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We've worked therefore in order to build an arena of consensus,

that is to provide an area of agreement whereby we could all put

cur force behind it. This is a delicate matter, but it is a very
simple matter, in that you want to, one assess the power of the
group and assess where that power can be most effective. That
is what vou mean by consensus., You are not after every body
agreeing one anothe: You are after a decision that there
iz certs poweyr latent thhlﬂ the group and that power can be
exercised at &ﬁ‘iikﬂ leverage points and thereby briicg about some
kind of action. There ore y@u wor? on #h@m@ aranas of consensus.
That was done thin wmwk :
m muﬁ%@ The oru th ng there is that the m@%hodolmqy for
ary: g oat it is ia&d out in that manuval. The imput of the
tmiﬁﬁ & nk is done by following those steps. Therefore there is
a structure. Bub the creativity and the imput comes from the
corporate group. Everybody's ideas are into the stew pot. Everybody
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a way of participa That is the main thing that you
n by corporate metho If anybody has the skill to read

and write
of tallklinc

they can do this methodology. That is a simple way
about covporatensss,

But this is also done through corporate style. In other
i Fectiveness of any group depends upon what we call
. Maybe the best way to talk about that is that
of common images, we all used the triangle. We
ere. We all used certain terms and decided on certain
5,  That %imd s commonness oy common models 1s what
consens t@ take place. You have to have a starting
have to defa vour arena. Talking with some of you
about these m@tﬂ@ﬁmiwgi@m which you use in business and govern-
ment, (and they are utilized there) the main difference is that
there 1s not a common model of the overall picture. Everybody
is operating cout of a different model of the company. Everybody
is operating out of a different model of the government. It is
the same government, but a different picture, and therefore when
you spot something wrong, when you spot something that needs to
be done it can not be communicated to somebody else. You don’
have to use a triangle, vou could use a square, and divide it
into the component parts of a company. You could use what
ever you wanted to, but the point being that you work together out
of a common model. And then allow that to build common symbols.
That is a Van Gogh painting over there, you may have noticed that
painting of Starry Night which we use a great deal, not only for
its esthetic value, but if you look very carefully in there you'll
: mwmiwltﬁ all over t© place, you notice that? See
= clusters: t's right, he was ahead of his
vears. Common symbols therefore, communicate
1mﬂix@mﬁiy to the group at all times. It is like, what you have
on these walls is what allows that consensus indirectly to be
formed. You say, oh, you are manipulating us, right? There 1s
nothing wrong with manipulation. The only question is, for what
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purpose is the manipulation going on. Every body is being
manipulated. When you started to kindergarten you were manipu-
lated, and have been ever since. The point is for what purpose.
The purpose is for allowing the group to build the arenas of
consensus upon which it can creatively and particuarly act.

This is the point of corporte action.

Then along with that we procecded to solve a series of
problems. We do that through a method called tactical thinking.
Now tactical thinking is not management by objectives, though it
utilizes that. It is not a goal oriented methodology, and
would like to say it is diametrically opposed to goal oriented
methodology. It is built on problem analysis. It is built on
contradiction discernment. ‘That i3 a diff nt focus than
objectives and goals. Because you see, if you are focusing the
group on some goal or some long range objectives, all the group
can see are problems and blocks to reaching that objective.

That is hard on morale after a while. If they have their eyes

on contradictions, all they see are tactics, tactics, tactics.

And therefore they never fail. That is the difference between
goal oriented methodology and contradiction oriented methodology.
Tactical action then becomes a state of being of the group.
Tactical action then becomes incorporated into the individuals.
And to the degree that those tactics are actualized you are always
moving forward. You are always actualizing. You are always
implementing. There has to be some kind of practical vision
toward which the group is moving, but you aren't out to achieve
some 1ideal. You are out to solve the fundamental contradiction.
You keep your eye on the contradiction not the goal. Because

you are out to solve problems, and not boecome some virtuous
problem solver. You are out to have something changed in history.
That is the purpose of dealing with contradictions.

This is done through pressure proposals. Not any proposals,
not any good ideas, not things we ought to do, but pressure
proposals. That i1s where the groups power can get underneath
the problem areas and blow loose something in history. So that
change begins to take place and the future can be ushered in.
These pressure proposals have within them indicative tactics.

That is, your proposals carry (because they are focused on
contradictions) the solutions within themselves. Therefore
indicative tactics. This is not something you would want to do.
I've got an 8-5 job and I do my tactics after dinner. No, no, no,
no. The job of living is tactics. The job of your 8-5 is tactics.
Because you are focusing upon the contradictions within that job,
or within that occupation that you have. Indicative tactics.

, Now this must be put tactically into assignments and a time~
line, and that has to do with wherc we will pick up this morning.
Systematic implementation. So that whether there are 2 of you or
200 of you there is a plan that actualizes those tactics; that
begins to carry off those proposal:. You don't act on proposals,
You act on tactics. You don't do proposals. Those cat big

things we had up here were Lhe homowork necessary to reveal the
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tactics, but you don't do proposals. You do tactics. Therefore
the tactics were built on the changes we want to see in society,
and not the broad abstract statements that were in the proposals.

The systematic implementation brings about, therefore,
clarified vision. You don't superimpose vision upon a group of
people. It comes out of tactical actualization. You don't
superimpose some kind of goal upon people, it comes out of
systematic implementation of tactics. It is when you are hip
deep, no---when you are arm pit deep in the contradiction that
you have any idea of what needs to happen. Until you are standing
in the midst of the major contradiction you have no place to even
view the future from. Everything else your mother taught you from
what ought to happen, or some moralistic understanding of what
the future ought to be. I'm not talking about that. TI' talking
about what actually needs to be. The only place that that can
be seen from is in the midst of that major contradiction.

Now you have another arena here. Depth Motivity. It is not
easy to stand arm pit deep in major contradiction. You've got to
deal with the human element. You've got to deal with the human
factor. And this is the most crucial factor. This is what it
is all about. The point here being that you can not motivate
somebody else. Have you noticed that? Because you cannot motivate
yourself. Have you noticed that? Oh, you can "sorunch™ up and
get some things done, you know, you can make vourself do some
things. But I'm talking about depth motivity that allows you
to carry on for a period of time. You can not self induce
motivation. Motivation does not exist. Motivation is a by-
product. Motivation is a happening which occurs in the midst of
a group and it is a by-product of tactical thinking and corporate
action. You will never see this cxcept on the other side of the
group acting (which is always morc than the sum of its parts)
and the tactical action which comes from the realistic visions
which come from tactical actualizotion. The motivation is a
by-product. It comes, however, in terms of stating clearly the
cause of the group. But the cause of the group is not superimposed.
It comes out of the tactical thinking and through the consensus
of the body. the motivation occurs in and through the community
of which you are a part. Basically what this means is...18 that
membership has to be objectified. You're not after community
for community's sake. You are not after forming a committee, you
are after symbolizing membership in an inclusive group. You are
after objectifying the group's relation to the larger community.
That is where motivation finally is elicited. It has to be big
enough to grab people's imagination. It has to be large enough
to excite the imagination. Because finally what you are after
is addressing the being of that individual. But the way the being
of that individual is addressed is through significant engagement.
Give him something that is worth while doing. That is worth his
effort. A cause that is beyond himself and a cause that is
beyond the community.
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Now this is handled basically two ways. Experientially
you can work at it in terms of creating internal space. This
is that capacity to grasp that while you are working in a particular
neiborhood, while you are involved in a particular company ,
it is intimately related to a much larger geographical impact.
That the problems of your neighbcrhood are the problems also of
most major urban areas of the world today. That the problems
in your company are the problems of society. A couvpany is like a
small microcosm in society. Toc solve the problems of your
organization is to solve the proklems of society. Those are
two sides of the same coin. And you begin to see that practically,
as you work through the contradictions. And then you put that in
the context of historical time. I'm not talking about 8-5, or
punching the clock. I'm talking about perspective. Somebody
mentioned this this morning. You begin to see the challenges and
you begin to see the job, the projects you are working on as
significant only as they are put into the context of the 20th
Century. Only as they are in the wmwntext of the transition that
we are going through. They have meaning only to the degree
that we see them within the 70's which is a unique decade,
over against the 60's and in preparation for the 80's. 1984
is not too far away,right? That kind of urgency is freighted
through the historical time. Now this cause business here, is
usually freighted through some kind of a story. You know, however
inadequate today this may seem, World War I was built on the
story that we were going to make the world safe for democracy.
Now you say, that should not have been. That motivated people.
That motivated your father, and it motivated my father.

This inclusive community is again, through objectifing
membership, done in order to intensify the engagement of that
individual, to intensify his capacity to participate in the
tactical thinking and to participate in the corporate action.

This is a by-product, but once it happens you deal with it
intentionally. Once it occurs you deal with it objectively.

But you don't set out to motivate people, except in and through
the power of the group, and in and through the power of addressing
oneself to the tactical thinking. I think you have had enough
experience with groups to know what I'm talking about.

Now, come back here (the plotting triangle of clusters), the
most crucial thing that you came up with during the weekend in
one sense up to this point, is that you have bullt a social
vision. We know that there is no generation of activity, without
that vision, and yet that vision can not be superimposed, it has to
be constructed. That is what you did last night. When you
put those proposals back on the social process you created the
new society. That is you located the pressure points, where
those dots occure, which if activated through tactical action,
you would occasion a rebalance of the total social | rocess. That
is, you would have moved toward a balanced society, of economic,
political, and cultural life. You have done now your homework.
You know what needs to be done. You want to know what proposals
HEW is funding at this point? They are where those dots are...
vou fust check me out on this. You want to know what programs
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are coming out of Washington right now? They are in those
processes right there. If you want to write a proposal, and I
know that proposal writing that you do is different than what

we do here, but what I'm talking about is, you have designated
the trends. Any sensitive and awake person would know what you
are talking about here. You have put your finger on the pressure
points of society. Now these change, because society ~hanges.
Obviously this kind of analysis and this kind of homework would
have to be done periodically. So you would begin to see where
the breakdowns had occured, where the pressure points in society
would be. The function of this scminar is to allow the time to do
that overall analysis.

Now, let me come at it something like this. This not only
designated your pressure points, it also designates vour social
Strategy. Your social theory changes literally decade to decade.
Latent within this model is your social theory. Somebody pointed
it out last night. There is only one economic proposal over
here (in the economic triangle) because these processes are going
very well. That is not the problem. They are very active in
society. This one is in distribution and futuric planning of
food distribution. Here is a genuine breakdown. 2And sometimes
you'll have some down here in resource conservation. But we've
got the technology to do that. We know how to do distribution,
that is not the problem in the first instance. Guess where the
problem is? Yes, you guessed it, cultural and political. In
other words the regulation or the control of this process (political)
which is its function is not going on. And then the guidelines
or the directions, which is the cultural function, to deal with
this economic is not going on. This is what has got to be
activated (cultural), this is what has got to be rae=-empowared

(political) if there is to be some balance to be brought back in here.

You have already delineated this for any specific situation,
whether you are talking about a middle class community or whether
you are talking about an inner city community. The same strategy
would be applicable. Now this strategy may change in six minths.
Then you have to do your analysis over again to recreate your
approach, to recreate your programs, to recreate your proposals
for funding, to recreate the training that would be necessary

for your staff. This is what determines then what way to go.
This is what gives vyou the guidelines of what to do Monday
morning. The other thing here, because this is the dominant
process (economic), it is very easy to see that you don't come
head on at the dominant process. That makes good sense, doesn't
it? You don't try to destroy or confront that process which is
going at 90 miles an hour. It is like trying to catch on to a
freight train with your arm, you know what happens when it qoes
by....you loose an arm. You don't come at this head o0i:. You
move indirectly upon it. You always come at it tangentially.
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You move at that process indirectly. That is, vou come at it
through the political and the cultural.

I think that if you go back through history you will
what we call the effectivity of indirection. There have [
violent revolutions in history which have brought about soci
change. And this has occured even in our time. T think ]
if you go back and look at the social revolutions tiat have
occured the viclent ones do not bring about long last.ng
change. That it is the quiet revolutions, if vou will,
indirect revolutions that bring about Mh@ basis of civili
build the basis upon which society can be reconstructed
you mean by quiet revolution? I mean, like ancient China,
I'm talking about the Confucian Revolution which tock, I
suppose, in terms of actualizing the proposals that Confueit
had in mind, three hundred years. You remember that his fi
tactic was to attach himself to the Emperor as an advisor.
He spent twenty yvears in the Imperial Court in China. He
made a series of good ﬁugg@ﬁﬁimﬁ% to the Empe for twenty
years and nothing happened. He decided that what needed to
occur was a different strategy. He went out into t
of China and gathered together a small group of
men. Young men means anybody under sixty. He gath
all the disgruntled young men and set them down and
seminars...a...schools, and said that we are j ‘
things men. We first of all have got to red
to be Chinese. The first thing we have got to
a philosophy. They call it the yin=~yang. The

e've got to do is get us some m@th@dmlmgi@w
m@tho&uioqxew were the bureacratic ones.
guys who could write. They were the ones out t
deeds. They were the ones who served the pxmv&&mi&i chie
with legal documents. They were the bookkeepers. T
the tax collectors for the provinces, and therefore
systematically move to the provinces, and then come back
the Emperors indirectly. That is, they set up the ﬁkw@wu
civil service system that the world has ever seen
the greatest cultural gift that ancient China ha
to the world. That is what I mean by a quiet revolut
is what I mean by an indirect revolution. Where vou are al
the foundational basis of what it means to be a human being
Where you are dealing with the basic methodologies that all
people to participate in civilization. Where you are deali
with the basic dynamics of society.

This happened in our country. That is, if you look at
the Jeffersonian decade of political life. You know that he
is associated with "government of the people, by the people,
and for the people.” But vou also x@m@mb@x that he is
associated with liberal education. Isn't that intexr:sting?
order to bring off government by the people, of the pecple,
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to the total global process it just doesn't interest me any more.
If I can't see what I'm doing is related to the totality of
society, it just is not intriguing enough. It just won't move.

But finally what we're talking about is action. Finally what
we're talking about is a way to get this done. We're talking about
people who are ready to move. We're talking about motivating
people to work on something. This idea, that I've put up here, is
called the Guild Network. We've taken an old medival word called
"guild" which I know had an economic base in the past. If you go
back to the early middle ages when guilds first came into being,
and not the high middle ages. That is when guilds became the
economic establishment. Look at the role that the guilds played
in the transition from the feudal estate to the nation state,
which is the basic transition that occured in the middle ages.

Here you have the catalytic force that brought that about. I'm
talking now about social change. I'm talking about recreating the
idea of local guilds in the community; not a formal organization, .ot
a vocational organization, not in any sense a public relations
organization. Rather, people who get together in problem solving
units, let's say on one night a week and do their homework relative
to their community. That is what a problem solving unit does.

I'm then talking about task forces on the basis of the tactics

that they come up with. Task forces organized to deal with the
application of these in their local neighborhood. In other

words, a guild works on the problems of the globe right here in
River City. I have done the total analysis of the social process,
I'm starting to work, but I'm not working on just some little
problem. I'm working on the tactics which will activate the

total obijectives of resurgence. That 1s what motivates, and allows
a task force to move.

Then thirdly, obviously there has to be somebody in there who
knows what's going on. A core of people who are trained to lead
those troops. This is indirect leadership, but there has to be
somebody who finds a place for the PSU to meet, and gets the
paper and pencils out for the task forces. That's all the core
does. That is the function of a group of pecople then, who don't
call attention to themselves. Quite the contrary, for the most
part they are invisible. The guild is an invisible dynamic which
catalyzes the social process. Their job is to do tactical thinking.
It is their job to enable people to see that what they are working
on in their local community are precisely the pressure points.

The way you decide the projects for your community depends on the
pressure points within the total social process. You are exactly
right on this elder citizens program....who in the world would
take two nights out of the week to work on an elder citizens
program. Until there is a hard headed social strategy that says
the key to basic roles is to get that elder citizens dynamic
moving throughout the world, then I'm going to stay home and watch
Gunsmoke. You have got to convince me that what is going on in my
neighborhood is related to the total social process and that

by spending my time down at the highrise something is going to
happen in history. Now the way you do that is through the tacticas
of the process over against the total soclal process. You are
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out to be an invisible college, not call attention to yourself.
What I'm talking about is not a Zorro tactic, where you whip out
one time and go around in disguise. No, I'm talking about the
fact that you are not out to be somebody in the community. You
are out to enable the structures that are already there to do the
jok that they were originally designed to do. This is the
effectivity of indirection. It is different than protest or
confrontation. It is catalytic and suppative action. Most of
the time it is a highly tangential approach which results in more
effective structural operation. It is a positive action to excite
the imagination of the people involved and therefore futuric
possibilities.

Then people begin thinking about the genuine fulfillment and
fruition of their concerns, the real possibilities for their life,
and concrete expressions of their hopes. People are concerned
about happiness. But happiness is a dynamic that changes.
Happiness is not a superficial matter. One decides his happiness
Or builds happiness. This weekend you have been about the task
of constructuring your happiness and fulfillment by addressing the
contradictions in society. But this is not only a future idea, we
have rehearsed the dynamics of the resurgence of civilization.

In other words, happiness is not an abstraction, but rather a
present realization or else it is not happiness. The fulfillment
of the new society is at hand, not only for us but for all people.
And now you have the eyes to see, the lens to view, and the

tools for engagement. You have created this new society.

Welcome to living effectively in the new society.

Rick Loudermilk



