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ABSTRACT

In this paper,a new modelfor socialsystemss introduced,onethataimsto inform all
decisionmakersin schoolsandworkplaces.The needfor sucha modelis great,giventhe
failure of modernwell-intentionedreform efforts and wide variety of decision-makers.
The new modelis gleanedout of BouldingOsine-leveltypology of systemcomplexity,
and namedTPO for the threekey domainsthat are clarified: technical, personal and
organizational, for specialists;and things, people, and outcomes, for non-specialist
decision-makersThesethreekey partsof a socialsystemhavevery different properties.
First, things (technical)are of threekinds--levell: frameworks (e.g.,buildings,books
andequipment)jevel 2: clockworks(e.g.,schoolroutines,schedulesndcalendars)and
level 3: thermostat-likesystemge.g.,schoolgoalswhich people--studentandeducators-
-self-regulatdo attain.)Things arepredictableanddesignable.Secondpeople (personal)
in a social systemare not designable While things like thermostatsself-regulateto
externally prescribedriteria, living systemsself-regulateo internally prescribectriteria
(level 4: open;e.g.,aliving cell). Living systemglevels4-7) actto meettheir own basic
needdfirst, then,in people,higherneedsNgenerallypredictableby MaslowOsierarchy
of human needs:survival, safety, belonging, achievement,self-actualizationand
transcendencé?eopleOlsehaviordecrease predictability dueto inherentindividual
differencedlevel 5: blueprint;e.g.,plant); differing immediateperceptiongrom among
competingstimuli (level 6: image-aware;e.g., animal), and their own long term
reflections,prior knowledge,choices,and abilities (level 7: symbol processinge.g.,
human).!The third part of a social systemis labeled outcomes (organizational).
Outcomeglependon peopleOisehavior. If peopleeasilymeettheir basicneedstheywill
actto meetthe organizationOseeds.This principle is not a questionof ethics,but a
guestionof physics.It is natural,biological,andscientificlaw that peoplewill behaveto
meettheir individual and personalneeds(level 7: human)beforetheir social systemor
organizationOseeds(levels 8 and 9). Level 8 systems(social) are optional. Level 7
functioningis mandatory A personcantransferschools(level 8), but cannottransfer
bodies(level 7). The TPO modelof a socialsystemclarifies that effectivedesignersput
all their attentionto rhings, the designablecomponent®f a social system:frameworks;
clockworks;andthermostat-likesystems(e.g.,schoolandclassroongoalsandratiosand
flows of resources) Effective designersfashion these designablecomponentsas
attractorsto allow systemmemberdo meetindividual/ personalgoalsasfirst priority,
and organizationgoalsas secondpriority.! Goalsof the TPO approacharetermedhere
systemic renewal, or systemicchangeefforts designedo increaseopportunitiesor each
socialsystemmemberto meethis/herown self-perceivedyoalsat his/herown pace.The
ISSSMorning RoundTablecorrespondgo the goalsof systemicrenewalandthe TPO
model.
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BACKGROUND
The Failure of Social System and School Reform Efforts

In spiteof advancingtechnologyandequity in todayOschoolsandworkplaces serious
problemsareresultingin socialsystemsdecline. Today,throughresearchandstudyin

schoolsascomplexsystems] havecometo betterunderstandhis declinein schoolsasa

predictablereactionto decadesf constantshort-livedill-conceived piecemeakeform

efforts. This aggravatedieclineaffectsstudentsieacherseveryone.lt is reportedn the

descriptiveeducationaliterature as increasingparticipantisolation and disconnection
(Erickson, 1989; Maeroff, 1988), urbanschool staff strugglingfor survival (Rogers,
1989); and increasingschool-siteviolence (Walker, 1995).1 illustrate the declinein

schoolsusingMaslowOsierarchyin Figurel. Theblackline representshe original and

intendedparticipantgoalsandoutcomesf schoolsasachievementself-actualizaionand

transcendence and the current and observed goals as safety and survival.

Intended or original Observed or current

- transcendence

- self-actualization
- achievement

- relationship

- safety

- survival

Figure 1. Intended vs. Observed Outcomes of Modern Schools and Society

Taking a wider perspectiveGardner(1991)explainsthat the deficienciesn our schools
reflectdeficienciesn our wider society(illustratedin Figurel by thegrayline). Bracey
(1992), too, arguesthat the Otruecrisis of educationin Americais thatit is trying to
functionnotonly in aneraof disinformationbut alsoin atime of socialdeclinethatlooks
like collapseQp. 104). This eraof disinformationand social decline arguablyhasa
worldwide scope evidencedn the terroristbombingsin New York andWashingtonD.
C.,on Septembell,2001(Thomas2001),andthe currentwarsandbrutality in somany
partsof the world. Most shockingly,thesenegativeoutcomesare beingaggravatedy
educatedsocietieswho believethey are doing the right thing. It is clearthat current
educationalnd social systemsare in needof a systemicrenewal,and that our ObestO
reform efforts are based on erroneous assumptions.

In fact, it washelpful to me to realizethat traditional scientific thinking might explain
that 9 (quality of school)plus 1 (a newreform effort) would equal10 (improvedquality
of school). In reality, my experiencepredictsthat9 + 1 = 8; or 9 (quality of school
programs) plus 1 (new ill-conceived reform effort) equals 8 (reduced quality in schools).
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The Complexity and Variety of Decision-Makers

In addition to ill-conceived changeefforts, there are many different schooldecision
makers,with different viewpoints.In additionto their different perspectivesschool
decision makersoften do not understandeach other. Frequently,the specialized
vocabularywithin eachgroup of decisionmakersis confusingto anothergroup. For
example,the meaningsof the terms TOP DOWN and BOTTOM UP have opposite
meaninggn managemenandreadingtheory. In managementeory, TOP DOWN (the
old paradigm)meansthe CEO makeskey decisionsandBOTTOM UP (the emerging
new paradigm)meanghefront line workersareinvolvedin key decisiongColumnl and
2in Table 1).

In readingtheory,BOTTOM UP (the old paradigm)assumeshatthe childrenlearnto
readby memorizingletters,soundsthenwords. TOP DOWN assumeghat children
learnbestandfirst by readingandlisteningto engagingstories(Column3 in Tablel).
Confusingly, Top Down and Bottom Up have oppositemeaningsn managemenand
reading theory.

Table 1. The Opposite Meanings of Top Down and Bottom Up

PARADIGM MANAGEMENT | INSTRUCTION
THEORY THEORY:
READING
Old
i top down- bottom up-
P e am the CEO (T) | children (SS)
favor) makes key learn letters anc
[ decisons sounds (K) first,
§§§ then words,
S sentences,
paragraphs.
New bottom up- the| top down-
Paradigm? front line children learn
(in favor) ® workers (SS) | reading (K) by
are involved il| listening to and
key decisions| reading cori
T? engaging storie
SS%S first.
SSS

Schooldecisionmakersat the schoolsite includeteachersprincipals,parents students,

and other administrativeand clerical staff. Thereare schooldecisionmakersat the
district office, publishersof schooltextbooks,at the universitiesand other teacher
training institutes,and at the stateandfederalgovernmentChecklandexplainsthat the

most objectiveview is one that sweepsin the views of all the stakeholdergJackson,
1992,p. 139). Schooldecisionmakershavedifferentandoften conflicting perspectives

in the positionsthatthey hold without the complicationof usingdifferentvocabulary. |
illustratetheseproblemsin Figure 2 asif they were speakingdifferentlanguagesvhile
trying to build an educational system, and how much this resembles the Tower of Babel.
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Figure 2. Tower of Babel: School Decision Makers Creating an Educational System

The Need and Audience

With all this complexity,thereis a needfor a scientific paradigmthat explainsbehavior
in socialsystems.Decision-makerseedto betterunderstanalassroom&ndmeetingsn
schools,workplaces,communities,and so forth. The explanatorymodel needsto be
repeatableyerifiable, and credibleto all schooland social systemdecisionmakers:
teachers,principals, superintendentsparents, students,theoreticians,researchers,
lawmakers; CEOs, managers, employees; presidents, kings, citizens, and so forth.

THE METHOD: BOULDING’S 9-LEVEL TYPOLOGY

BouldingO9-Level Typology of SystemComplexityis an eye-openingoundationfor a
modelthatexplainshow schoolsandsocialsystemgeally work. Themodelis developed
with the aim of makingsenseto all decisionmakers,from the mostsophisticatedo the
most novice. The model is outlined below. Passages that follow explain the components.
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KennethBoulding, one of the foundersof generalsystemstheory, lookedto the real
world andnatureto uncoverthe hardfactsof soft socialsystems.He rankedthe systems
of the world in a nine level taxonomy.! From simple to complex, his nine levels are:

1- ' FRAMEWORKS: systems composed of static structures, such as the
arrangements of atoms in a crystal of the anatomy of an animal.

2- | CLOCKWORKS: simple dynamic systems with predetermined motions, such
as the clock and the solar system.!

3- 1 OTHERMOSTATS:O cybernetic systems capable of self-regulation in terms of
some externally prescribed target or criterion, such as a thermostat.

4- 1 OPEN-SYSTEMS: systems capable of self-maintenance based on a
throughput of resources from its environment, such as a living cell.

5- I BLUE-PRINTED GROWTH SYSTEMS: systems that demonstrate divisions
of labor, that reproduce not by duplication but by the production of seeds or
eggs containing preprogrammed instructions for development, such as the
acorn-oak system or the egg-chicken system.

6- | INTERNAL-IMAGE SYSTEMS: systems capable of a detailed awareness of
the environment through sense organs (eyes, ears, etc.). Information is
received and organized into an image or knowledge structure of the
environment as a whole, a level at which animals function.! At this level the
image or perception intervenes between the stimulus and response.

7- 1 SYMBOL-PROCESSING SYSTEMS: systems that use language and other
symbols, are self-conscious, and can contemplate the past, present, and
future.! Humans function at this level. Level 7 systems, humans, also walk
upright and have hands and opposable thumbs.

8- | SOCIAL SYSTEMS: multicephalous systems comprising actors functioning
at level 7 who share a common social order and culture.! Social organizations
operate at this level.

9-l TRANSCENDENTAL SYSTEMS: systems composed of the "absolutes and
the inescapable unknowablesatépted from Boulding, 1956)

Boulding’s Model Linked to Organization Theory and the Social Sciences
|

BouldingOsypology is clarifying to social science/organizatiotheory (illustratedin
Figure 3). Boulding notesthat Omosbf the theoreticalscheme®f the socialsciencesare
still atlevel 2 [clockworks],just now rising to level 3 [thermostasystems]althoughthe
subject matter clearly involves level 8 [social systems] (Scott, 1992, p. 78).0!!
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Few Not even the rudiments of
Most theor- . .
theoretical | etical theoretical models exist past
models |models level 4.
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frame clock ther- open blue image- symbol- social trans-
work  work mo cell  print aware proces- school cend-
stat plant animal  sing ental
human

Figure 3.! Boulding’s 9 Systems Levels Linked to Organization Theory

Boulding furtherexplainsthateachhigherlevel systemscontainssubsystemsf all those
belowit (Figure4). For example,a socialsystem(level 8) is madeup of systemsand
subsystemsf level 7, 6, 5, 4, 3, 2, and1). A human(level 7) is madeup of systemsand
subsystemsf level 6, 5, 4, 3, 2, and1. To illustrateboth Boulding®$ systemtypesand
the natureandincreasingcomplexityof the ninetypes.!llook at Figure 3 asatop view of
BouldingOsine systemtypes.!Figure4 is a front view and showsall the subsystems
contained in each system type.

,,,,,,,,,,,,,,
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Figure 4. A View of Boulding’s 9 Systems and Their Subsystems and Complexity

Coding in Figures 3 and 4

Figure3 and4 alsobriefly introducemy codingto illustrate the naturalbreaksandthe
increasingunpredictabilityof!lBouldingOsystemlevels. BouldingOsevels1 and2 are
darkgrayboxesbecausetructuresandclockworksaredesignableexternallyregulatedo
externallyprescribectriteria.!Level 3 is alight gray box, ascontrol systemgcybernetic,
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thermostat-likesystemspreself-regulatingo externallyprescribecr designableThese
three levels are the domains of traditional science.

In Figures3 and4, Levels4 -7 areclearboxes,asliving systemsareundesignabldédy an
outsidedesigner.They are self-regulatingto internally prescribedcriteria (their own
needsandgoals). Thesdevels,thearenasf MillerOd.iving Systemg1978),arebeyond
the scope of traditional scientific law.

Levels8 -9, areclearboxeswith dotted-lineboundariesassocialsystemsareunbounded
and intangible.In contrast,levels 1-7 systemshave fixed boundaries. Thus, level 8
systemg(social) are optional.Level 7 functioningis mandatory A personcantransfer
schools, workplaces, etc. (level 8), but cannot transfer bodies (level 7).

Boulding’s Model to Unify the Two Main Camps: Directive vs. Participatory

|

BouldingOsypology clarifies the two main campsof schoolapproachesnd theoryN
directive vs. participatory. It also solvesthe issuesin the conflicting Oeither-orO
perspectivesf organizatiortheory.BouldingO$ypology uncoversboth the problemsof,
and the value of, the top-down governing bureaucratic assumptions.

|

The problems of clockwork assumptions of old paradigm models. Thefundamentaflaw
of currentold paradigmdirective or bureaucraticnodelslies in the assumptionof
predictabilityandstability or Oclockwork@ssumptionsFor examplejt assumeshatthe
principal controlsthe teachersandthe teachercontrolsthe students. The directivemodel
doesnot distinguishbetweenprocesseshat Boulding calls clockwork (predictable)and
nonclockwork(variable,intangible).!Our currenteducationateform effortsarebasedn,
or maintaintracesof, theseunexaminedssumptions For examplejn the new paradigm
term Ocooperativéearning,0Ocooperative®eansoperatingjointly, but the more
common meaning of cooperativeviBedient (an old paradigm virtue).

|

The value of clockwork assumptions. While the clockwork assumptionaunderlying
bureaucraticystemsareknownto be inadequateBoulding remarksthat Omuclvaluable
informationandinsightscan be obtainedby applying low-level systemdgframeworks,
clockworks]to high-level subjectmatter[humans,social,andtranscendentaystems]O
(Scott, 1992, p. 78).! The reasonfor this is that eachof BouldingOsystemlevels
incorporates all those below it.

Thus, proponentsf the new paradigm(e.g.,decentralizatiorand self-regulation)who

ignore the needfor frameworkand clockwork subsystemsre also short-sighted.The
fully-specified new paradigmmustsubsumecharacteristic®f the old; it mustbe joint-

optimizing for both stability and flexibility.! More specifically, BouldingOsnodel
distinguishedetweensubsystemsf externalandinternalagencyto explainwhatcanbe
predictedor externallydesignedandcontrolled,andwhatis controlledby internalagency
or criteria (i.e., individual human choices).
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BouldingOexplanatiorof the problems(inadequaciesindvalue(suitabilities)of thetop-
down governing model was clarifying and unifying to me. The old questionfor
organizationalchange theorists and practitionerswas: OWhichis correct? top-
down/directiveor laissez-faire/participatory?There are the two main camps,but, of
course,many theoristsand practitioners(especiallysystemstheorists)know that both
directiveand participatorycomponentsireneededBouldingOsnodeltranscendshe old
questionandclarifies the new question:OWhictparts of an organizatiomneedtop-down
control, and whiclparts need bottom-up flexibility?O

THE TPO MODEL: THINGS, PEOPLE AND OUTCOMES

Figure5 is anillustration of my journeyto the TPOmodel.In 1980, beganmy journey

as a classroomteacherturned detectivewhen | saw a OWarningTeacherBurnout!O
posterin theteachers@orkroom. | determinedhat9 + 1 = 8 in mosteducationareform
efforts, and | wondered why. What were the laws behind these predictable outcomes?

In 1992,1 found my answersn BouldingOsine systemsandsystemlevels. His model
explainedthat peoplein schoolsandorganizationsdehaveaccordingto their own needs,
abilities, perceptionsandchoices(levels4-7). In 1997, publishedmy elaborationof
Boulding®s model (Gabriele, 1997) illustrating his distinctions between components.

In 2007,1 joined a local writing group. At eachsession) wrote or rewrotea sectionof
my article intendingit for a popularaudience.At this time, | discovereda good,simple
way to categorize the three key parksgugs, people, outcomes (Right in Figure 5).

. 9-transcendent

S Outcomes

7-symbol-processing
6-image aware
5-blueprint
4-simple open
3-thermostat
2-clockwork Thmgs

1-framework

,,,,,,,,,,,,,,,,

;;;;;;;;;;;;;;;;;

1980 1992--1997 2007
Figure 5. My Journey to the TPO Model

Things, people, andoutcomes arethethreekey partsof a socialsystembecauseheyeach
have very different properties. They eachbehaveaccordingto different laws and
principles.Understandinghe characteristicof eachof thesekey parts,and designing
around this understanding, is the value of the TPO model.
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Things

Things of a school can be predicted,designed,regulatedto exteriorly prescribed
criteria/goals--in other wordsNthe agentis an architect, builder, publisher,
superintendentprincipal, teacher,and others.In the TPO model, threekinds of things
are:

(1)-Frameworks or static structures (e.9.,buildings,rooms,chalkboardspookshelves,
wall charts, equipment, TVs, computers, books, supplies, paper, pencils, pens, etc.)

(2)-Clockwork procedures and systems are composedf frameworksplus clockworks
(calendars,schedules,classroomand school opening & closing routines and
procedures--hourlydaily, weekly, monthly, yearly andholiday or otherspecialtimes).
Someexamplesof clockwork proceduredollow. Thatis, systemsare ON or OFF by
clockwork. Theschoolyearis in session(ON) SeptembethoughJune;Schoolis OFF
July andAugust. Schoolis in sessiorfrom 8-3. Facultymeetingsare Tuesdayfrom 3-
4:00. PeriodOneis from 8-8:55everyday. In PeriodOne, studentshavea review
activity from 8-8:10. Theteachelintroducesa newlessonfrom 8:10to 8:30. Students
work on activitiescomingout of thelessonin smallgroupsor teamsfrom 8:30to 8:55.
Tests are Friday.

(3)-Control Systems or Thermostat-like procedures, processes, or systems (Composemf
frameworks,clockworksandthermostat-likesystems)re self-regulatingto exteriorly
prescribedcriteria/goals.The thermostapicturedin Figure 6 illustratesthe partsand
functions of a control system.

First, there are the parts that are designable and controllable.
% The Goal. The systemOs goal is set by an outside agent. In this case, the teacher
has set the desired room temperature at 68 degrees.
s The System Modes. The teacher can choose among various system modes: the
gray circles along the bottom of the thermostat.
» OFF: The system is OFF and does not respond to the 68 degrees set by the
teacher
» ON: manual: The system is ON but does not respond to the goal set by the
teacher. The room gets hotter and hotter, if the windows and doors are closed.

N4
\/
5—60—65!70—7 5—80—85--90

@ @ @
OFF ON: manual ON: automatic

Figure 6. A Thermostat and Its Settings

Second, there are the parts that are self-regulating to exteriorly prescribed criteria.
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% ON: automatic. Thesystemself-regulate$o outsideinformation,the selectedyoal.
In Figure6, the largerwhite triangleon top is a goal setby the teacher/manage68
degrees.The smallerblacktriangleis reflectingthat the temperatureof the roomis
about67 degrees.The heaterhasturneditself turnedoff andwill stayoff until the
temperaturdalls below the range(perhaps65 degrees). Whenthe heaterturnson
again, it will stay on until the room is 70 degrees, and then it will turn off again.

«» The Sensor. Theblacktrianglein Figure6 representshe sensor.Theteachehasno
control of this. It was designedby the engineerto sense(in this case)room
temperature.

Things,andthe threekinds of things--framework®or static structuresgclockworks;and
thermostat-likgprocessesr systems-are picturedin Figure 7A asthefirst of the three
parts of a social system.

trans:
9 cendA
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| sl |
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symbol- ! “ ll

7 processing
(human)

1 framavork

humap

image-avare

clockwork (animd)

blue-prin

framavork (plant)

open(cel)

thermosta thermosta
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clockwork
clockwork

framavork
frameavork

A- Things B- People C- Outcomes

Figure 7. TPO Illustrated with Boulding’s Levels
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People

Peoplein a schoolarenot designableéoy an outsideagent(teacherprincipal, etc.). They
are (level 4) self-regulatingto interiorly prescribedcriteria/goals. Their behavioris
generallypredictableas actingto meettheir own individual goals/needsfor survival,
safety,belonging,achievementself-actualizatiorandtranscendencéMaslow in Valle,
1989).Predictabilitydecreasebecausef humandifferencesilevel 5) geneticdiversity;
(level 6) peopleOsnmediatehere-and-nowperceptionshroughthe five sensesrom
amongcompetingstimuli; and; (level 7) their long-termperceptionsyeflections,and
choices(contemplatingthe past, present,and future). Thus, the variety in peopleOs
behavioris almostlimitless. People,as the secondof the three key partsof a social
system, are pictured in Figure 7B.

Of course peoplealsoare composedf frameworks clockworksandthermostatevels.
Becauseof their level 1-3 systemgde.g.,their bodies,organs circulatoryandrespiratory
systems)their behavioris generallypredictable;jthey will actto meettheir own self-

perceivedneedsand goals. The thermostaf(level 3) is a key function in higher-level
systemsFor example,relating only to MaslowOsierarchyof needspeoplehave six

thermostatghat are self-regulatingfor survival, safety,relationship,achievementself-

actualizationandtranscendenc&Vhenthe morebasicneedsarenot beingmet(survival,
safety,relationship)peoplehaveto usetheir energyto meetthemandthey havelittle

energy for higher goals (achievement, self-actualization, and transcendence).

Outcomes

Outcomesarethe third key part of a socialsystem.Threetypesof outcomedor social
systemsare illustrated in Figure 7C: Social systemsare transcendingaverage,or
declining. Thesethreetypesareoversimplified,but they providenewinsightsinto social
system behavior, desired and undesired outcomes, and what should count as evidence.

Transcending. Figure7C left indicatestranscending.Peoplein the organizatioror school
are getting their needsand goals met so easily that thereis considerablesvidenceof
socialandtranscendentglinction. The organizationis carefully designedso thatall of
its memberscan meettheir needsand goalsat their own rates. Peoplemeettheir own
goals and transcend them to new goals.

Average. Figure 7C centerindicatesaverage. Peoplein the organizationor schoolare
getting someof their needsand goals met so that thereis someevidenceof social
function.

Declining. Figure7C right indicatesdeclining. Most peoplein the organizatioror school
are not gettingtheir individual needsandgoalsmet, so thereis little evidenceof social
function. Peopleat the bottomof the hierarchyarein the survivalmode. Peopleat the
top of the hierarchyare working towardslevel 7 personalgoals(wealth, promotions),
rather than level 8 organization goals.

11
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A closeup of thesethreegeneraktypesof outcomess in Figure8. As statedabove these
threetypesare an oversimplification. On one hand,insteadof threetypes,this way of
looking at schoolsor socialsystemanight yield a continuumwith schoolsrangingfrom
transcendindo declining (two headedarrowin Figure8). Moreover,outcomesn social
systemsarevery complexand multifaceted.Somepeople(studentsteachersparentsor
others)may be very satisfiedandtranscending@ndothersat the survivallevel. PeopleOs
satisfactionalsovariesfrom yearto year,dayto day,from hourto hour. Evengiventhis
complexity, thesethree types of outcomesinspired by Boulding are a useful and
illuminating way to look at schooloutcomesFor a long time now, schoolshave been
reportedasfunctioningat the survivallevel in the descriptiveeducationaliterature. It is
helpful to understandhat many peoplein strugglingschools,in the survival mode,
downshift from level 8 (school goals) to level 7 (personal goals.)

cendent

'I-I---- ™ N N . .y
social | social |

i X

human human

I symbol-
processing
(human)
image-aware
(animal)

blueprint
(plant)
open (living cell

“thermostat”

clockwork

W R U1 N 9 RO

framework

Figure 8. Three Types of Outcomes and a Continuum
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The TPO Model For Everyone

| createdFigure9 for all schooldecisionmakerswith the ideathata pictureis worth a
thousandwvords. It is anillustration of the TPOtheoryNthings, people,andoutcomes-

asthe threekey partsof schools.The behaviorof things(T) is designablepredictable,
and/orcontrollable. The behaviorof people(P) is not controllable. We canpredictthat
peoplewill behaveaccordingto their own goals,perceptionsandabilities. OutcomegO)

dependon peopleObehaviorand are evenlesspredictable What is predictableabout
outcomess thefollowing: If socialsystemsaredesignedr functionin waysthatsatisfy
their membersputcomeswill be positive andthe social systemwill flourish. On the
otherhand,if socialsystemsaredesignedor functionin waysthatignorethe needsof

their members, outcomes will be negative and the social system will deteriorate.

bR
p ad
—>

hings eople utcomes

Figure 9. The TPO Model For Everyone

Since | wrote the article, in 1997, have often made presentationsat educational
conferences.l showedmy TPO powerpointpresentatiorio a friend of mine, a retired
teacher. At first, shesaidthat Othings@astoo generalof aterm. As | continuedand
elaboratedBouldingOsonceptsshechangecher mind. We talkedaboutit andthought
thatl shouldnot beginmy presentatiornwith the TPO model. Things seemtoo simple. |
decidedNOT to namethis book TPO or things, peopleandoutcomes.| am hoping, by
now, readersarereadyfor thesecategoriesthings, peopleandoutcomes.| am hoping
thatreadergealizethatthesetermsarenottoo simple,but elegant! | amdefining elegant
from wikipedia as Obeing unusually effective and simple.O

The TPO Model For Specialists and Theorists

Education Theory. With regardto educationtheory, | thoughtit was interestingand
significant that McREL (McREL.org), a well respectednonprofit educational
organizationcategorizeshe threemajorfacetsof schoolsin a similarway (2008). Their

domainsarethe Technical Personabnd Organizationalan organizerchosenfrom work

by educationakcholarsCordelland Waters(1993). Their TPO approachesliffer from

the TPO modelin this book in that they focus on the designablecomponentf these
threedomains. Whereasmy useof the termsfocuseson the different behaviorallaws

and principles of the three domains.

13
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Organizational Change Theory. With regardto organizationacthangetheory,the three-
part TPO model(technicalgoals,personalgoalsand organizationgoals)builds on and
enhancesrganizationalchangetheory: socio-technicaltheory, and critical systems
theory.

* Critical Systems Theory. A key contributionof Critical SystemsTheoryis thatit
acknowledgeshat decision-makers@ewpointsare not simply plural, they are
sometimescoerciveand conflicting. However,risks of critical systemspractice
arethatfocusingon theimbalancan powerof the stakeholdergncreasegpolarity.
The TPO modelavoidsthis issueby showinghow to distributeresourcestather
than illuminating the unequal distribution of resources.

* Socio-technical theory. Socio-technicaltheory, in brief, recognizesthe
interactionbetweenpeopleandtechnologyin workplaces.The TPO model has
addeda new valuabledistinction. The OSocioth socio-technicatheoryis now
clarified by TPOto consistof two parts: personabndorganizationafjoals. This
is animportantdistinction becausgersonaland organizationalgoalshavevery
different appeals and behaviors (which is the heart of this book).

Table 2 providesanotherpicture,summarizingand comparingthreemodels.Top left is
the nameof the approachor model,top right arethe partsof the model. Row 1 is the
workplacemodel,Socio-TechnicaBystems.Row 2 is the educationamodelreferredto
in McREL. Row three is the model in this book, the TPO model for everyone.

Table 2. Comparing Three Models

The Model Parts of Each Model
1- Socio-Technical technical social
2- TPO D for specialists  technical personal organizational
3- TPO for everyone things people outcomes

IMPLICATIONS OF THE TPO MODEL

The majorfinding for hardfactsandhardtheoryis this: The principle, individual needs
before organization needs, is not a question of ethics: It is a question of physics. Thisis
not a soft, new-age idea, it is a hard fact.

In otherwords, it is natural,biological,andscientificlaw thatpeoplewill behaveto meet
their individual and personalneeds(level 7: human)before their social systemor
organizationOseeds(levels 8). Level 8 systems(social) are optional. Level 7
functioningis mandatorya personcantransferworkplaceqlevel 8), but cannottransfer
bodies (level 7).

Therefore effective educatorsaand schooldesignergut all their attentionto things, the
designableeomponent®f a socialsystem:frameworks clockworks,andthermostat-like
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systems (e.g.,workplacegoalsandratios andflows of resources)Effective designers
fashionthesedesignable&eomponentsasattractorsjo attractpeoplein the system.Things

are selectedarrangeddistributedto maximize peoplesaccesso them. Peoplein the

systemswill usethemat their own rates,for their own self-determinegurposes. The

These things/attractorsfunction to allow students, parents and staff to meet
individual/personafoalsasfirst priority, andorganizationgoalsassecondpriority. As

peoplemeettheir basicneedswith a minimum of energy they haveenergyto meettheir

organizationOseedswhich resultin desiredoutcomes. Goalsof the TPO approachare

termedhere systemic renewal, or systemic change efforts designedto increase
opportunitiesor eachsocialsystemmemberto meethis/herown self-perceivedjoalsat

his/herown pace.The ISSSMorning RoundTablecorrespondso the goalsof systemic
renewal and the TPO model.
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