaphorical and
social comstructs that surround it.
A second set is that set of values
that are assumed to encompass all
aspects of the program, such as
respect for the environment and
cerfain social.and human values such
as respect for each other. The high-
est aims of the school, then, exist
within and are thus sartially defin-
ed by, the constraints of the wild-
erness and those encompassing values.

Now the link., Both these sets
of essential constraints are clearly
tied to the concept of community,
The role of "comaunity" in defining
the Canadian wilderness experience
has been discussed by Bob Couchman
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elsewhere in this issue.8 The
human andé s-cial values too are
closely tied to com-unity, as
ornosed £2 individual, values.
Thus the values of -community

may be recognized as an integral,
essential srrt of the school at
the very hishest levels of
~UrntosSe.

Set in this light, the move
towards centralization must be
re-examined. Should the trend
continue, the effect on the day-
to-day overation of the vyrogram
may be of a relatively minor -
one. ore fundamentally, such
a trend would necessitate an
examination of the aims, the very
reasons for existence, of the
school.

o ———————

Notes:

. Suchman, Suchy. "A Profile of
Orzanizational Characterist-
ics of the Canadian Qutward
Pound #ilderness School',
goring 1285,

2 Though not to be construed as
the ideal framework for anal-
ysis, a survey such as this
can be a useful tool in help-
to understand COBWS. Yet,
its full value can only be
realized when it is used in
conjunction with other tools
and frameworks. While some
staff members objected to
the survey form oT its lan=-
guage as being too corporate

or institutional, nonetheless,

it §rovides a good starting
point for further investiga-
tion.
an important,_thoush not the
exclusive, sicture of CT"BWS.

3 In future, it would be recommend-
ed that worde like nguperior"
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Thus, the study reveals

and "boss" be changed. Although
all staff apparently knew what
was intended, a small number
felt that the use of such term-
inology was inaperopriate at
COBYS. In addition, information
on sex and length of time at
CNB. S would be very useful.

Most importantly, it would
be essent.al in the future to
incilude staff in all levels of
the design, establishment of
criteria, implementation and
analysis of future sUrveySs.
Rather than being simply passive
subjects of a survey, they
should be active participants
within it.

The breakdown was b administrative,
13 field, and 5 homeplace staff.

Tach question on the survey form
recuested an answer °n a 20-
voint continuum. Results were
obtained by obtaining nean scores
for each question for each grouv.

Suchy's complete study include a
survey of staff perceptions of
what the organizatiomn should be
l1ike. All staff desired a
System L "participative" organ-
ization (mean of 17.35 on all
questions).

See note 6.

Couchman, Bob nInternal and kxtern-
al ghythns: The Canadian Wild-

erness as a Learnlng snviron-
ment", p. 3 in tiis issue.
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THZ ROLE OF STORY-TELLING
IN INNOVATIVE ORGANIZATIONS

by Paniel Vokey

Story-telliing at COBWS is a
time-honoured activity. Whetheyx
the stories are of "my worst
course”, "the old days", an exem-
vlary leader or an unforgettable
character, they capture part of
the essence of the place in an
entertaining and enjoyable
fashion. Yet, this article will
maintain that they have an im-
portant organizational function
as well., If this is true, and if
the roles of stories both formal
(staff and student trainings) and
informal (coanaunity and camp-fire
chats) can be better understood,
new oprortunities may exist for
both the school and the community
to strengthen and improve them-
selves through the use of these
sotentislly oowerful tools.

The intent, ‘then, of this
article is two-fold. First, to
investigate the functions of stor-
ies in organizational processes.
Second, to discuss the implica-~
tions of that investigation for
rronoting orzanizational innova-
tion., The rationale for these
intentions is drawn from recent
research which revorts that
stories are an important and
signiiicanf feature of organiza-
tional processes. . ... (Ih
Search of Excellence by Peters
and Waterman cubiished in 1982.)
If this is true, it follows that
an understanding of the functions
of stories in organizations will
be relevant to encouraging innov-
atisn.

This investigation is com=-
srised of three sections, The
first section iderntifies four
interrated functions of stories
in organizations discernible in
Peters and Waterman's research
on "excellent" companies. The
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characteristics of stories which
lend them to fulfilling these
functions is explored in section
two. Section three contains the
discussion of the implications of
the preceding analysis for vromoting
organizational innovation. The
article concludes by moting the
limitations of the investigation
and making related recommendations
for further research,

Stories and Organizational Processes

Fourly closely related functions
of stories in organizations may be
discemed in Peters and Waterman's
book. The most important of these
is the communication of values.

By values is meant the fundamental
beliefs that give meaning to an
organization's activitiss and shape
its priorities. Stories frequently
communicate values by recounting

an individual's actions in a concrete
sltuation which are deemed represen-
tative of an organization's deepest
convictions and highest aspirations.

The second closely related func-
tion of stories is the effective
retention and expression of assump-
tions about cause-effect relation-
ships. For example, Peters and Wat-
erman dedicate at goodly part of
their book telling stories that
illustrate not only that but also
how assumptions that people do not
necessarily dislike work and are
motivated far more by vositive
reinforcement work better than
assumptions which state the oprosite.
Indeed, they state that recounting
cancrete examples is the only way
they could adequately describe the
consequences of the excellent com-
panies' commitment to their people.

The third related function of
stories is providing models for
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action., By recounting situations
whersin specific acts are tied to
desirezble outcomes, precedents
are set for action in future,
analasous situations.

e fourth function of stor#
ies is the interpretation oif an
equivocal or nmbiguous situation.
The eouivocality of a situation
can be reduced by tellinz a story
which accounts for the way things
are, =esrhans by svecifying or
describing how they got that waye.
In reducing equivocality and in
sroviding vrecedents/models for
action, stories thus function as
gxemvlars.

The four functions of stories

and their interrelationship are
discernable in the following
account of a meeting of sales
rmanagers with Thomas Yztson, Sr.
of TBH:

"The purzose was to assess
some customer problems., On the
srant table there were eight or
ten »iles of pacers identifying
the source of problems: ‘'manu-
facturing croblems', 'engineer-
inz -robleas', and the like.

sftar much discussion, Mr. Watson,

a big man, walked slovwly to the
front of the room and, with a
flash of his hand, swept the
table clean and sent papers
flying all over the rcom. BHe - .
caid. 'There aren't any categor-
ies of groblems here. There's
just one problem. Some 0of us
aren't tayinz enough attention
to our customers.' He turned
crisvnly on his heel and walked
out, leaving twenty fellows
wonderinz whether or not they
still had jobs.'(P&W: 159)

A new sales manaher, hear-
ing this story in the context of
advice on how to land and keep
vig accounts could reasonably
form the following five conclu~-
sions:
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1. Mr. Watson really seems to be-
lieve that customer satisfaction is
important.

2. The source of customer dissatis-
faction is failure to pay enough
attention to the customer.

3, It follows that if I want to
keep my accounts (and my Job)}, I'd
better pay attention to my customers
and keep them happy.

L. Vhat Mr. Watson says, EO0€S.

5. To make a point in a meeting,
be dramatic and decislve.

This story thus communicates a
value/priority (keep customers happy);
an assumption about how to do so,
and a consequent precedent for action;
and an interpratation of an equivo-
cal situation in the framing of
customer problems as a failure to
pay attention. '

From this analysis of the four-
fold functioms of stories, it seems
reasonable to suggest that stories
retain and communicate the values,
assumptions and exemplars which
constrain enactment and selection
processes within the organization.
The extent to which stories can in-
fluence sense- and decision-making
in an organization is more fully
ajpreciated in the context of the
following brief inquiry into human
rationality.

Stories, Decision-making, and Human
Rationality

Human decision-making, both
individual and collective, is con-
strained by the limited ability of
people to perceive and process infor-
mation. When faced with 2 problem,
peorle generally do not base their
solutionsz upon all the available
date and all the myriad possibilities.
Instead, they tend to collect only
the minimum information necessary
to justify a solution; and further-
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more, to decide what constitutes
sufficient data according to sim-
nlistic suicelines. Srecifically,
in decision-malking, weorlzs tend to
be biased in favour of evidence
that is immediate =nd concrete.

This =redilection in deci-
sion-naking for what is concrete
suzgzes:s why stories are such a
roverful and prevalent means of
retaining and communiczting the
valuss and assumztions formed in
wrior exderience. Tor stories,
in portraying particular events
or acts as exemolary of basic
nrincinles and/or illustrative
of cause-effect hypotheses, medl-
ate between the concrete and the
abstract.

i related point is that
meaning is determined by context.
Tt follows that general principles,
wnen abstracted out of particular
contexts, becone equivocal or
ambigusus. For examole, thou-
cands of ethics classes have de-
bzted "love thy neighbour as thy-
s21f" and its real meaning in day-
to-day life without arriving at
consistent conclusions. Conse-
cuently, if the implications of
such &z stztement are to be clear,
it mst be located within a par-
ticular, concrete context. It is
not surprising, then, that actions
s-ezlz louder than- words. For in
action, valuss and beliefs recelve
their most concrete expression.
Stories thus varticipate in the
~grer of incarn=te meaning by por-
traying the decisions and actions
of examnlary figures in actual
situations.

Related to the notion of
bounded rationzlity is the obser-
vation that decision-making in
comnlex situations is less the
~Autcyne of left-brain, linesr
dzta analysis than of right-brain,
holistic/intuitive percedtion. A
complex situation is constituted
by a multiplicity of variables in
intricate interrelationships too
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subtle to be expressed discursively
or grasced sequentially. However,
veople do have the cacacity to

retain and recognize com:lex patterms
of relationshiss unconscisusly.,

Such gestalt perceptions can be ob-

. jectified, retained, and evoked by

images, for images present relation-
shivs not discursively but simultan-
eously: hence a »icture may be wvorth
a thousand words, Stories both con-
stitute and utilize symbols and
metashors and so share the ability

of inages to portray complex relation-
ships in a conpact way.

Enotion and intuition are often
vresented as linked, if not synony-
mous, although this is by no means
obviously the case. It is probably
more correct to understand feeling
as permeating all cognitive activity.
Be that as it may, it remains that
veonle are at least as much, if not
more, motivated by feeling than by
ideas. The power of stories to com-
municate values in a way that will
influence decision-making is through
the portraysl of actions which em-
body feelings and beliefs concerning
what is truly worthwhile. 1In short:
stories spsak to both heart and
head.

A final point, contained only
implicitly in Peters and ¥Waterman,
is that stories are both interesting
and memorable. EIveryone enjoys a
good story, and so again it is not
surprising that the wisdom distilled
from an organizations's prior exper-
iences is often communicated in the
form of anecdotes and tales.

Stories and Organizational Innovation

As noted previously, this ar-
ticle assumes that an organization
must retain the ability to adapt in
order © survive. Unfortunately, re-
taining the ability to adapt is no
straight-forward matter. Organiza-
tions are faced with the paradoxical
necessity of combining stability with
flexibility, of maintaining continu-
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ity through change, or being oren
to new perspectives without let-
ting g0 of old wisdomn.

¥ithin this context, then,
whate are the roles of stories
in orsganizations for vromoting
suich a innovative climate?

The first point is that
actions speak’louder than words,
As has already been noted, the
wo"er of stories to communicate
values derives in part from the

fact that they rortray the actions

of exemplary figures. It follows
that to wronote such values as
openness, enthusiasm, willingness
to risk, and so on, one must first
embody them, Peters and Waterman
stress tnat no occasion is too in-
siznificant to grasp as an oppor-
tuzmity to zffirm one's rrinciples
in word and deed,

The second point is that
action often vreceds and engen-
ders coumitment. Consequently,
if one wishes for peorle to come
to hold certain values, it is
most imrortant for them to begin
to act consistantly with those
sriorities -- belief will tend
to f2ilow. ow, we have seen
thst stories serve to crovide
~=adels znd ~recedents for action.
The imniication is clear: tell
ztories wherein the desireable
outcomes of taking risks, being
ozen, trying something new in
the face of doubt, etc., are
exencliified,

The tiird zoint to be made
concerns the effectiveéness of
stories in the formulation of
comnon wurcose. -~eters and Water-
man cite many authors who identi-
fy one of the vrime tasks of
"i=anformational leadership™ to
be the elevation and enlighten-
ment of their followers through
the zrticulztion of a common vi-
sion, The i=~lication of the
singular capactiy of stories to
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comzunicate values -- to speak to
both mind and heart -- is well-recog-
nized: Jleaders are enjoined to uti-
iize myth and legend.

The fourth point is that stories
have a unigue cajdacity to reduce
equivocality by providing a plaus-
ible account of how thinis came to
be the way they are -- to '"make
meaning". For to snave how a2 situ-
ation is perceived is to shape how
it will be responded to. The im-
vlication is again easy to see: to
promote one's vision of the innova-
tive organization, tell stories
which intervret the environment and
the actions of one's organization
in terms which cohere with one's
vision,

The final point is that stories
can simultanecusly aid in the re-
tention of old wisdom yet emphasize
the fact that things chanze while
acknowledging the limitations of
past verspectives. In Weick's terms,
an organization must both credit and
discredit its prior experisnce, as,
if retention constrains enactment
and selection completely, the result
is self-fulfilling prozhecies which
can blind an organization to ecolo-
gical chanze, and so lzad to disas-
ter. On.the other hand, if vast
experience is discarded, the organ-
ization sacrifices its identity.
There must be continuity through
change.

Now, we have seen that stories
shape meaning and action by virtue
of communicating the rroduct of pre-
vious sense-making in a compact and
concrete manner, However, this very
strength of stories constitutes a
danger, for it can reinforce the
bias of bounded rationality to decide
on the basis of what is immediately
evident, interoreted in terms of
vast experience. How can the per-
spectives containzd in stories be
discredited without creating insta-
bility?
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The relevantl insight 1s that
stories, taken out of context,
are esuivocal., Like exverience,
they zre rich in =many sossible
meanings. In re-telling an old
story, one can change the con-
text and so bring new possibili-
ties to lisght. One way to re-
interpret a story is to give it
a new ending. Another is to place
it alongside other tales which af-
ford a new perspective. For ex-
amnle, ii the sreviously cited
story of Thomas VWatson, 5r. had
ended with two of his best mana-
gers resigning in a huff, with a
subseaquent decline in company mor-
ale and performance, then Yatson's
actions would have been seen in an
entirely new light. Or, if the
story had been presented as an
example of effective leadership
rzther than a homily on customer
satisfaction, different elements
tnan before would received em-
nhasis (a fisure-ground reversal)
and its interpretation change ac-
cordingly. Thus, this capacity
of stories to take on successive
different but related meanings
-ravides one way in which contin-
uity can he maintained through
chanye. Indeed, it has been ar-
gued that it is throuzh reinter-
sretation of 1its central story
th:t a religious tradition both
areserves its identity and allows
for new nerspectives.

Telling new stories and re-
telling old ones constitutes a
wowerful set of approaches to
wromoting the values conducive
to organizational innovation.
However, it does have its limita-
tions. First, myth should not
and generally cannot be manipulat-
ed. Should not, for to do s0
would be inconsistent with the
values of open communication,
trust, and so on, ugon which the
self-renewal of both individuals
and orzanizations derend. Cannot,
in that inconsistencies between
words and deeds sooner or later
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come to light, and inauthentic prof-
fession of values zromotes notuing
but cynicism.

The second limitation is that
inherent in any one perspective.
The implications for action of even
such values 2.5 ODENNES, risk-taking
and perseverence in the face of doubt
is by no means always evident in
concrete situations (e.g., how to
differentiate the fanatic geniuses
from the falkes?). One nust be care-
ful in promoting one's vision of the
innovative organization to make room
for other perspectives, other visions.
To do otherwise would be to exclude
the variety and complexity necessary
to adequately perceive and respond
to an equivocal environment,

The third limitation is that
constituted by the status of the organ-
ization in which the innovation is
to be promoted. One must be sensi-
tive to the level of investwent in
the status quo. If members of the
organization have a great deal in-
vested in the existing order, they
may be threatened by any attemsts to
redefine it and reject even well-
intended reforms. If they have very
little invested, they may resent any
attempts to impose meaning on their
activites. Promoting the values con-
ducing to organizational innovation
is more like "vlanting seeds" than
"laying down the law", for such
things as trust, responsibility and
creativity cannot be legislated into
exlstence.

Conclusion

By way of conclusion, it will
suffice to set forth the limitations
of this investigation. The first
of these is that the above discussion
is based upon Peters and YWaterman's
work with large, hierarchial organ-
izations. Research is reguired
into the degree to which dissimilar
organizations and cultures genform
to these results.
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The second limitation is
that constituted by ccnsider-tions
of time and space. Three topics
in varticular seem worth of fur-
ther ex-loration,

1. The -ossible use of stories
in the diagnosis of organization-
al climzte. TFor example, what
stories are told by reonle at
different levels or with different
functions within an organization
mizht be a useful indicator or
whether thesy are working comple-
mentarily or 2t cross-purposes.

2. The relationship of emotion
and intuition. For example, it
would be rather interesting to
know to what extent the same
stories evoke different images
and feeling in different people.

3. The implications of a study
of diffsrent xinds of stories.
For erxam:le, one might inquire
into _ossible different capnacit-
ies of myths, psrables, fables,
etc. to communicate values in a
mannar suscentible to creative
inter»retation.

The final 2o0int to be made
is that this invastigation of
orzznizations is undertaken within
the par=adigm that locates the
validation of theories in praxis.
Tre test of this theoretical
(and hence rathar avbstract) ac-
count of stories and organization-
al innovation is whether it proves
helpful to individuals intent
uzon »romiting innovation in their
owvn organizations. With this,
or another aprropriate framework,
we at COBWNS may be able to better
use and understand the story-
telling tool in the maintenance
and develooment of the essential
values of both the community and
the institution.
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A NEW INSTRUCTIONAL TOOL

by Peter Morgan

The use of metaphor is being
recognized as an increasingly
important instructional method.
However, without accurately
identifying the role that meta-
vhor is to play in Qutdoor Edu-
cation, peorle working within
the field will sauander energys,
adding further misunderstanding
to the already confused public
perception of outdoor activities.
This paper will examine the role
that metaphors ought to play in
instruction at Outdoor Education
centres such as COBWS.

To begin this examination
it will) first be necessary to
define metashor. Next, the role
of metavhors in learning will be
iliustrated. By lookimg at both
effective and inapyropriate uses
of metavhors, it will be possible
to clarify their place in instrmc-
tion at CNBWS. Lastly, the fu-
ture of the metaphoric tool in
outdoor education will be con-
sidered.

In the Beginning « s« «

Metarhor is a linguistic
term meaning to liken one thing

to another such as "kayaking is a
dream" or "our group is a micro-
cosm of society". Both of these
examples illustrate the convention-
al role of metarchors: a means of
conveying and acquiring new know-
ledge and seeing things in new ways
(Ortay: 361). A more radical defini-
tion suggests that metaphor, as an
integral component of communication,
in fact, reflects and shapes our
very thinking and acting (Lackoff
and Johnson: 3). This role for
metaphors is illustrated below.

For the purposes of this paper,
it will be assumeé that this is
indeed the role that metaphors play.

What the Research Says . - »

Considerable research has been
done on the role of metaphor in
linguisitcs. The same benefits
derived from metaphoric use in lin-
guistics can plausibly be ascribed
within Outdoor Education as well.
The use of metaphors has three main
strengths.

1. Metaphors can express the inex-
pressible, increasing understanding
and comprehension (Lackoff and John-

Conceptual System

forms thé basis of

s Thinking and Acting

reflec%ed in
¥
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son: 1i5). This is especially
valuable to Instructors who often
deal with unfamiliar, difficult
to communicate concepts. For
exams.e, students' attitudes to-
wards dogs may reflect, in part,
their attitudes to other living
animals.

2. Metaohors can enable under-
standings at different levels
(ibid.: 115) For example, rock
clinbing may show how a student
deals with stress at work.

3., Metaphors can create new
realities (ibid.: 145). For ex~-
amzle, the Indians viewed nature
differently than the white man
seeing nature as an integral part
of their lives, rather than
something serarate from then.

(Steven Bacon's The Con-
scious Use of Metavphor in Qut-
vard sound rrovides a valuable,
if overly enthusiastic, ''manual'
for the use of metajhors.)

Despite these notable
attributes, there exists dangers
in the use of metaphors.

1. Hetaphors are not effective
in all situations, thus selective
and judicious use is essential.
(Ortany: 367)

2. Metaphors can taxe longer to
understand than other forms of
comzunication (ibib.: 358).

%, Metaphors can hide meaning.
For exzmrle, "Frotein complemen-
tarity is'a way of life."

4., ifetaphors must address a con-
cect at the approvriate level.
For example, coaprehension of a
simale concept may be hindered
tharough the use of a complex
netaghor,
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5. Consciously using new metaphors
might adversely affect an Instructor's
natural ability or previously-

developed and effective techniques.

6. Metashors are tools of communica-
tion and understanding, Jjust as pad-
dling stokes are part of canoeing.
However, how the lUse of this tool is
transferred to students is unclear.
Understanding an experience through
metaphor can be like giving students
a valuable tool box, but not the
means to use it., Although students
may learn new realities, these new
realities may not include the power
to discover further new realities,
Unless metaphoric techniques are
shared during the course, the stud-—
ents will be unlikely to be able to
continue their independent explora-
tions after the course.

The Future . . .

vutdoor educators are novw in
the prcess of recognizing now impor-
tant saetaphors can be in communicat-
ing, examining and understanding
ideas and experiences. With judici-
ous use, "metashor" promises to be
a valuable addition to the resources
of instructors as COBYS.

Notes:

l. This paper is based on one
originally prepared for Prof., Bert
Horwood, Faculty of Education, Queen's
University. Hls comments have been
incorporated into this essay.

2. Daniel Vokey vrovided the tool
box analogy.

3. Andy Orr made comments on a

draft whick have been incorporated
into this version.
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A RESPONSE TO
#COBWS AND OUR BOARD"

1

by Ken Victor

Dear andy;

Firstly, the "Journal" is
so obviously and transparently a
labor of love. I thank you for
it. Your energy for COBWS and
your dedication to 0.B. and
experiential education never
cease to re-energize mel You
are a power sSource, Andy. Where
does it come from? Also, how
the hell are ya? Life in Syra-
cuse is 1like life in Ontario, on—
1y its in Syracuse —-- you know,
food, clothing, shelter, etc. « «
You zre in my heart. Here's
some thoughts in reszponse to
the first article, hope it can
spark you as your thoughts
sparked me.

Your essential thesis --
namely that there are forces at
work, externalities that pgsh
COR'S and that we are not imaune
from, I accedt. That there is a
rattern that co-operative organ-
jzations evolve through or
vacillate within, I dom't know.
But if true, then COBWS becomes
susceotible to this pattern and
we should be aware of all that
imoplies. So far so good. It
seems that your paper functions
as a warning: there seenm to be

some inevitable/inexorable forces/

orocesses that happen in organiz-
ations and if we want to prevent
the inevitable we damn well
should be both aware of our place
in history‘and deliberate with
our future.

However, your paper approach -

es this inevitability from a cer-
tain perspective or slant, plac-
ing COBWS within the larger his-
tory of non-profit organizations.
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It is an apoyroach that speaks of
the organization in its largest
common denominator; that is it
doesn't speak of COBWS as a trip-
ping camp, an Outward Bound school,
or as an insitution of experiential
education, but as a non-profit or-
ganization., It is an address,
then, not to the school's unique-
ness, but to its commonness, and
from this viewpoint it depicts the
forces, the environment, that
COBWS is "not immune from'".

COBWS, in this set-up, does
not deal from its strengths -
people, commitment, community,
relatedness, etc. -- but from a
seeming powerlessness: its suscep-
tibility to a variety or organiza-
tional asnd societzl imperatives.
Athough I respect your efforts to
situate COBWS in such a context,

T want to acknowledge that what res-
ists such vrocesses, or slows them,
or deflects them, or, more power-
fully chooses or rejects them, is
vrecisely those stremgths mention-
ed avove. I want those strengths

to be at the centre of the dialogte.

More specifically, that there
might be different world-views be-
tween staff and board members, I
can applaud, Whether or not these
differences will be divisive or,
in some cases, energizing and uni-
fying, I don't know, though it does
seem to me to be a factor particu-
larly responsive to human actions
and ways or relating., Certainly
Hahn would support an organization
that has diversity within it and,
even more, he'd applaud the vol=-
unteerism of the board -- in this
they are more '"outward bound" per-
haps than the field staff.,
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However, the implied posi-
tion of your saper seems to be
that the world-view of board mem-
bers and their leanings towards
financial security ae somehow
contradictory to Outward Bound;
they are as o0il in water. Yet,

I see nothing in the article that
would lead me to that conclusion.
Your implied critisism that their
viewroint concerning the validity
of the welfare state is not in
keering with that of the staff is,
to me, irrelevant. I respect a
person's right to different pol-
itics, given that their commit-
ment to the school is serious.
That board members have limited
excerience of the service provid-

ed is got surprising; it is, after

all, something easily remedied.

ihat seems significant in your dis-

cussion of board members is the
importance of the members being
educated as to the nature of
Qutward Bound -- an education we
are "expert" in offering. Your
heading "Forces of Diversity"
reads too easily as "Forces of
Adversity". Diversity is a path
well-trodden to co-operation,

One of your conditions neces-
sary for unionization is the
staff's loss of effective power
or control. You don't specify
what you mean by control; control
of what? As I'm not sure what
you mean, let me take this from
my own history.

The one season there was
strong movement towards staff
unionization at MOBS, policies
regarding field procedures came
"down" from the administration.
Staff felt that they lacked con-
trol over their area of expert-
ise; the policies were given as
a fait accomrli and staff's ad-
vice was sought only after the
fact. It was a stormy summer --
never mind the weather -- and
understandably so. Control?
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Yes, the staff felt they lacked
control and wanfed it back. The
control wanted was very specific -~
decisions, policies and procedures
in the field. Such specific control
is valid.

The important question becomes:
what is appropriate control and
vhat is the pature of that control?®?
I accept that there are areas where
I as a staff member should have con-
trol and other areas where it is
more aprropriate for other to have
control. I balk at the inclusive
nature of your conclusion -~ "full
participation by the entire com=~
munity". Agaln, you don't specify
in what, but I am struck by your
choice of "full" and “entire". Not
only do I think that an imoractical
prescription, but I am not interested
in participating fully in all as-
pects of COB¥S. (It would burn me
out more than COBWS already does!)
I don't want to keep track of stud-
ent deposits or financial aid re-
quests, and I am glad there are
people who do. Let us grant some
division of labor.

I am less concerned with con-
trol per se, than with ownership.
Others can have their areas of con-
trol. Ownership for me is a more
workable/understandable idea. While
we can have different areas where we
can have control, we all need to have
equal ownership., Having an area of
control is one way in which owner-
ship is generated, but I think
ownership is generated primarily by
human relations: by listening and
by being heard, by receiving praise,
by being given trust. It is human
relations that are primary to, and
more important than, specified areas
of control. If I feel ownership,
I'm less concerned with the minute
particulars of control, for I am
held in trust and I hold others in
trust.

Lastly, your paver is, essens
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tially, a class analysis. If I
accept the divisions and workings
of class, I accect the analysis.
But Qutward Bound's thrust is
reovle, not class, and that when
you meet the person, their class
ceases to matter: our differen-
ces become irrelevant in the face
of share goals and common con-
cerns. To place Outward Bound
under a class analysis 1s essen-
tially antithetical to the assump-
tions that underlie it. Given
share goals and commitments, our
differences pale before our
common humanity. It is the
assumption, it seems to me, that
we take with us as instructors
wnencver we convince ourselves
that a feuding brigade needs
just "ome hard day" to bring

it together. Differences, class
or otherwise, can be superseded.
All the externalities and forces
not withstanding, we are, and I
think we must remain, an organ-
ization first and foremost of
ceorle -- you, me, and all the
other wonderful and committed
sould who have and will pass
through C"BWS.

“luch love o you.

Vic.
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