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1. MARRIAGE PROSPECTS
The theme here is the future relationship between poetry (including rhythm) and policy making
(including management) in their various forms. This might even include the possible role of
technology in reconciling them in more meaningful and fruitful ways. Exploring the relationship
between such seemingly opposed concerns calls for continuing dialogue between imaginative
musing and the constraints of experience.
(a) Similarities between poetry-making and policy-making
There are few useful guidelines for such dialogue. There are however many who would declare
it to be impossible, meaningless, or even destructive of the principles that such disciplines
respectively embody. Such people have had many opportunities to make their point and by so
doing may well have imposed unfortunate constraints on the emergence of new approaches
to meaningful social organization. As ever, we are faced with the challenge of facilitating a
marriage between the Sleeping Beauty and the Raging Beast -- however inappropriate such a
marriage may appear.
In their own ways, both poetry and policy-making are uniquely concerned with transformation
in the present moment -- namely with the transformative moment that patterns the subsequent
flow of experience. For poetry, the focus is on the transformation of the aesthetic experience
through imagination, with all that implies for the emergence of novel, subtle and complex forms
of understanding and coherence. In the world of policy-making, it is the transformation of
power relationships and the use of collective energy, namely the emergence of novel forms of
social coherence in practice. In this sense policy-making may be understood as the shadow of
poetry. In such an encounter between Quality and Quantity, both are however "manipulative"
of meaning in the best and worst senses.
There is another similarity in that both are also "unprincipled" in the best and worst senses of
the term. Both are prepared to sacrifice much, using whatever resources seem appropriate,
in order to achieve this transformative process. In this respect both endeavour to break through
or transcend conventional patterns that constrain the emergence of the new as noted by
information scientist Kathleen Forsythe (1987), herself a poet. For management, the "bottom
line" may be "getting things done", often with an objective limited to profit. For poetry it is
associated with some sense of "getting it right" or "goodness of fit", whether or not the
relevance is purely whimsical for many.
(b) Viability of a marriage
If marriage can be used as one metaphor in looking for a new relationship between poetry and
management, then there is need to reflect the spectrum of understandings of marriage at the
end of the 20th century. The appropriateness of arranged marriages in certain cultures should
not be forgotten. Whilst the aesthetic dimensions of marriage remain as subjectively important
as ever, if not more important, the brutal reality of unfulfilling relationships must also be
objectively acknowledged. There is a need for a high degree of frankness about the
weaknesses of both management and of poetry as prospective partners in a future relationship
capable of sustaining its own magic. And, as with marriage, there is a truth to the recognition
down the ages of the problematic and paradoxical nature of any fruitful relationship between
such opposites. Therein lies its charm, its powerful attraction, and the tantalizing promise of
transformation.
One might start by acknowledging the strengths of each in relation to the other -- their
essential complementarity. But in so doing there is a need to cut through that which is nonessential to that relationship -- however valid it may be to the world of one partner or the other
in isolation. The key is to discover what is holding each back in the development of a more
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fruitful relationship beyond its own domain of choice. In the sense that both poetry and
management tend to be highly impatient with traditions and constraints which do not serve
them, such impatience can usefully be applied in looking at what they might each bring to any
form of marriage -- and at what they might well leave behind.
Can each potential partner really be of relevance beyond its conventional domain? There is a
suspicion that any failure in this respect may have much to do with the excesses of each as
an instrument of insight articulation. What then might be the nature of the bridge between the
delightful musings of the one and the boring operational preoccupations of the other? In what
follows, apologies may indeed be due here for failing to respect the niceties of each where it
appears that a larger cause could usefully be served.
(c) Urgency
This paper could easily take the form of a conventional study of such issues. There is sufficient
material to make the theme both original and academically acceptable. However there is a
strong case for treating the possibility of any such marriage in a much more urgent mode that
tends to be quite distasteful to those of purely academic inclinations. The world appears to be
in dire straits and those in power have had remarkable opportunities to demonstrate their
impotence, their incompetence and above all their lack of imagination. The academic world has
had equally remarkable opportunities to demonstrate its inability to generate insights that
transcend the petty squabbles of individual disciplines and Nobel egos that might be expected
to be a source of some degree of wisdom. As noted by policy scientist Yehzkel Dror: "To meet
urgent policy-making requirements, a quantum jump in policy analysis is needed.... the explicit
state of the main stream of policy analysis in its different versions and nomenclatures, as
expressed in the vast majority of literature and teaching, is very useful for micro-issues but not
for most critical choices. "
However despite some significant leads suggesting the absolutely fundamental role that poetic
awareness could offer in such a situation, it is not to be expected that poets should respond
enthusiastically to the operational concerns of the policy world given the social environment
in which they function. Liberation poetry may articulate one need, but the modalities are quite
another matter.
It could be argued that our collective imagination, nourished by the arts, is fundamentally "out
of synch" with the style of collective organization that prevails. Our enthusiasms and
sensibilities are poorly served by our organizations, especially with the progressive globalization
and homogenization of society. The retreat to smallness is a viable response for some, but it
fails to respond to the challenge of the nastier global concerns with which governments and
international bodies are forced to deal. Commercialization of services is arguably a response
for others, but the consequent denaturalization and adulteration of the quality of life and
experience has been well demonstrated by the multinational corporations that increasingly
control the media and the arts, if only through their sponsorship. The spiritual quest offers hope
to others and enables them to associate fruitfully with the Iikeminded, but unfortunately it
tends to provide them with little ability to relate to those with contrasting spiritual views.
Spiritual leaders and gurus are not noted for their ability to transcend their differences in
innovative dialogue with those of other faiths.
(d) Creating a new nexus
This paper is therefore principally concerned with what poetic insight and discipline can offer
to the challenge of creating a new kind of nexus between the competing tendencies and
obligations with which policy-makers must deal. But beyond the purely instrumental challenge
is that of cultivating a new kind of meaningfulness in collective policy -- making fertile once
again the soil rendered arid by the cynical and alienating politics of recent decades. Voter
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apathy is now a fundamental challenge to the legitimacy of democratic institutions and to the
appropriateness of their programmes. The young are right to be bored with the frameworks in
which their elders endeavour to entrap them.
From a management perspective the challenge goes beyond the tokenistic cynicism of "public
relations" , "motivation", "mobilizing human resources" and ensuring
"participation" in
decaying institutions. It also lies beyond the desperate attempts to increase the level of
"creativity" and "imagination" in sterile organizations that have been specifically designed to
curtail such "undisciplined" behaviour.
(e) Challenge of the marriage
But whilst the Beast may be in increasingly vocal agony, it is as yet unclear whether Beauty
knows how to respond -- if indeed she is prepared to do so after having been so menaced and
ill-treated over the years. Objectively few could argue that they are even remotely suited as
partners. It is understandable that Beauty should therefore seek to reserve her favours for an
ideal Prince Charming of her own imagining. Psychoanalysts would however argue that Beauty
needs to take care in indulging her romantic "illusions" and living for a marriage made out of
her own dreamstuff. For the fundamental experience open to her, as great dramas and myths
have explored, lies precisely in establishing a relationship with the repulsive Beast such as to
reframe and transform the social context within which they together function.
It is important to acknowledge how challenging a marriage this could be. What serious policymaker or manager of the 20th century could accept that poetic "frivolity" could be of
fundamental significance to the futuie development of his or her institutionai system? And
what serious poet could accept the sullying and distortion of cherished aesthetic principles
which any such association might require? "State poetry" for national occasions is already
sufficiently problematic as an exercise in aesthetic compromise -- and notably in the light of
the experiences of the former socialist societies. What more might be required?
(f) Differences between poetry-making and policy-making

Perhaps what distinguishes most these potential partners, is their respective relationship to the
individual and to the collective. Policy-making is clearly preoccupied with the collective, usually
to the point of neglecting the individual, as is so systematically demonstrated in the treatment
of non-conformists of any kind. For although policies may be devious, they are seldom subtle,
and the many contradictory policies often grind the individual into unrecognizable pieces. Of
course some nimble individuals can flourish in the interstices created by cumbersome policies - and it is often poets who do so. But whilst poets can offer the individual ways of
reconfiguring private experience through liberating perspectives, they seemingly have little to
offer in dealing with the mundane issues of organizing collective activity in a more fruitful
manner. Indeed poets of anarchist persuasion would consider this neglect of the collective a
strength rather than a weakness.
This distinction also manifests in the characteristic mode of work. Managers and policy-makers
are usually obliged to operate as teams, often deliberately designed so that each member's
skills compensate for the deficiencies in others. The effectiveness of such teams is a matter
of continuing intensive review and innovation. it is rare to find examples of poetry of any
distinction that has been composed jointly by a group of poets -- indeed no innovative
"methodologies" are explored for doing so. Whereas key policies may indeed be designed by
leaders acting singly, the notion of poetry "made by committee" is inherently offensive to
many. This is of course true of the arts in general -- with interesting exceptions in certain
forms of music and drama (notably group improvisation), in some painting, in the culinary arts,
and in architecture (and especially interior design). And yet both present and discuss their
"works" in similar collective environments: managers in "quality circles" and the like, and poets
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in "poetry circles".
With this individual/collective distinction is associated what is most painful to poetic
sensibilities, namely the soul-destroying tedium and monotony of management discourse. How
is it imaginable that the future of society and human relations can be articulated through such
a quintessentially boring medium? It is no wonder that music has emerged as such a powerful
antidote -- with the widespread use of drugs as another. And yet those of artistic sensibility
are far from being renowned for their inter-personal skills and even-handedness in dealing with
the rich polyphony of the immense range of cultural products -- the kind of challenge with
which management is constantly faced. And in the absence of any aesthetically viable solution,
it is ultimately the management mentality that is called upon to regulate conflicting variations
through its own unimaginative and manipulative procedures.
(g) A marriage of opposites
This paper assumes that there will come a time when society will need what may be born from
the consummation of a marriage between poetry-making and policy-making. Each carries
particular combinations of "genes" of fundamental socio-cultural significance -- named by some
as "memes". The survival of humanity as we know it may call for a level of insight that could
only emerge from an appropriate combination of such memes. The concern here is with
exploring the context in which such an improbable combination might occur -- in effect
designing the "marriage bed" in which co-creation might take place. This design process may
be understood as an exercise in creative imagination that effectively calls upon the insights of
both partners.
If there is to be any such marriage, some form of courtship is to be expected -- Beauty has to
be "wooed". Conforming to the metaphor, it is already possible to detect some patterns of
courtship behaviour on the part of the Beast, however crude. True to role, Beauty has avoided
any overtures, but occasionally exhibits anxiety about her "future". The most recent of these
is entitled Does Poetry Matter? -- produced, ironically, by a businessman turned poet. The
Beast has so far limited his initiatives to certain forms of token "public relations" activity
(inauguration poetry and the like) which Beauty is wise to view with some suspicion as
unworthy of what she really stands for. But there is much more activity on the sidelines on the
part of various academic disciplines that recognize the cognitive and systemic challenge to the
future of the Beast's existence and the key that poetic insight represents in responding to it.
Within the metaphor they might be usefully seen as taking a role of Matchmaker.
(h) Need for recognition of limitations
In exploring such a marriage it is important to recognize that neither Beauty nor the Beast are
"innocents". And their understanding of each other is above all governed by negative
stereotypes to which feminists would be especially sensitive. The Beast is renowned for his
activities as a cultural rapist -- as an untrustworthy rogue of the first order, however attractive
his energy and power may make him (if only to himself).
Beauty has had many companions, none of whom she takes too seriously -- flirtation is one of
her skills. To potential partners she is maddeningly fickle. Unwilling to be trapped in
constraining relationships, flightiness is her principal survival trait -- which she would defend
as a matter of principle. She has not "met her match".
Neither of the two recognizes any merit in the kind of fidelity characteristic of a mature
relationship through which a collective future is built. Neither would claim to be "into"
parenthood or co-creation.
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(i) Overtures and inversions
To discover any windows of opportunity for such a marriage, it is useful to first briefly review
some of the initiatives taken from the management side (Overtures of the Beast), on the part
of concerned poets (Overtures of Beauty), and the catalytic role of various disciplines (The
Voice of the Matchmaker). The signs sought are those of dissatisfaction on the part of either
with their existing role, any recognition of its limitations, and any vision of new possibilities.

This marriage metaphor can be creatively applied in inverted form. The Dionyisian dimensions
of poetry-making suggest useful insights from framing it as the untamed Beast articulating the
wild and savage energies of reality. Policy-making could then be viewed through an Apollonian
or Athenian frame that for some reflects the inadequacies of bureaucracies. The contrasts of
this inverted metaphor have not been explored here.
2. OVERTURES OF THE BEAST
From a feminist perspective, the Beast conforms to the stereotype of the macho male in his
treatment of Beauty as a form of cultural sex object. As a decorative object she is manoeuvred
and displayed, often with the greatest cynicism, to enhance his own self-image.
(a) Military and sporting events
That Beauty is important to the Beast is well illustrated by the way she has been "used" in
military operations. Historically much importance has been attached to the development of
battle chants and marching (bootcamp) songs as a way of psyching up soldiers and intimidating
the enemy. This dates back to tribal times. Use of chants as a preliminaiY to violent reprisals
has been documented amongst the Zulus in 1993. Similar chants are used prior to the
commencement of major ball games and by fans accompanying them. The English rugby team
in 1992 was reportedly intimidated by the All Blacks haka war chant -- designed for that
purpose. The US military operation in Grenada, Kuwait and Waco (Texas) made use of
broadcast music to undermine the morale of their enemy.
(b) Corporations
Reviewed by Newsweek under the heading A Little Poetry for the Office Autocrat, James
Autry's book Love and Profit: the art of caring leadership (1 991 ). gives advice to managers
that frequently takes poetic form. He is president of a large magazine publishing group.
Some major corporations have developed songs, sung daily or on special occasions, to focus
the efforts of employees. This is most common in Japan, where it is taken very seriously. But
even IBM has its song. As in military and sports contexts, these reinforce corporate identity,
bonding and sense of collective purpose. Drinking songs, notably amongst students, continue
to be imposed (often during hazing rituals) as a way of reinforcing camaraderie amongst people
of different origin. Many schools and universities have their own songs.
(c) Politics
Similar use has been made of Beauty in the political arena. Every newly independent country
requires a national anthem as a symbol of national unity -- although it is questionable how
many are played or sung with genuine enthusiasm. Goebbeis was very skiiful in his choice and
adaptation of tunes during the Nazi era -- to the extent that some claimed that he had
monopolized "all the good tunes". The International has been important to several generations
of socialists. Songs such as We Shall Overcome have been of great significance in many civil
rights demonstrations.
Commissioned poems have become a characteristic of some inaugural occasions, notably for
the president of the USA (Maya Angelou, 1993) where Congress has instituted the position
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of poet laureate, as have twenty-five states. International conferences may be launched by
musical or vocal pieces. Even the United Nations and the EEC attach importance to their
respective orchestras. The "wit and wisdom" of the United Nations, as a collection of proverbs
and apothegms on diplomacy (of which some are in poetic form) has been published (V S M
de Guinzbourg, 1961).
(d) Work
Songs and chants have longed been used as an accompaniment to work -- notably when there
is a need to synchronize effort as in the case of sailors (hauling ropes), fishermen (retrieving
nets), construction gangs (digging or moving objects). In certain cultures songs may be
especially used by women to accompany tedious work. It was recently rumoured that one of
the most productive assembly lines was composed of African women singing and dancing to
their work. Background music (Muzak) is now very widely used as a mood altering technique
in work and consumption environments. Many students now choose to study to the
accompaniment of music.

(e) Advertising
Perhaps most aesthetically offensive to some is the way in which Beauty is exploited in
advertising. It could be said that the most familiar poetry now takes the form of advertising
jingles, ditties and slogans. Products are given identity by associating a "catchy" phrase or
tune with them. Coca Cola has been remarkably successful in associating valued music
(Beethoven) and songs with its product. Clearly considerably more is now invested in such
commercial art than in other forms.
(f) Religion
This is not the place to distinguish the conditions under which institutionalized religion has used
Beauty to carry or disguise its message from those in which Beauty is a natural expression of
some spiritual understanding. It suffices to note that religious celebration makes special use
of hymns and chants (mantras). Religious worship may be deliberately organized in various
cycles (hours, days, years, or more) bound together into a coherent whole by aesthetic
associations. Improvisation and collective participation may play an important role, where
individuals in effect make aesthetic judgements on how to contribute or echo contributions of
others (Halleluiah). Religious ritual shares with other forms of ritual, such as that of the
freemasons or practitioners of magic, the use of liturgical structures which often take poetic
form -- if only through the interweaving pattern of associations they embody.

(g) Sciences
There has always been a certain tendency to enhance and enoble scientific meetings with a
suitably chosen poem in the printed proceedings. This has become more, rather than less,
acceptable -- to the point that poems are now actually used within the body of texts or to
summarize arguments. Thus Kenneth Boulding, a key figure in peace research, economics, and
general systems research, chose (and was allowed) to summarize the proceedings of a United
Nations University symposium on complexity by a poem -- each verse describing the
contribution of a participant (S Aida (et ai, 1985). His wife, Elise Boulding, of equivalent
renown, chose to introduce her report on a working group of the World Futures Studies
Federation (Rome, 1976) with a song.
Canadian environmentalist, Christian de Laet (1982), as a consultant in the drafting of the
Papua New Guinea environmental policy, ensured that it was written in poetic form (mixed with
symbolic and illustrative imagery). Hazel Henderson (1 991), in presenting paradigms "beyond
economics", chooses to include an Ode to the Life Force of her own composition. Of similar
persuasion, Stephen Marglin (1992), in presenting a formal funding proposal to an
intergovernmental meeting on the "greening of economics" used a "ditty" to emphasize the role
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of love. The BBC TV economist, Peter Jay, responsible for a weekly Money Programme,
summarized the financial developments of 1992 through a lengthy poem which he recited on
the Christmas broadcast. It was based on Lewis Carroll's Walrus and the Carpenter.
Development Alternatives. a New Delhi-based think tank on environmental policy, has released
two volumes of .. songs on the environment" on cassette
Wolfgang Dahlberg (1984) very courageously presented a university thesis for a doctorate in
philosophy written in German such that the tonal value of the words carried an additional level
of significance.
(h) Education and training mnemonics
In many fields of human activity mnemonic word patterns, often in poetic form, are used to
facilitate learning. The film the Dirty Dozen, demonstrated their use in chant form in
coordinating a sequence of actions of a commando group. Harold Baum, Professor of
Biochemistry at Chelsea College (London) has edited The Biochemists Songbook (1982). The
songs, based on well-known tunes, are explicitly designed to enable students to remember
complex metabolic pathways. Lyrics and musical scores are given for 13 pathways -- few of
them with less than 10 verses. Recordings are also distributed on cassette.
Note that in all of the above the emphasis of the Beast is on using Beauty to further his own
institutional purposes -- however intrigued he may be by the inherent value of the qualities that
Beauty carries. To what extent can it be said that the Beast's perspective is touched and
informed by that of Beauty's? To what extent is she taken seriously? And what might that
mean?

3. OVERTURES OF BEAUTY
From within the world of poetry there are those who occasionally express concern as to
whether poetry matters to those outside it. But any criticism they voice is naturally greeted by
a most vociferous defence on the part of the proponents of Beauty. An early example was
Edmund Wilson's Is Verse a Dying Technique? (1934). The challenge was rearticulated in
Joseph Epstein's Who Killed Poetry? (Commentary, 1988). Wilson blamed historical forces,
whereas Epstein focused on poets themselves, the institutions they helped create, and notably
the creative writing programs. Both have been vigorously attacked by poets themselves.
Much more recently, it has been the former marketing executive Dana Gioia who has aroused
considerable controversy, notably through a book entitled Can Poetry Matter? (1993). As an
author of widely praised books of poems, he speaks with authority -- but from outside the
academic institutional culture in which poetry currently thrives in America.
'(a) Challenge to the subculture
Gioia accuses poets in America of having developed into an isolated subculture content to
communicate with each other. Thus: "the energy of American poetry, which was once directed
outward, is now increasingly focused inward. Reputations are made and rewards distributed
within the poetry subculture" (p. 2). And: "Over the past half century, as American poetry's
speciaiist audience has steadily expanded, its general readership has declined" (p. 2)
He is often brutal in his assessment: "Like subsidized farming that grows food that no one
wants, a poetry industry has been created to serve the interests of the producers and not the
consumers. And in the process the integrity of the art has been betrayed. Of course, no poet
is allowed to admit this in public. The cultural credibility of the professional poetry
establishment depends on maintaining this hypocrisy" (p. 10). And again: "Most editors run
poems and poetry reviews the way a prosperous Montana ranches might keep a few buffalo
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around -- not to eat the endangered creatures but to display them for tradition's sake" (p. 4)
(b) Isolation from public life
Like others before him, Gioia sees poets and poetry as increasingly separated from the general
reader and the concerns of society. Thus: "Even if great poetry continues to be written, it has
retreated from the center of literary life. Though supported by a loyal coterie, poetry has lost
the confidence that it speaks to and for the general culture" (p. 6). Also: "poets and the
common reader are no longer on speaking terms" (p. 10). And: "public skepticism represents
the final isolation of verse as an art form in contemporary society" (p. 11)
Gioia notes that with few exceptions, poetry is essentially unrelated to any collective
enterprise: " Without a role in the broader culture, however, talented poets lack the confidence
to create public speech. Occasionally a writer links up rewardingly to a social or political
movement. ... But it is difficult to marry the Muse happily to politics. Consequently, most
contemporary poets, knowing that they are virtually invisible in the larger culture, focus on the
more intimate forms of lyric and meditative verse" (p. 11).
Of course there are contrasting views, such as those of Neil Astley, founder of the UK poetry
publishing house Bloodaxe Books that has an anti-metropolitan, anti-establishment bias. In his
view, to be one of their poets: "means that you are emotionally tough, you have an intellectual
grasp of the world and that you are in touch with the social realities of the 1990s... We don't
publish much landscape poetry. " (Guardian, 11 August 1993).
(c) institutionaiization of poetry
Whilst noting the manner in which poetry has thrived in a formal academic setting in America,
Gioia deplores some of the consequences: "... the engines that have driven poetry's institutional
success... have unwittingly contributed to its disappearance from public view" (p. 2). As in
other academic disciplines, the "publish-or-perish" syndrome holds sway: "Poets serious about
making careers in institutions understand that the criteria for success are primarily quantitative.
They must publish as much as possible as quickly as possible" (p. 9). "Society suffers by
losing the imagination and vitality that poets bring to public culture. Poetry suffers when
literary standards are forced to conform to institutional ones" (p. 14)
Whereas it might be expect that poetry would offer insights into ways of reframing institutional
initiatives in a society whose survival is so dependent upon them, in effect poets have become
resigned to existing only in and for their subculture. As a consequence: "... institutions have
changed the social identity of the poet from artist to educator. In social terms the identification
of the poet with teacher is now complete" (p. 13)
Within the literature departments of universities, writers and literary theorists are often openly
at war. "Isolated even within the university, the poet, whose true subject is the whole of
human existence, has reluctantly become an educational specialist" (p. 14)
(d) Why poetry matters
Gioia frames the key questions: "But why should anyone but a poet care about the problems
of American poetry? What possible relevance does this archaic art form have to contemporary
society?" (p. 19)
In an initial response he suggests that: "In a better world, poetry would need no justification
beyond the sheer splendor of its existence....Aesthetic pleasure needs no justification, because
a life without such pleasure is not worth living" (p. 19). This suggests the challenge: "How
does one persuade justly skeptical readers, in terms they can understand and appreciate, that
poetry matters?" (p. 19)
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One might ask whether, phrased in this way, the questions do not preclude other kinds of
answer. Is the question really just about "poetry" as a product which is being rejected by
potential consumers? Are there not other insights to be obtained by focusing on "poetry
making"? The fact that so many are attracted to creative writing classes and that so much
poetry is produced in a materialist society does indicate that other processes are at work. At
least poetry and poetry-making have an important psychotherapeutic function for the individual.
Does this not suggest that it may have an analogous function for society as a whole? It
perhaps this aspect that needs to be clarified.
For Gioia one starting point in establishing the relevance of poetry, at least for the individual,
is a verse from William Carlos William: "It is difficult / to get the news from poems / yet men
die miserably every day / for lack / of what is found there ". But despite the vigour of his
criticism, Gioia's arguments in favour of poetry are weak and his remedies are only addressed
to the subculture he criticizes.
Gioia puts forward two reasons why the situation of poetry matters to the entire intellectual
community. Firstly: "A society whose intellectual leaders lose the skill to shape, appreciate,
and understand the power of language will become the slaves of those who retain it -- be they
politicians, preachers, copywriters, or newscasters" (p. 20). He cites George Orwell: "One
ought to recognize that the present political chaos is connected with the decay of language... "
and argues that "one is hard pressed to imagine a country's citizens improving the health of
its language while abandoning poetry" (p. 21). He fails however to identify how poetry can
improve the quality of the language, but above all he fails to identify the special role of poetry
in sharpening 'lvhat language is used for. It then becomes too easy to obscuie fundame-ntal,
technical points about the cognitive power of language (which are as yet poorly appreciated)
by vague and superficial arguments about "the power of language" (notably as demonstrated
by those with rhetorical skills).
Gioia's second reason is that poetry is not alone among the arts to find itself in an increasingly
marginal position as well as isolated from other arts (p. 21). This appears to be little more than
a plea for solidarity among all arts in the face of the fragmentary tendencies of modern society.
As such it merely raises the broader question as to the role of the arts in responding to the
challenges of contemporary society.
Gioia concludes that educational institutions have codified the conventions that guide creation,
performance, instruction, and analysis. "These conventions may once have made sense, but
today they imprison poetry in an intellectual ghetto. It is time to experiment, time to leave the
well-ordered but stuffy classroom, time to restore a vulgar vitality to poetry and unleash the
energy now trapped in the subculture. There is nothing to lose. Society has already told us that
poetry is dead. " (p. 23)
(e) Poetry and corporate life
Of relevance to the argument of this paper, Gioia also studies "a curious collection of modern
poets who were also businessmen -- a group whose very existence no scholar has previously
noted" (p. 133). He himself is a management executive. The group includes: Wallace Stevens
(insurance), T S Eliot (banking), Edmund Ciarence Stedman (stockbroker), Richard Eberhart
(director), L E Sissman (advertising), A R Ammons (salesman).
Gioia concludes however: "The facts, as they exist, point toward an almost absolute separation
between their business careers and imaginative lives" (p. 134). He notes that, even for those
who spent most of their working lives in corporate offices, none of them has seen it as an
experience that is fit to write about (p. 111). Eliot spent the most productive decade of his life
as a poet working in the international department of L1oyd's Bank of London (p. 114).
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For American poetry, the business world according to Gioia is characterized by "tedium,
isolation and impersonality". "Business does not exist in the world of poetry, and therefore by
implication is has become everything that poetry is not -- a world without imagination,
enlightenment, or perception. It is the universe from which poetry is trying to escape.... Our
poetry, in short, seldom deals directly with the public institutions that dominate American life,
or with situations that increasingly typify it. " (p. 114).
Whilst Gioia's points are to be welcomed, there is another to which he does not address
attention. There is an important distinction to be made in corporate life between implementing
policies by executing decisions and the process of policy-making itself. As in the military world
from which so much of management theory is inherited, much creative thinking is involved in
"grand strategy" including: the selection and positioning of forces, balancing a variety of
seemingly incommensurable factors (whether quantitative or qualitative), as well as issues of
timing, morale and image. It should not be forgotten how closely linked strategic notions are
to philosophy and poetry, notably in Chinese and Japanese traditions.
Some of the poets named by Gioia were indeed directors and "vice-presidents", presumably
with policy-making functions, but others were clearly executors of decisions made elsewhere.
More to the point, to what extent did any of them have experience of the creative dimensions
of policy-making and business life -- as opposed to those they might more legitimately
experience as tedious and uncreative?
Gioia notes that: "Few ciitics... "vvill be conceiried about the abserlce of business from ,uDder,']
American poetry" (p. 119). And: "Too many critics have expressed a sort of innocent
amazement that businessmen could actually write poetry, not to mention good and even great
poetry" (p. 124). There are however aspects of corporate and public life which call for a level
of creativity and sensitivity that is little different from that of poets. Throughout the ages,
people in public life at the highest levels of responsibility have expressed themselves in poetic
form (V S M de Guinzbourg, 1961). The responsibilities in large corporations exceed by far
those of the past. Many would be surprised at the private sensibilities of such people. It is for
example noteworthy that the Director of the Department of Organizational Behaviour at the
Weatherhead School of Business (Case Western Reserve University) is given to reciting his own
poems during academic meetings.
Broadening the scope of his argument, Gioia continues: "The inability of these businessmenpoets to write about their professional worlds is symptomatic of a larger failure in American
verse -- namely its difficulty in discussing most public concerns. If business is nonexistent as
a poetic subject, there is also a surprising paucity of serious verse on political and social
themes. Not only has our poetry been unable to create a meaningful public idiom, but it even
lacks most of the elements out of which such an idiom might be formed" (p. 126-7). But again
one might usefully distinguish between the thematic issues dealt with by policy-makers and
the more creative, technical and experiential issues of how policy-making is done -- especially
by an entrepreneur working "by the seat of his pants". Intuition is increasingly of concern to
managers and its relevance is the subject of a number of recent books (Rowan, 1986; Le
Saget, 1992).
(g) Poetry in a divided world
This is the heading for a review by Henry Gifford (1986) from a primarily European perspective.
This demonstrates the importance of poetry to peoples under appalling conditions of repression
and impoverishment -- in contrast with American society. He quotes Czeslaw Milosz, with
respect to the Nazi occupation of Poland: "when an entire community is struck by misfortune,
poetry becomes as essential as bread". Milosz also recorded that following that period it was
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not unusual for 150,000 copies of a book of poems to be sold out in a few hours.
Gifford points out that through Osip Mandeslstam in particular "a tradition of public
responsibility, long established in Russian literature, was brought to a new focus. " lVIandelstam
is renowned for his statement that "Poetry is power". Whilst the understanding of the poet's
role and depth of commitment are not unique to Eastern Europe, Gifford points out there is a
distinct difference between the metaphysical terror articulated by some poets in isolation and
the physical terror shared by poets of Eastern Europe with thousands.
From Gifford's perspective, poets respond to a divided world, in "a century preoccupied with
language, its ability to conceal thought, to set limits upon it, to hold a sometimes despotic
sway over minds, or to sink into a morass of ambiguities. With a growing awareness of the
subconscious, the irrational in human behaviour, and of language's complicity with these
forces, the coherence of life seems to have gone. " (p. 21).
This perspective could however be interpreted as only a kind of "holding action", now that the
centre no longer holds. Thus Gifford places stress on the function of poetry in "bearing
witness". Virgil Nemoianu has stressed this conservative function. The arts, even when they
are revolutionary are essentially revolutionary only in their pursuit of tradition. From his
perspective, from Homer to Eliot, the voice of poetry has been one of regret, restraint and
scepticism, offering caution to the agitators, and comfort to the one who sees wisdom in
settled ways. In this sense the literatures of Europe have, in opposing the European idea of
progress, done much to ensure the survival -- and even, paradoxically, the true progress -- of
its culture.
And yet it is no wonder that Theodor Adorno expressed the belief that after the horror of
Auschwitz, poetry has become impossible to write. Bosnia would surely tend to reinforce this
perspective -- especially given the apparently perverted use of poetry by Serbian warriors. Is
poetry in a position to respond usefully in a world whose best intentions result in Bosnia?
In discussing the "international code of poetry", Gifford argues: "We seek from the past more
than political understanding, or the meaning of national identity... What can be found in the
poetry of earlier generations.. .is a safeguard and a promise. There is in genuine poetry a depth
of moral awareness, of involuntary truth, and a capacity to set human experience where it can
be judged without special pleading or undue harshness. Poetry achieves this by a process of
reconciliation and acceptance (not the same thing as capitulation): a reconciliation with the
limits of what is possible for human beings, an acceptance of community. " (p. 90).
For Gifford, poetry is vitally important and indispensable for a number of reasons: "for its
unrivalled power of recall, which enables it to bring into the present and project into the future
truths of feeling attained perhaps three thousand years ago; for its intimacy with every phase
of our long developing and changing culture; and above all for its power of self-correction. " (p.
94). He concludes: "If the poetic word were to be silenced, despotism and emptiness would
rule everywhere. " (p. 96).
But is "reconciiiation and acceptance" aii that poetry has to offer?

Ch) liberation poetry
Also in striking contrast to the American situation presented by Gioia is that of liberation
poetry, whether in Eastern Europe or in Africa. In a study of ideology and form in African
poetry, Emmanuel Ngara (1990) concludes that: "effective communication is not simply a
question of craft. The significance and appeal of poetry is partly determined by its relevance
to human life. Thus, poetry has a social function, and for the poet to be able to cry the cry of
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humanity he or she must strive to keep harmony between poetry and life.... For those involved
in the struggle for social justice... the poet should engage in practical action of some sort, for
through action the poet will become part of the world of the oppressed, the poor, the
dehumanized. Through the action of its creator poetry will be able to speak to humanity and
to have a profound meaning. " (p. 200)
Ngara continues: "the revolutionary poet must keep searching for a genuine aesthetics of
liberation.... And how does the poet contribute to the liberation process? Is the poet a party
propagandist or is he or she concerned with promoting new and progressive forms of social
consciousness? How does the poet achieve the goal of raising readers' social consciousness?
By resorting to open didacticism or by leading the reader gently by the hand to an awareness
of new possibilities in social relationships and people's potential?" (p. 200-1)
(i) Product or process: the challenge of how?
Whether from the American perspective of "poetry in policy-making" or a Marxist form of
"poetry in politics" one might ask whether the skills of and insights from poetry are not of
greater relevance than is comprehended within the world of poets. Articulating the quality of
better times past, or those hoped for in the future, by contrast with the suffering of the
present, is not enough. Many of the values expressed by poets of the past have been embodied
in the declarations, treaties and programmes of international organizations. There is widespread
consensus on the need to do better. But as Bosnia has demonstrated, the "how" eludes both
political leaders and their academic advisors -- despite the degree to which many have been
touched by the tragedy through the media.

Why have poets never addressed the how? Why have they never explored the relevance of
their skills and discipline to bringing about any "new world order"? Wishing and deploring are
not enough. Politicians have demonstrated considerable skill in deploring and resolving. It is the
"how" that has proved so elusive in complex situations like Bosnia where many factors are in
balance and there is a need to reframe the situation through new images that empower in new
ways. The protests of anti-establishment poets may continue to be necessary, but they are not
sufficient. Poets have more to offer.
Perhaps what is required from poets is their discipline and not their product? It could therefore
be much less a question of whether poetry is "appreciated" or used to "raise consciousness"
and much more a matter of how desperately insights from the discipline of poetry-making are
needed in the present crisis of policy-making -- beyond the cosmetic or "educational"
possibilities. Even when the need for "liberation" is recognized, the challenge is whether the
remedies can be made more acceptable than the problems remedied. This has been the tragedy
of "liberated" Africa. Ironically such a contribution from poetry to the qualitative improvement
of policy would not be so startling within Chinese and Japanese cultures of the past.

4. VOICE OF THE MATCHMAKER
Is there even the faintest recognition in our times of the need to make use of poetic disciplines
in response to the challenges we face? Surprisingly there is. The recognition comes from those
who recognize the limitations of scientific disciplines in dealing with the complexity of the
wor,ld problematique -- and specifically with the limitations of the human mind, or of any
particular language, in comprehending and encompassing the subtle dimensions amongst which
a dynamic balance needs to be maintained.

For example, the biologistlanthropologist Gregory Bateson, in explaining why "we are our own
metaphor", pointed out to a conference on the effects of conscious purpose on human
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adptation that:
"One reason why poetry is important for finding out about the world is because in
poetry a set of relationships get mapped onto a level of diversity in us that we don't
ordinarily have access to. We bring it out in poetry. We can give to each other in poetry
the access to a set of relationships in the other person and in the world that we are not
usually conscious of in ourselves. So we need poetry as knowledge about the world
and about ourselves, because of this mapping from complexity to complexity. " (Cited
by Mary Catherine Bateson, p. 288-9)
Ca) Quality vs. Complexity
As noted above, policy-making and management are faced with a CriSIS of impotence,
incompetence and gridlock. This has been explored in many ways by numerous authors.
Yugoslavia and Somalia are only the most publicized examples. The failure to respond
creatively to the needs of the former socialist countries is another. The challenge of
unemployment is yet another.
Of course there are many highly publicized efforts at "restructuring" institutional systems,
including reforming the United Nations. Many conferences are now held on enhancing the
"quality of life", of which the 1992 Earth Summit was the most important. The "dismal
science" of economics even has its reformers that are endeavouring to quantify the value of
quality (United Nations Research Institute on Social Development, 1991). Creativity has long
been la mode in seminars for corporate executives. Whilst effective in "cost cutting", such
initiatives fail to disguise an abysmal lack of imagination in collective response to the conditions
of physical suffering or psychic alienation in which many are plunged.

a

One response to this general challenge has been the focus on the science of complexity as a
development of earlier concern with systems research and cybernetics. There remains the hope
amongst certain academic elites that computers can be used to model the richness of society
in order to guide policy-making at the highest level. Unfortunately this initiative is based on the
naive belief that voters will have equal confidence in approaches that are essentially
quantitative and which are in no way influenced in their design by the qualitative dimensions
that make life worth living. It is also believed that leaders will themselves be able to grasp
policies of appropriate subtlety and will be sufficiently empowered to implement them. As
before, quality is only honoured to the extent that it is quantifiable, and it is hoped that leaders
will be adequate to the task. Quality is increasingly emerging as incompatible with complexity - given the simplistic nature of institutional responses.
At the Sante Fe Institute (USA), specifically established by the best and the brightest to
explore with mathematical rigour the science of complexity in the light of chaos theory, the
director oftheir first economic initiative (1987-89), W Brian Arthur notes: "Nonscientists tend
to think that science works by deduction. But actually science works mainly by metaphor. And
what's happening is that the kinds of metaphor people have in mind are changing.... Instead of
relying on the Newtonian metaphor of clockwork predictability, complexity seems to be based
on metaphors more closely akin to the growth of a plant from a tiny seed, or the unfolding of
a computer program from a few lines of code, or perhaps even the organic, self-organized
flocking of simpleminded birds. " (Waldrop, 1992, p. 327 and 329; see also p. 149)
Arthur indicates that the institute's role is to look at the ever-changing river of complexity and
to understand what they are seeing. "So we assign metaphors. It turns out that an awful lot
of policy-making has to do with finding the appropriate metaphor. Conversely, bad policymaking almost always involves finding inappropriate metaphors. For example it may not be
appropriate to think about a drug 'war', with guns and assaults. So, from this point of view,
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the purpose of having the Sante Fe Institute is that it, and places like it, are where the
metaphors and vocabulary are being created in complex systems. " (Waldrop, p. 334)
Ironically, the process of articulating such understanding with mathematical "rigour"
necessarily has to be contrasted with the "mere" metaphors from which such understanding
derives. When articulated in a rigorous computer simulation, the simulation may be recognized
of greatest value as a new metaphor (Waldrop, p. 334), precisely because it is an abstraction
of limited relevance to understanding the real complexities of current social concerns.
(b) Autopoiesis and self-organization
Fundamental to some of this research however is concern with the emerging theory of selforganization. Although the social implications are far from having been fully investigated, it is
clear that there is a movement towards understanding how organization emerges and becomes
coherent -- quite differently than if order is imposed by a leader in the conventional manner.
How does an organization compose itself?
There are real challenges here to existing practices. The present approach is to articulate
organizational programmes using point-by-point agendas, supported by linear text reports (often
of great length). Selected key points may be repackaged by communications specialists in
press communiques to attract external support. Such programmes are then implemented
through hierarchies of departments. In more enlightened bodies there may then be some
endeavour to ensure "popular participation". The European Community has been especially
challenged by this need since 1992.
Although there is no "self-organization" in this process, it may be argued that the "networking"
reaction to such approaches is in many respects self-organizing. Unfortunately, as a reaction,
it has gone to the other extreme. There tends to be little patterning in the organization of the
networks that have emerged over recent decades. They too have proven inadequate to the
collective challenge. It might be argued that hierarchical structures are poor carriers of quality
because of their simplistic linearity -- hence their essentially monontonous quality. The current
approach to networking has however led to structures that are so amorphous that the qualities
they may well carry cannot be adequately contained or brought to any focus. They are too
chaotic.
Living systems, including social systems, are too far from thermodynamic equilibrium to persist
indefinitely in their environment. They become able to maintain themselves over time when
they develop the capacity to replicate the structural pattern on which they are based. This selforganizing or self-producing ability has been termed" autopoiesis", from the Greek for "selfcreating". Humberto R Maturana and Francisco J Varela (1980, 1987) define an autopoietic
system as one in which a network of interrelated component-producing processes such that
the components in the network generate the same network that produced them.
The relevance to strategic planning has been noted by Erich Jantsch (1980): "Strategic
planning creates a mental non-equilibrium structure with fluctuations fed into it deliberately to
trigger further evolution in one or other direction. And above the strategic level, there is the
policy level at which the dynamics of the system in question (eg an industrial corporation) is
viewed in the context of an all-embracing socio-cultural dynamics. And even higher is the level
of values which is no more subject to rational elaboration but always plays a decisive and
guiding role, whether implicitly or explicitly. " (p. 266). His remarkable synthesis continues with
chapters on artistic creativity, but without explicitly linking this to policy-making.
Of course "poiesis" or "poesis" is also the Greek term for poetry. This suggests a fundamental
understanding of organization in all its forms which is to be associated with those qualities of
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poetry which have been systematically excluded from everything associated with policymaking. Questions of "self-organization" are now at the cutting edge of all studies of
complexity in social systems from which some hope to derive insights into developing policies
for their control. Thus lIya Prigogine was awarded the Nobel Prize for insights into the way in
which self-organization depended on self-reinforcement, namely the tendency for small effects
to become magnified (rather than dying away) when conditions are right. The insights from the
poetic dimensions have however been ignored -- and yet does not much of the skill of the poet
lie in achieving analogous effects at the level of understanding? Is this not a reason for which
poetic effects continue to remain memorable?
(c) Systems of knowledge: Techne vs Episterne
The United Nations University WIDER group has recently explored the challenge of dominant
systems of knowledge {F Apffel Marglin, et all to the processes of modernization and
development. In presenting a new research programme on the "greening of economics", a key
representative, Stephen Marglin, argues that: "the focus is on the difference between practice
and ideology. Practice always involves a combination, synthesis, even tension between
different systems of knowledge, between... techne and episteme. Techne (or T-knowledge) is
embedded, contextual knowledge based on intuition, authority, and above all experience.
Episteme (or E-knowledge) is disembedded, super-contextual knowledge based, in the West,
on the discovery of acceptable first principles and logical deduction from these first principles. "
However: "Notwithstanding the complementarity in practice, the Western ideology of
knowledge has elevated its E-knowledge to a superior position, to a point, in the extreme case,
tl7at T=kl'JOllv'ledge is not orlly regarded as inferior knot,vledge, but as no kno'rA-Iledge at all.
Except to the extent that T-knowledge can be justified by E-knowledge, it remains superstition,
belief, prejudice. "
Criticizing the reliance of economists on E-knowledge, Marglin asserts: "under conditions of
uncertainty, decision makers do not and cannot mobilize the apparatus of calculation and
maximization. Without something to peg probabilities on, individuals necessarily fall back on
quite different methods -- on intuition, conventional behaviour, authority -- in short, on a
different system of knowledge from that which drives maximizing behaviour. "
He then continues: "It should be clear from the foregoing that the greening of economics is to
some extent metaphorical, that it includes more than an ecological dimension, central as the
ecological dimension is to this project. ... The various notions of greening nourish one another.
Thus this project is conceived as a dialogue, or rather a series of overlapping dialogues. "
But despite this concern with metaphor, and the expressed need for overlapping dialogues
between themes which would not be foreign to poetry, it might be asked whether such an
initiative is not trapped by a form of knowledge that it sets out to transcend. The critique
projects all that E-knowledge lacks into a poorly understood T-knowledge that is reduced to
a form which excludes much that poetry stands for -- or leaves it implicit in broader
interpretations of T-knowledge. There remains the unexplored possibility that in the above
terms only a third, mediating, form of knowledge, namely poesis (or P-knowledgel, can provide
the degree of continuing renewal and creative balance without which genuinely qualitative
efforts at "greening" can be rendered sustainable -- rather than simply "technically" feasible.
It might be argued that this is an important reason why so many cultures have cultivated this
latter form of knowledge.
Anne Buttimer (1983) introduces this notion of poesis into a four-fold classification of
professional roles in relation to planning or government service: Logos (promotion of analytical
rigour and theory building); Ergon {practical application of discipline to solution of social and
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environmental problems); Paideia (teaching and documentary work); and Poesis (evolving a
sense of place, meaning of landscape and civilization). Clearly Logos and Ergon relate to Eknowledge and T-knowledge respectively.
(d) Cycles and Phasing
In response to complexity, the policy and management sciences are increasingly obliged to
structure their initiatives and programmes into phases over time. "Five Year Plans" are now
common, as are multi-phase programmes, notably in complex construction projects. Businesses
and national economies are increasingly concerned with the ways that they may be affected
by business cycles. There is renewed concern with long-period cycles of natural and social
processes (Mallmann, 1993). The adaptation of mathematics to the study of cycles of social
significance is now being undertaken (Mushakoji, * *). Accompanying this trend is the tendency
to develop multi-track programmes in which complementary tasks are undertaken in parallel - with such tracks converging and combining to achieve the final objective. Special computer
tools (such as PERT) are used to visualize and modify the relationships within such complex
pathways.
It is possible to look at classical Chinese approaches to strategies of change in terms of
"sustainable policy cycles" (Union of International Associations, 1991) -- even though they
were originally formulated in poetic and metaphoric form.
It is tempting to see such articulations as complex patterns of associations which might
otherwise be of significance to poets or musicians.
(e) Cognitive function of metaphor
Since the 1970s there has been an explosion of interest in the role of metaphor in all areas
(Van Noppen, 1985, 1990), but especially in the language of disciplines (Dirven, 1984). It is
no longer considered merely a matter of rhetorical flourish or poetical imagination (Ortony,
1979). Robert Nisbett (1969) states: "It is clear from many studies of the cognitive process
generally, and particularly of creative thought, that the act of thought in its more intense
phases is often inseparable from metaphor -- from that intuitive, iconic, encapsulating grasp
of a new entity or process." E L Doctorow (1 977) has even argued that: "The development
of civilizations is essentially a progression of metaphors". In a similar vein, Gibson Winter
(1 981) argues that: ".. if the present age faces a crisis of root metaphors, a shift in metaphors
may open new vistas of human possibilities. "
Lakoff and Johnson (1 980) argue that our conceptual system is fundamentally metaphorical.
The give such examples as: argument as war (resulting in indefensible claims; attacking an
opposing view) and spatialization (happy and health as up, with sad and sick as down). These
are domains in which poets are most skilled.
Metaphors are used to get a conceptual handle on complexity, notably in physics (Jones,
1983). They have a major role in psychoanalysis and psychotherapy (Gordon, 1976; Hillman,
1983). Educators make extensive use of metaphor, building on its traditional role in religion.
Elise Boulding (1988) has explored its educational uses in relation to the "imaging capacity"
required to build the future. Metaphor is fundamental to skilful advertising and image building,
notably in politics (Miller, 1979). It underlies discussion of organizational cultures and their
ability to innovate (1986). In that respect metaphor or guiding imagery (Ieitbild in German) is
also vital to technological development (Dierkes, 1988; Romanyshyn, 1989; Rogers, 1990).
(f) Organizational science in a postmodern context

Kenneth Gergen, concerned with the dilemmas of identity in contemporary life (1991), sees
the future of organizational science in the following terms: "the most significant and potential
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powerful byproducts of organizational science are its forms of language -- its images, concepts,
metaphors, narratives and the like. When placed in motion within the culture, these discourses
may -- if skilfully fashioned -- be absorbed within ongoing relations. Such relations thereby
stand to be transformed. Not only does this place a premium on reflexive critique within the
profession... but it also invites the scientist to enter the process of creating realities.... Rather
than "telling it like it is, " the challenge for the postmodern scientist is to "tell it as it might
become. " Needed are scholars willing to be audacious, to break the barriers of common sense
by offering new forms of theory, of interpretation, or of intelligibility. " (Gergen and Thachankry,
1993)
These concerns are shared by sociologists David Cooperrider (1987) and Suresh Srivastva
(1988, 1990)
(g) Metaphor and policy-making
The consequences of implicit metaphors for policy-making are just beginning to be explored
(Judge, 1988, 1993). In a key paper, Donald Schon (1979) argues that the essential difficulties
in social policy have more to do with problem setting than with problem solving. For him: "the
framing of problems often depends upon metaphors underlying the stories which generate
problem setting and set the direction ofproblem solving. " In a much cited example he contrasts
a housing problem where slum areas were defined as a "blight" or "disease" with one in which
they were perceived as "natural communities". Using the medical metaphor the former justifies
use of radical "surgery" to excise the blight, whereas the other calls for ways of enhancing the
life of those communities.
A metaphor thus provides a framework of credible associations that increases the probability
that relationships in other domains will be conceived according to that pattern, rather than
another. The potential of generative metaphor in relation to problem-setting and social policy
has since been explored by others (14). It has been associated with the question of framing,
reframing, and the frame conflict underlying controversy (1 5). Metaphor has major implications
for knowledge representation in artificial intelligence because of its use in refining ontologies
(16) .

Increasing interest in the role of imagination in the creation of present and future realities relies
to a high degree on the use of metaphor (1 7). The envisaging process may be triggered by
guided fantasy or the appropriateness of a newly encountered metaphor.
(h) Mathematics and poetry
There have been efforts to explore the mathematical principles underlying aesthetic
appreciation. Their interest is usually thought to lie in either "explaining" the attraction of art,
or as a means of developing new approaches to aesthetics, most recently with computer
assistance. But of greater relevance to the theme of this paper are the implications of such
insights for the articulation of subtler scientific hypotheses and forms of social organization.
Any "new world order" will be based on some principle of organization, beyond the simple
hierarchy or the complex network. To be coherent and comprehensible it must necessarily
embody aesthetic principles. Such an order will have to be articulated through text, at least in
part.
It is interesting therefore to note the work of the Romanian mathematician, semiotician and
systems scientist, Solomon Marcus (1973). His study of mathematical poetry reviews the
distinctions between mathematical and poetic discourse and endeavours to model them. He
analyzes poetic figures. There and elsewhere he explores the role of metaphor in articulating
scientific insights. Such explorations are a valuable groundwork for exploring the relevance to
policy-making -- on which he has also produced a number of studies.
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The Russian mathematician V V Nalimov (1982), in a striking interdisciplinary synthesis ranging
across the arts and the sciences, discusses the use of metaphors in relation to the construction
of mathematical models in the case of the softer sciences. He argues: "1 believe that the
difficulties of constructing mathematical models may be largely explained by the fact that
biologists and psychologists try to construct them in order to obtain a literal, mechanistic
interpretation of phenomena. This is what happened in early physics. " (p. 38). But he points
that E H Hutten (1956) demonstrated that the mathematical models of modern physics are
metaphors.
Nalimov then raises the question as to whether "we can say we know something which we
have been unable to put into words" (p. 39). He concludes: "1 believe that we can if the
scientific concept turns from a familiar scientific term with a rather unambiguous meaning into
an extremely semantically polymorphous symbol with a metaphorical flavour. A word, a sign
of our language, is contrasted here to a symbol since these two notions are not completely
synonymous.... Constructing such models turns into a kind of art: the modeller must become
a symbolist-poet. He creates a model-symbol by means of which he does not so much actually
describe the phenomenon as consider it from a new angle. The model proves to be nothing
more than a hint. It makes use of the ability inherent in people from the days of yore to control
their consciousness through symbols" (p. 39). From such a perspective, how different is
poetry-making from the construction of policy models -- when these seek to deal more
effectively with social intangibles?
(i) Poetics of scientific hypothesis formation
Gera!d Ho!ton (1973; 1978) was an early explorer of the question of the "thematic imagination
in science" as a factor in hypothesis formation. More recently, under the heading In Favor of
a Poetics of Hypothesis, Fernand Hallyn (1990) uses the work of Copernicus and Kepler to
demonstrate the role of poetics in scientific hypothesis formation. He investigates the cultural
problem of hypothesis formation, and why certain facts and not others are used in support of
a particular theory. He is not concerned with the logical form of theories, nor their truth value,
but rather the way in which hypotheses are established as such.

Hallyn argues that it is the "moment" that Charles Peirce called abduction, encompassing "all
the operations by which theories and conception are given birth," that poses the greatest
problems for both epistemology and the history of science. The establishment of a new
hypothesis remains an enigmatic moment. Once it has effectively become the basis for a new
conceptual language the poetics of hypothesis formation then gives way to the epistemology
and history of science.
The epistemology of logical positivism focuses on the form of theories once they are
established. The activity by which a theory was established is then relegated to a prelogical
stage situated outside the scientific enterprise properly speaking. For Carl Hempel, the way in
which facts are selected and combined to establish a particular hypothesis depends on previous
hypotheses and involves the play of the imagination in an indefinable act of creativity. Karl
Popper invokes literary or artistic intuition: hypotheses are "free creations of our own minds,
the result of almost poetic intuition, of an attempt to understand intuitively the laws of nature"
(1972, p. 192). Haiiyn reviews other approaches to abductioil, especially the work of Gaston
Bachelard (1964) and Gerald Holton (1978) on "presuppositions", noting their inadequacies.
Hallyn (1990) stresses his intention not to call the study of abduction a poetics in the
Aristotelian sense of a system of normative rules, "but rather in the sense that one speaks of
the poetics of Racine or Baudelaire, namely to designate a collection of choices made at
different levels (style, composition, thematics... ) by an author or group" (p. 14). For Hallyn this
comes down to what Umberto Eco (1990) calls "the plan for shaping and structuring the
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work".
An important aspect of this poetics is tropology in which metaphor is the trope most frequently
cited in connection with abduction. Hallyn notes the recognition of the link between metaphor
and model, including Max Black's suggestion that a model is nothing more than the explanation
of a metaphor (1977). He points to Michel Meyer's affirmation that the first level of scientific
activity through which a hypothesis is inferred is governed by a form of logic which resides in
the making of metaphors (1979).
Hallyn refers to the recent study of Dedre Gentner (1 982) which concludes that scientific
analogy and literary metaphor are "more alike than different". The differences are of degree,
orientation, and coherence, not composition. The key difference lies in the "assimilation" of
things to the subject in the literary case, as compared with the subject's "accommodation" to
reality in the other. The former tends to subordinate the environment to the organism as it is,
whereas with the scientific trope the subject aims to subject himself and others to the
constraints that the object is supposed to impose on all. The metaphor used then aims to
supplant the language pattern that it opposes (p. 31).
He uses Michel De Coster's (1978) differentiation of the status of metaphor:
a discursive status, when the purpose is to enlighten, persuade or explain;
a methodological status, when it has a heuristic function; and
a theoretical status, linked to a vision of the world that poses a priori the existence of
a real analogy.
It is the tvv'O latter types which belong in the poetics of the hypothesis.
Hallyn demonstrates the achievement of Copernicus through a tropological operation. The
requirement for symmetry, already widespread in Renaissance art, was transposed through
metaphor. "The replacement takes the form of metonymy when it is necessary to reconceive
the empirical data; it corresponds to synecdoche when attention turns to theoretical elements.
Thus a metonymic operation makes it possible for the empirical perception of the sun to be
interpreted as an effect replacing its cause (the earth's motion). In the physical theory... a
synecdoche of a part of the whole comes into play when Copernicus replaces the totality of
the universe with celestial bodies taken individually... " (p. 283)
(j) What is meta for?
The theme of metaphor runs throughout the work of anthropologistlbiologist Gregory Bateson.
In preparing his final book, the author of Mind and Nature: a necessary unity, became aware
that the unity of nature he had been affirming might only be comprehensible through the kinds
of metaphor familiar from religion (p. 2). From this perspective there were strong and clear
arguments for the necessity of the sacred, and these arguments had their base in an
epistemology rooted in improved science (p. 11). What is referred to as the "sacred" is in this
sense a way of coping with certain epistemological problems (p. 86). He argues that "metaphor
is not just pretty poetry, it is neither good nor bad logic, but is in fact the logic upon which the
biological world has been built, the main characteristic and organizing glue of this world of
mental process... "(p. 30). For him formal logic rejects as invalid the metaphorical connections
that are so pervasive in the natural worid (p. 144).

In a posthumous summary of his work on this point, in a chapter entitled So What's a Meta
For?, his editor (his daughter) states that he: "contrasts the general preference of biological
communication for metaphor with the human development of a system organized around nouns
set in subject-predicate relations. In metaphor, two complex propositions are set side by side
and, to some degree, equated -- the affirmation lies in juxtaposition. " (p. 188). His stress is on
the need to develop a mode of discourse appropriate to knowledge and decision making in the
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world of relationships (p. 190). "If we want to be able to talk about the living world (and
ourselves), we need to master the disciplines of description and reference in this curious
language that has no things in it but only differences and relationships. Only if we do so will
we be able to think sensibly about the matrix in which we live, and only then will we recognize
our affinity with the rest of that world and deal with it ethically and responsibly. " (p. 191)
He presents evidence "for the reality of very large mental systems, systems of ecological size
and larger, within which the mentality of the single human being is a subsystem. These large
mental systems are characterized by... constraints on the transmission of information between
their parts. Indeed, we can argue from the circumstance that· some information should not
reach some locations in large, organized systems to assert the real nature of those systems -to assert the existence of that whole whose integrity would be threatened by inappropriate
communication. " (p. 135) And again: "The mental world is vastly bigger than we are, but we
do have various 'tricks' that enable us to grasp something of its vastness and its detail. Of
these tricks the best known are induction, generalization, and abduction.... lt is this last step,
for which I use the term abduction, that is the glue that holds all science (and all religion?)
together. " (p. 174-5).
But because of the complexity and subtlety, this holding together can only be achieved through
maintaining appropriate barriers: "we must bear in mind the barriers that must be maintained
if the network of mind is to become richer and more complex, evolving towards something like
ecological climax, a semistable system of maximum differentiation, complexity, and elegance.
We look for contrast that develop or differentiate as sophistication increases. " (p. 175). For
him metaphor was the vital tool for thinking when faced with complexity and paradox.
His arguments are of importance to the contradictions and challenges of policy-making in the
large systems of concern to the international community, whether social or ecological. Drawing
upon contradictory and conflicting dramatic themes from myth he concludes: "It is not that one
or the other of these double phrasings is right, or that it is wrong to have such double myths.
What seems to be true is that it is characteristic of large cultural systems that they carry such
double myths and opinions, not only with no serious trouble, but perhaps even reflecting in the
latent contradictions some fundamental characteristic of the larger mentality. " (p. 141)
(k) Therapeutic metaphors
Bateson's work continues to be related to ongoing studies of cybernetic epistemology as in
Bradford P Keeney's Aesthetics of Change (1983). For example, Douglas G Flemons (1991),
uses Bateson (1972, 1979, 1987) and Keeney, plus insights from Taoism, in new approaches
to the relations between problems and solutions in therapy -- an early concern of Bateson's.
Flemons suggests that addiction and other social and ecological dilemmas stem from the belief
that distinctions such as hate and love, sickness and health, or problem and solution are
irreconcilable oppositions. He shows how such separations can be completed so that genuine
healing can occur in individuals, families, organizations, and ecologies. The stress on metaphor
continues and poetry is extensively used to illustrate the argument.
Aspects of the work of Bateson on language and metaphor have been extensively developed
by Richard Bandler and John Grinder (1982) (his students) and others into a training
programme for therapy and communication known as neuro-Iinguistic programming. The study
by David Gordon (1976) is perhaps the most explicit with regard to metaphor.
The school of archetypal psychology, and notably the work of James Hillman (1983) on healing
fiction and metaphor represents a quite distinct approach. Depth psychologist Andrew Samuels
(1993) has done much to relate outward political convictions to inner processes and journeys.
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(I) Light of the mind

In an unusual study, Arthur Zajonc (1993) explores the understanding of light down the
centuries. He shows that even with the latest advances of science, there are aspects to light
and the processes of perception that remain mysterious. He clearly shows from medical
histories that a healthy eye is not sufficient for vision. There is a special contribution from the
brain, effectively a "light of the mind" or of consciousness, which creates what is seen,
including patterns and colours.
What comes to the eye "objectively" is thus constantly challenged and moulded by what
comes from the eye "subjectively" to create the environment in which an individual dwells.
People in particular cultures may bring to the perception of colours constraints which transform
the spectrum of colours seen and the colour values attached to certain objects.
Zajonc's study offers many clues to ways of exploring the manner in which poetry may affect
the light of the mind and thus transform what is effectively seen. It explores the manner in
which the objective world that preoccupies policy-makers is intertwined with the subjective
world that preoccupies poets.
This perspective is confirmed in a an interdisciplinary study of perception entitled Perceiving
Ordinary Magic: science and intuitive wisdom in which Jeremy Hayward (1984) uses
Heidegger's argument that it is our knowledge of what is present (eon in Greek) and our ability
to describe what is in language, which have increasingly obscured eon from us. Existence
becomes inauthentic when people get caught up in the descriptions, taking these to be what
is. Thus for Heidegger (1968) : "Thinking is only thinking when it recalls in thought the eon
(what is present), that which this word indicates properly and truly, that is unspoken, tacitly. "
Hayward states: "When language and thought are in this way freed from their bondage to
description, they point beyond themselves to what is. This is poetry. And poetry is, therefore,
the highest, most human use of language. " (p. 50)
(m) Articulation of policy guidelines in poetic form
There is a long tradition of expressing wisdom concerning the future in poetic form, with or
without the appropriate policy responses. In the distant past this merges necessarily into
expression of religious and philosophic understanding. Sri Aurobindo noted that the rishis of
ancient India were knowers of the divine as well as kavis, poet-seers, who expressed the
eternal truths they intuitively grasped in poetic hymns that are now known as the Rigveda. The
voluminous collection of verses making up the Rigveda is divided into ten mandalas which may
be understood as song cycles. A mandala is thus to be understood as the synthesis of
numerous distinct elements in a unified scheme. Apparent chaos and complexity are simplified
into a pattern.
The musical allegories of the Rig Veda and of Plato, have been intriguingly analyzed by Ernest
G McClain (1978) as a coded expression of policy relevance. Thomas Cleary (1990), translator
of the Taoist classic the Huananzi, which he renders as The Tao of Politics states: "The book
of the masters of Huainan is a record of sayings on civilization, culture and government. More
detailed and explicit that either of its great forerunners, Lao Tzu's 'Tao Te Ching', and the
'Chuang-tzu', it embi8ces tlie full rar;ge af r;atural, social, and spiritual sciences encompassed
in classical Taoism. It links environmental husbandry, personal development, and sociopolitical
evolution into a comprehensive vision of human life. " (p. vii). These works, together with the
I Ching all served as sets of guidelines for imperial policy making. Like other Chinese guidelines
for action, they make use of poetic form in which metaphor plays a major role. In Europe the
quattrains of Nostradamus have been valued at the highest level over the centuries. This
approach continues with publication of such books as The Tao of Management by Bob Messing
(1989). The poetic text of the I Ching has been adapted as a metaphor for policy-making
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challenges (Union of International Associations, 1991).
It may well be asked whether the poetic form was deliberately used in order to conceal or
because any other literary mode would have been inappropriate. It is more interesting to
question whether the poetic mode enabled insights to be communicated which could not
otherwise have been communicated. It is possible that "proto-insights" could only be expressed
through metaphoric allusion, namely that over-definition was either impossible or inappropriate.
(n) Complementarity
This concept of fundamental importance to physics may be understood as the interrelationship,
completion or perfection brought about by one or more elements supplementing, being
dependent upon, or standing in polar opposition to another. The situation in quantum physics
has been considered a reflection of the application of an all-pervasive principle determining the
approach to the unity of knowledge exemplified by the wave/particle concepts of light.
Situations in psychology and biology also present equivalent complementary aspects.
It has been argued by De Nicolas (1978) that the Rig Veda requires four complementary
conceptual languages, rather than one, in order to convey the contrasting natures of its
meaning. The four languages then function as four spaces of discourse within which human
action takes place and from which any given statement in the text gains meaning. The
languages show the human situation within disparate linguistic contexts embodying different
ways of viewing the world. Complementarity in this sense is also vital in poetry to reflect
insights which cannot be adequately captured by single metaphors in isolation.
(0) Interwoven alternatives: resonance hybrids
Chemistry has had to develop a theory of resonance in order to represent certain kinds of
molecules. The normal state of such molecules can only be understood as a continuing
alternation between a set of complementary alternatives. The molecule is thus conceived as
resonating among the several valence-bound structures, or rather to have a structure that is
a resonance hybrid of perhaps five of these structures -- each of which is less stable than the
pattern of resonance as a whole.

It has been argued that as a metaphor resonance hybrids could well provide the key to the
conception, design and operation of coalitions of people or groups which could not cohere for
any length of time in one single form but could be stable if the coalition alternated between
several complementary forms. Underlying this possibility, the metaphor is also of interest to
the integration of incompatible perspectives, paradigms and policies without eroding their
distinctiveness in some simplistic compromise. It opens the way to more fruitful discussions
both about how alternation between the opposing answers characteristic of a complex society
can be improved and about the kinds of social structures that could be based upon such
patterns of alternation.
Patterns of resonance are of course fundamental to poetry-making.
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1. POETIC CONFIGURATION OF POLICY GUIDELINES

It is assumed here that any higher order of significance and coherence could only emerge if the
conventional obsession with "reconciling" policy differences, through reducing or eliminating
them, is resisted. The question is whether imaginative use of aesthetic skills can be used to
configure strong differences to create a larger pattern of order. It is then the aesthetic
properties of that pattern which hold essentially incompatible elements in relationship. This
relationship is then to be seen in terms of complementarity, both aesthetic and functional. It
is the aesthetic properties that ensure coherence and comprehensibility. It is the functional
properties which ensure appropriateness, social relevance and operational sustainability.
But there remains the continuing challenge of the kind of configuration that would be
meaningful and useful from both an aesthetic and a policy perspective. To be realistic this
configuration would itself have to structured on principles that reflected the inherent
"opposition" between aesthetic and policy perspectives.
There is much scope for discovering and exploring suitable configurative structures.
Approaching the matter from the aesthetic side, one might consider some patterning based on
the nine Muses of Greek mythology, or on the eight Rasas of Indian aesthetics. From the
management side, there are many clusterings of 5-10 functions, including team roles,
hierarchical functions, and the like. Neither responds to the basic challenge of explicitly
configuring both aesthetic and functional dimensions, although it could be argued that
functional dimensions are implicit in the set of Rasas.
What then might be the dimensions important to any such configuration? Can they be worded
so as to be meaningful both in aesthetic and management terms? Consider the following
candidates:
(a) Thematic choice
Whether art or policy, an initial step common to both is usually a choice of theme. A poem has
a theme which is developed and celebrated. A policy addresses a thematic concern which is
defined in part by that to which the policy accords attention. The origins of the theme in each
case are equally mysterious -- whatever the explanations after the fact. Both poets and policymakers respond to tensions in their environment for which the chosen theme emerges as the
most strategic resolution. The theme may spring "full-formed" into the mind of either or emerge
as a unifying theme after much consideration of what subsequently become details.
(b) Appropriateness
Both poets and policy-makers are sensitive to some form of appropriateness which designers
such as Christopher Alexander (1964) often refer to as "goodness of fit". Potential elements
have to "feel right" -- a term also used by both managers and interior decorators.
Appropriateness is a major consideration in the thematic choice. Both poem and policy may be
termed "well-crafted" when completed. As the poet Osip Mandelstam declared: "The
consciousness of itself as being right is the most precious thing of all about poetry. " Henry
Gifford (1986) stresses however: "The 'rightness' of poetry is not to be confused with the
'correctness' of party dogma, as Mayakovsky and other poets in the Soviet era found to their
discomfort. " (p. 27)
(c) Imagination and originality
Whilst creative imagination is naturally vital to poets as a key to rendering their work attractive,
it is also important to policy-makers in seeking to move beyond tired programme formulae
which no longer enthuse either those who implement them or those for whom they are
designed. Policies are often criticized for being unimaginative. The dearth of useful new ideas
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is currently deplored. It is not sufficient that a theme should be appropriate, in both cases it
has to be characterized by originality.

I'
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Cd) Challenge
Beyond originality, it is important for many artists and policy-makers to effectively challenge
existing mind-sets and modes of response. In many ways both seek to reform and reinterpret - rather than simply to extrapolate and elaborate. Originality, however imaginative, does not
necessarily carry such a challenge. In both cases the challenge may involve undermining or
destroying cherished older patterns of response -- in order to create space for the emergence
of the new. Unfortunately in the case of policy-making, the most challenged have been those
in developing and former socialist countries, not those in the industrialized countries
responsible for the elaboration of modern policy skills.
Ce) Insight capture and control
Neither works of art nor policies are formulated in a vacuum. Both depend on "antennae"
through which the rich variety of perceptions and understandings of others are sensed. They
are the "material" with which, or on which, both work. Insight capture is therefore an
important process. Artists are renowned for bathing in reality to soak up such insights. Policymakers are renowned for the questionable procedures and consultations through which they
derive their insights -- "from the people". In both cases requisite variety is an important
consideration in being able to generate a product which effectively "controls" the experience
of that external variety.
if) AcknowiegingiHonouringiDignifying
Much art is designed to recognize, dignify or honour some phenomenon or experience, whether
renowned or exceptionally commonplace, whether person or object. Poetry continually strives
to refine experience of ordinary events and make them extraordinary. Policies are themselves
frequently articulated by specifically "recognizing" some hitherto neglected human or natural
condition on which action is called for. They may also acknowledge previous initiatives and
honour the foresight of those responsible for them (as with the Marshall Plan). It is a way of
establishing historical continuity and precedent. This may of course be all they do.

(g) Coherence and integrity
It is perhaps debateable whether every work of art needs to be "coherent", but even if it is a
celebration of incoherence, a measure of coherence is required for it to be appreciated.
Coherence results from the parts integrating into some larger whole -- whether explicit or
implied. It is an important feature of any policy. Policies can be severely criticized for
containing any "contradictions" that detract from such coherence.
Ch) Energy holding I Enthralling
For any work of art to succeed, it must hold the attention, often to the point of being
enthralling -- in the best and worst senses of the term. The dynamics must work so as to be
self-sustaining -- so that the work remains alive. In this sense it is often described as "having
energy" or "being full of energy". This quality is a real challenge to policy-making. There is a
need to create policies which are "alive" and attract support (and supporters) -- especially given
the multitude of policies that are effectively "dead", and experienced as such (Judge, 1988).
A policy that is alive evokes and channels collective energy, whether solely in the form of
attention and directed concern, or also in the movement of funds and goods. Such notions
have been reinterpreted for contemporary society by R G H Siu (1 974).
(i) Focus

Many works of art have a focus, or may effectively build such a focus through the
juxtaposition and dynamic of their elements. This may be described as the "point" of such a
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work which may thus be said to "make a point". It might also be described as the "angle" from
which the theme is approached. Policies too have a focus to the extent that they have a
fundamental purpose or objective towards which the component elements are designed to
work. Some are indeed designed simply to "make a point". The question "what's the angle"
is a common challenge in the management world. Policies may be severely criticized for lacking
focus and having no real purpose. A policy is effectively a focusing of the collective will. In
management terms it needs to offer "leverage" to be successful.
(j) Resonance and relevance
Few of the above features are independent. In the case of a work of art, their interdependence
is ensured by lines or patterns of resonance linking the component elements. In the case of
poetry such resonance may be achieved by rhyming and metaphor. In the case of music many
harmonic devices establish links between the different parts of the work. A policy is considered
well-crafted when the different parts reinforce each other as part of a larger whole which may
be described in system terms, and as flows of information.

(k) Rhythm and pacing
There is a rhythm to most works of art, whether in the movement of the eye or in the way in
which the work is designed to be heard. Clearly this is most explicit in poetry, music and the
dramatic arts. In addition to its role in ensuring the pattern of resonance noted above, rhythm
ensures the entrainment of the passive observer into a role as active participant -- if only in its
potential effect on the pulse. Policy-making tends to be insensitive to rhythm and to processes
of involvement although the latter are increasingly a major concern -- and the notion of work
rhythm has long been a vital concern to many. IV105t ongoing management processes are
however firmly based on regular cycles linked to the calendar (yearly, monthly, etc) and with
very few variations to this monotonous regularity. Timing is a major consideration in launching
a policy and phasing its implementation. The standard business motto might even be adapted
to "timing is money".
(I) Image building
Many artistic works strive to build and sustain an image through the variety of devices
employed. This is notably the case with poetry. Policy-makers are also increasingly c'oncerned
with creating an image in the eyes of their publics, critics and rivals. Public relations at the
service of managers is specifically concerned with "image building". In a world of media
"sound bites" and "photo opportunities", policy-making may be essentially a process of building
and sustaining an attractive image. The appearance of imaginative and appropriate approaches
may matter more than the reality. For many political purposes, image building now creates that
reality.

(m) Metaphor
It is unnecessary to comment at this point on the fundamental importance of metaphor to the
arts and especially to poetry. Its importance to policy-making has also been noted above.

2. POESIS: ENHANCEMENT OF POLICY THROUGH KEY POETIC INSIGHTS

I
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As noted above, the term poesis signifies ordering or organization. This is a concern shared by
poetry and policy-making. What then are the insights and learnings to be obtained from poetics
and poetry composition that might enhance the quality of policy-making? In part this
exploration involves a recognition of what poetry seeks to accomplish with language -- since
policies have to be articulated through language. In this connection it is worth noting that one
director of a school of management summarized his task as "only teaching a new language".
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Consider the following comments by Winifred Nowottny (1 962) in The Language that Poets
Use:
(a) Poetic language
She argues for the "recognition of the part played by the corporeality of words, and by the
structures which connect them, not only in determining lesser poetic effects but also in
directing the larger mental and imaginative processes activated by the poem" (p. 2). As
stressed earlier, such concerns are relevant in order to move beyond the characteristically
unimaginative articulation of policies which inhibits the activation of the "larger mental and
imaginative processes" vital as carriers of the subtleties and complexities of richer policies.
This, she argues, could lead "to a recognition of the fact that the various elements of poetic
language interpenetrate one another with an intimacy which is of first importance in any
consideration of how poetry 'works'" (p. 2). The future desperately needs policies that 'work'
in the sense that they capture the imagination in powerful ways. There is therefore merit in
being attentive to how the various devices used to articulate it effectively "interpenetrate" to
achieve this.
(b) Multiple meanings
Much effort has been invested by the sciences in developing unequivocal terminology.
Nowottny suggests that a provisional distinction between literary and non-literary language
might be: "that a verbal structure is literary if it presents its topic at more than one level of
presentation at the same time -- or, alternatively, if one and the same utterance has more than
one function in the structure of meaning in which it occurs. " (p. 2). Such is the complexity of
the policy challenges currently faced, that any text which endeavours to capture this
complexity in the conventional linear mode can only fail miserably. It is virtually unreadable.
Vital patterns of connections are lost. And, worst of all, it inhibits the vital imaginative
response which would enable it to fulfil its function. The Maastricht Treaty is a striking
example. Yet recent developments in communication hardware, faced with analogous
problems, use a variety of techniques through which the same medium carries a large number
of messages (optical cable, etc). Cannot techniques of multiple association be used to ensure
the coherence and comprehensibility of patterns of relations vital to the integrity of any policy?
This attribute is also vital in maintaining such integrity when the policies has to be expressed
in different conceptual languages to audiences with different preoccupations, skills and
backgrounds.
(c) Hidden effects of syntax
Nowottny continues: "Poetry's means of imitating the thing it talks of... include the poetic
management of linguistic necessities not peculiar to poems, as rhyme and metre are. Of all the
elements necessary to make an utterance meaningful, the most powerful is syntax, controlling
as it does the order in which impressions are received and conveying the mental relations
'behind' sequences of words... syntax is important to poet and to critic because it produces
strong effects by stealth; these remain 'inexplicable' so long as the power of syntax goes
undetected" (p. 9). What indeed are the strong effects currently produced so stealthily by the
kinds of syntax favoured in policy documents? Could it be that it is precisely these stealthy
effects which are inhibiting favourable reception of policies?
Much has been said of the complexity of policy issues and its challenge to comprehension at
every level of society. Enhancing the ability to comprehend dynamic patterns of relationships
is therefore of vital interest. Nowottny states: "because of the compelling syntactical relations
in each passage, the reader's mind receives not only the information the passage may be said
to communicate but also and at the same time the significance of that information.... these
significances proceed from the relations, apprehended in a flash by the reader's mind" (p. 10).
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To what extent can it be said that policy documents facilitate such comprehension in a flash?
What opportunities for comprehension are lost?
(d) Perspective-orientation and context creation
Many resolutions through which policies are defined are formally structured under paragraphs
headed by phrases such as "Recognizing ... ", "Considering ... " and the like. These orient
understanding of the substantive paragraphs and embed the resolution in a network of
precedents and concerns. In the case of poetry, as Nowottny states: "the poet must use in his
poems the terminology that brings into play those particular mental structures or categories
(scientific, historical, moral, religious, psychological, etc) in which it seems to him interesting
to think or feel about an object. The poet is both free of context and bound to create it. .. The
clarity and assurance with which the poet can direct us towards his own valuation of an object
are often the result of his using a diction which, in the act of specifying the object, pre-selects
the point of view from which it is seen. "(p. 43). The issue in democratic policy-making is how
the view gets selected and how to engage the attention of those preferring other views.
Nowottny stresses that such context creation "is one of the great functions of metaphor and
simile -- to determine the reader's point of view by intimately relating the object to some area
of experience capable of conferring value upon the object" (p. 43). It could be argued that the
tragedy of policy formulation is the failure to give value to the concerns articulated in a manner
which is sufficiently intimately related to the concerns of those called to act upon it. Stating
the obvious, or evoking the suffering of others, may deaden sensitivity rather than enhance it.
This is the emerging challenge of "compassion fatigue".
(e) Metaphor and enhanced perspective
Metaphor is so central to poetry that it might almost be said that poetry is the science of
metaphor, especially as an applied science. The fashionable belief is that metaphor is the
language of poetry (Nowottny, p. 67). This is not the place to comment extensively on
metaphor although some clarifications are necessary. First between simile and metaphor,
Nowottny points out that: "some critics would hold that metaphor embodies deep truths
whereas simile merely suggests an aspect under which one might temporarily look at a thing
or an idea one might toy with but not care to fully assert. But not infrequently it will be found
that in poetry an analogy is expressed first as a simile and then as a metaphor, so there can
hardly be much difference between the two, with respect to truth-claims or imaginative depth. "
(p. 51) In the world of policy-making it is important to note that "metaphor" is very frequently
used to clarify a point in political debate. This is however quite different from the manner in
which a particular set of metaphors may come to condition the way in which policy issues are
conceived over months or years.
Nowottny notes that whilst metaphor is often used to extend language, particularly apt
metaphors tend to fade into a literal sense. It is therefore difficult to fix the meaning of the
terms "figurative" and "literal" except by reference to general usage at a particular time. This
is especially important when much of the value and impact of metaphor of the similarity
stressed depends on the distance between the phenomenon discussed and the terms in which
it is discussed. Citing Ullman, she notes, that "If they are too close to one another, they cannot
produce the perspective of 'double vision' peculiar to metaphor. " (p. 53) It is perhaps one of
the misfortunes of the policy sciences that they work so much with literal forms which
originally functioned as metaphors. These may still have undetected conditioning effects at
least for some. The challenge is to enhance for policy-makers the "double vision" (basic to any
sense of visual depth) to enable them to work with a deeper sense of perspective.
The value of "linking extremes", as Nowottny puts it (p. 53-57), to achieve powerful insights
has its parallel in astronomy which is much concerned with achieving a "long base line" in
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order to be able to "resolve" distant astronomical objects. Ironically much of the effort to
achieve unambiguous terminology in the world of management inhibits ability to take creative
advantage of strong differences. Every effort is made to reduce policy differences rather than
welcoming the insights that emerge by working with such contrasting perspectives.
(f) Liberating images and comprehension

Metaphor is deliberately used in poetry to link extremes and produce a powerful sense of
liberation. Nowottny cites Ezra Pound's description of a poetic image as: "that which presents
an intellectual and emotional complex in an instant of time.... It is the presentation of such a
'complex' instantaneously which gives that sense of sudden liberation" (p. 57). She comments:
"We have of course to distinguish between metaphors in which the linking of extremes is hamfisted, and the result is boring or embarrassing, and metaphors in which the linking of extremes
gives a 'sense of sudden liberation'... But the linguistic form of metaphor as such is what makes
it possible for the 'complex'... to enter the mind in an instant of time. " (p. 57)
It has been argued that most institutional policies are based on implicit metaphors -- and often
very crude ones at that (Judge, 1993). The US "Star Wars" project and Operation "Desert
Storm" are examples. There is much public relations effort to give policies a positive image.
But there are few policies that are both instantaneously comprehensible and offer a sudden
sense of liberation. Could there not be greater attention to the metaphors through which they
are articulated?
(g) Evoking imaginative involvement
A poem might be said to work by catalyzing the imaginative involvement of the readeriiistener.
In a sense it is a kind of conceptual martial art in which the poet "tricks" the reader into using
his or her own resources in building its full meaning. Metaphor is vital to this process. As
Nowottnyargues: "Metaphor indicates how to find or to construct the target but it does not
contaminate the mental image of the target by using anyone of the literal terms available in
ordinary language... The reader pieces out the metaphor by something supplied or constructed
from his own experience. This is why the metaphor has physical immediacy. " (p. 59),
Is it really necessary for policy articulation to depend so heavily on forms of literal e"xpression
which effectively exclude any imaginative participation whilst often appealing for support?
Might it not be possible to articulate policies where the "participation" and support, so desired
by politicians, was a consequence of imaginative involvement evoking insights from those who
encounter the policy? In this sense the meaning of the policy is supplied as much by those
involved in its implementation as by those who originally conceived it. Some would argue that
this already occurs in practice through "interpretation" of policy guidelines.
(h) Handling complexities beyond ordinary language
Poetry is renowned for its ability to work with subtleties for which terms are not available in
ordinary language -- especially as yet unnamed experiences (Nowottny, p. 60). Metaphor is a
key to facilitating such insights. It vastly extends the language at the poets disposal. It is for
this reason that it has been so extensively used in both religion and education -- and why it is
so important to any creative process. In the case of education, it is a matter of communicating
an insight when an individual as yet lacks the "ordinary language" descriptors available to the
better informed.
Policy-makers are faced with a major dilemma in this area. Policies need to be of sufficient
complexity to deal with complex dynamic situations. But the more complex they become, the
more difficult it becomes for even the most motivated to comprehend their integrative
dimensions. They therefore appear decreasingly credible and are vulnerable to rejection. On the
hand if they are designed to be simple and readily understandable for political reasons, they
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quickly become inappropriate. Can metaphors be used to carry insights into complex policies?
Without such a facility it will always be difficult to articulate policies that could then be called
"profound" -- precisely because they endeavour to respond to issues and paradoxes in ways
which escape ordinary language.
(i) Handling contradictions
As Nowottny notes: "poets on the whole seem readier than the average man to recognize that
conflicting or 'contradictory' feelings can be simultaneously entertained; one does not in all
cases either love or hate, for there are some cases where one does both at once, cases where
feelings fight a battle with one another" (p. 60).

Again policy-makers have to respond to intractable differences. In principle, if these cannot be
"reconciled", then no policy can emerge -- or the policy becomes totally superficial and
cosmetic. Poetry suggests the possibilities of holding such differences within a common
framework. This "framework" could well prove impossible to articulate within the common
language currently favoured by policy-makers. In other words, there is the possibility of kinds
of policy more appropriate to the real challenge of intractable differences -- provided a more
poetic language is used to communicate and "anchor" it.

(j) Modelling patterns of relationship
Metaphor by its very nature describes a pattern of relationships. As Nowottny notes:
"metaphor by its very form tends towards the diagrammatic" (p. 61). The challenge in policy
articulation is that if all functional relationships are rendered explicit, the text becomes too
complex. But in poetry, as Nowottny remarks: "the drawback of naming both members of the
relationship is that there is then a tendency towards stereotyped linkages and diffuse
explanation" (p. 61). These are diseases from which management texts tend to suffer and
which render them quite alienating to the human imagination. Ways are needed to imply
functional relationships without needing to over-describe them and thus effectively denature
them.
(k) Suggestive associations
As noted above, there is a need in articulating a policy to leave appropriate freedom for
imaginative exploration of the pattern of actions suggested -- at least if creative people are
expected to grow through their own contribution to its implementation. Metaphor has powerful
abilities to bring associations and suggestions with it. As Nowottny notes: "The figurative
words bring with them a diffused aura of their literal use... The poet can to some extent control
the aura, by being careful what analogy he chooses and by carefully selecting the other words
he uses... " (p. 64). It is such facilities which are required in the articulation of policies.
(I) Higher forms of order

Nowottny stresses that: "the chief difference between language in poems and language outside
poems is that the one is more highly structured than the other" (p. 72). It might be argued that
a text based on mathematical equations could be even more complex, but the great merit of
poetic structure is that the higher order is conceived so as to be comprehensible. It is thus an
appropriate compromise between complexity and comprehensibility -- which equations are not,
except to the mathematician.
What indeed makes a discourse cohere? Nowottny argues: "There is a puzzle here, in that we
seem to be concerned with two very different things at once: in thinking of the poem as a
whole we are thinking about vastness of meaning, whereas in thinking of its parts... we are
thinking of vividness of meaning, and it is not easy to explain how vivid meaning may exist
without precision and definiteness. So in pursuing the idea of 'the structure' of a poem we
seem to be pursuing something with the extraordinary capacity of being able to confer, on its
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parts, meanings that are somehow palpable, individual, concrete... whilst at the same time
this... 'structure' brings about a spread of this meaningfulness... of the poem as a whole" (p.
74). Policy statements are faced with a similar challenge in ensuring their own coherence and
relevance. There is a paradoxical conflict between conveying the societal significance of the
whole in relation to the operational implications of the parts.
(m) Avoidance of polarization into excess detail or over-generalization
The importance of this paradoxical relationship to poetic language is stressed by Nowottny:
"there is something unsatisfying about our criticism if this paradox of vastness-in- the-whole
and particularization-in-the-parts cannot be resolved. If it is not resolved, we shall find
ourselves, in talking about the parts, going into endless particularization of the niceties of
contextual meaning, without being able to show how those niceties got there... and in talking
about the whole our criticism may collapse into rhapsodic general tributes to the complexity
and simultaneity of the mental processes activated by the continuum of the poem... without
being able to say how they were activated" (p. 75). She argues that this is the point at which
the workings of poetic language are at their most characteristic and "where we realize that the
inner circle of vivid meanings has to be related to the outer circle of vast significance. If poetic
language can indeed close its own circuit so as to individualize the meanings of individual
phrases, and yet at the same time so successfully expand the significance of what is
said. .. there cannot be anything more important for us than to find out how this can be" (p. 75).

This highlights the core problem for policy-makers. How does the significance of the policy as
a whole become accessible through the implementation of its parts, and how does the
appropriateness of the parts enhance the significance of the whole? The niceties of paragraph
phrasing can indeed be debated at length, as is done during negotiation processes (cf the Earth
Summit in Rio). Leaders, press communiques and enthusiasts can indulge in necessary
rhapsodic praise of the policy as a whole -- stressing its exemplification of human values. But
there is a terrible gap in understanding that quickly emerges in practice.
(n) Meter and rhythm
As Dana Gioia (1993) notes: "Meter is an ancient, indeed primitive, technique that marks the
beginning of literature in virtually every culture. It dates back to a time... when there was little,
if any, distinction, among poetry, religion, history, music, and magic. All were performed in a
sacred, ritual language separated from everyday speech by its incantatory metrical form. " (p.
32-3). Gioia adds: "Meter is essentially a preliterate technology, a way of making language
memorable... Trained poet-singers took the events and ideas a culture wanted to
preserve... formulated them in meter, and committed these formulas, to memory. Before writing,
the poet and the poem were inseparable, and both represented the collective memory of their
culture" (p. 33).
Gioia regrets the lack of formal innovation in recent years. He notes that poets who looked to
popular culture for perspective found that "discredited" traditionally forms were still actively
used and appreciated: "Innocent of theory, the general public had somehow failed to appreciate
that rhyme and meter, genre and narrative were elitist modes of discourse designed to
subjugate their individuality. The poor fools actually found such outmoded artistic technology
interesting and enjoyable. The gap between what the academy declared represented
democratic art and what the demos itself actually preferred was imaginatively provocative. "
(p. 253)
Gifford (1986) clarifies the key role of rhythm in poetry in the following terms: "One is led to
suppose... that the words and images, until their articulation in final form, cannot be received
and secured except under the direction of rhythm.... The inner ear of the poet is first awakened
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to an insistent rhythm, an emerging pattern of sound through which his perceptions, as yet
unformulated, will find their relation to one another.... The mind is concentrated on a signal that
almost eludes it, as the words seem to be within grasp and these, if they are seized, may still
prove to have made only an approximation to what was meant. "(p. 26-7)
(0) From explication to motivation
Nowottny argues that a poem can successfully communicate understanding of a ground-plan
of clear relations between abstractions. But the essential contrast between poetic and nonpoetic structure is that poetic structuring consists of more than such understanding. In
discussing a particular poem she states: "If that is all, who cares? We care because of the way
in which these examples are particularized. The ground-plan, continuous and clear, permits the
particularizing but it does not of itself effect it. ... The ground-plan relates the particulars to one
another by provoking us to abstract from them a common formula and so it makes us relate
all three metaphors to one another as examples of the same thing. But while the ground-plan
says that the metaphors exemplify 'the same thing', the particulars of the metaphors
themselves hang together in such a way that they say something else... " (p. 77-8).

A policy statement is also usually designed to communicate a clear ground-plan of relations
between its elements. This necessarily permits "particularizing" through their operational
implementation. But this is as far as it goes. Explication is not sufficient. It does not "effect"
or motivate. In a real sense the policy is then still-borne. Who indeed really cares? Slick public
relations may be used to exhort people to action, but who really cares to listen? Is it truly not
possible to learn how poetry embodies life into a text to carry people forward? Arguably this
is exactly what characterizes the policy presentations of great leaders and such texts as the
Gettysburg Address.
(p) Interlocking lines of significance
As Nowottny notes: "In ordinary discourse we expect that the discourse will hang together in
one main way; that what it means as a whole will come to us if we see its ground-plan.
But... the ground-plan is only one element in a larger organization, a larger organization by virtue
of which we derive from the poem as a whole a verbal experience more exciting than, and not
reducible to, a reiteration of a common idea... " (p. 83). She continues: "To say that a poem
has a higher degree of organization than we find in ordinary discourse, is, then, not a rhapsodic
tribute to the excitement we have on reading poems but a sober statement of fact. ... With the
very particulars... there is a continuous process of change, of multiple relationships undergoing
multiple transformations; the sense of vastidity of meaning in the sonnet derives from these
many transformations... " (p. 83).
Unfortunately policies are designed to be articulated in "one main way" with a minimum of
ambiguity. There is no effort whatsoever to articulate other relationships between their parts.
Some may well be implicit. However if they are worked on during policy formulation (through
"under the table" or "behind the scenes" compromises), their potential influence increasingly
arouses the deepest suspicion. This is the case despite increasing recognition of both systemic
feedback loops between the elements of any organized system and the related stress on the
need for non-linear approaches. As yet policy debates are essentially linear (where they are not
totally amorphous) and their products are the epitome of linearity of the most unexciting kind.
(q) Creative confrontation of differences
The energy and excitement of a poem derives from the manner in which differences are
confronted. For Nowottny: "In so far as one can isolate and report on the controls built into
the continuous procession of meanings, one finds that these controls have to be discussed in
terms of their interaction with one another; the purpose of the controls is to bring about at the
end of the sonnet a confrontation of those strains of feeling which at the beginning were only
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diffusely suggested." (p. 81). Diffusely-suggested and mixed strains of feelings are
progressively articulated. They may then be "brought to the point where they challenge one
another to a verbal duel" (p. 81). A poem may therefore progressively, even "stealthily", build
up a configuration of strongly contrasting elements -- possibly "properties of meaning whose
diversity we find it even shocking to have to admit" (p. 83). The language thereby becoming
such "a network of figures, is able to reconcile, in figurative terms, feelings whose coexistence and interpenetration of one another could not in literal language be expressed" (p.
81).
This points to an important defect of policy articulations. They are the finished end-product of
a negotiation process but the vital learning process is in no way embodied in the product.
Others are not then offered the possibility of tracing through the confrontation of differences
and appreciating the final reconciliation as their own. People cannot experience what brought
the policy into being -- it is deliberately non-participative. Indeed the emphasis is on the
reconciliation and the degree of initial difference is disguised. And yet it is precisely from the
energy of the contrast that the significance of any reconciliation emerges -- the significance
may lie in understanding the dramatic truth of that reconciliation. In this sense policies as
currently understood are not appropriate to a learning society. They resemble more the answers
at the back of an exercise book to which "cheats" immediately turn.
The unforeseen problems of the future, the unknown unknowns, also call for a creative
preparedness, namely an ability to learn rapidly when confronted with the problems "waiting
in the wings to leap out at us". Fundamental differences can, like binary chemical weapons,
combine under certain conditions to present radically new problems. Response to such social
synergisms depends upon an ability to deal creatively with differences.
(r) Integrative comprehension
The continuing challenge for policy-making lies in being able to envisage, comprehend,
articulate and communicate a rich pattern of operational relationships -- beyond what the
language of past problem-solving may have to offer. How are insights into relationships to be
"captured" and "harnessed"? From Nowottny's perspective: "Intellectual relationships are not
verbal statements; they shape, and are apprehended as shapely, but they do not enter into the
fixity and limitation of verbal statement. The particulars, however definite in themselves and
however definite in the analogy they build up, bring into play an aura of suggestions, the
'feeling tone' of their adhesions in the world of non-linguistic reality... " (p. 84). She attempts
to restate the paradox noted above: "Perhaps the sense of vast meaningfulness derives from
the numerosity and the tensions of organized relationships, whilst the sense of vivid individual
meanings derives from the power of those particulars which are used... to focus our seeing at
those successive points in the poem where knots of relationships are most tightly tied and
most expertly untied, or where feelings most notably collide, argue, negotiate, and shake
hands. " (p. 84).
Just as many have regretted that the life of society has been so dismally influenced by the
insights of economists, it could be argued that policy articulation has been excessively
influenced by legal perspectives. The much criticized "legal jargon" has advantages -- but its
disadvantages are those to which poets are especially sensitive. For whilst lawyers are skilled
in highlighting the "successive points" in a policy "where knots of relationships are most tightly
tied and most expertly untied", the operational result is more often obfuscation rather than
illumination -- where the matter is complex. Like literary critics, lawyers relish the process of
"interpreting" such texts. But just as policy-makers seek to reconcile differences, lawyers seek
to avoid tensions between meanings in a text. Are there not ways to benefit from the ordering
of tensions to which poetry points? As Nowottny indicates: "the 'vastidity' of meaning in
poems depends on the setting-up of tensions between the various meanings.... there are, at
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every level of poetic organization, features of language which can be structured in more than
one way at a time, so as to set up tension between the various structurings" (p. 97)
(s) Challenging paradigms
The language of policy-makers is often the language of complacency. It is readily assumed that
the language and procedures of the past are adequate to any new challenge and that the
language used is itself is not the source of the operational difficulty. But, as Nowottny notes:
"Metaphor shakes our bearings on the question of how we stand in relation to 'objective
reality'.... Metaphor metaphorized -- the double jump outside the convention -- breaks the hold
of the convention and enables us to become aware of the subjectivity of objects and the
objectivity of subjective processes. " (p. 86)

Given the mess with which policy-makers are faced, and which their favoured approaches
continue to perpetuate, is there not a case for exploring modes of language through which
paradigms can be challenged? After all, in many management environments today, stranger
means are used to evoke creativity.
(t) Working with polarizations and irrationality
Conventional policy-makers fear ridicule from the more dogmatic and blinkered disciplines if
their work appears to have any "irrational" features. Ironically (and notably from a Taoist
perspective) it is perhaps the very "rationality" of the policies based on this attitude which has
ensured that in practice they result in the most absurdly irrational contradictions (of which even
the humblest are unfortunately aware). Again as Nowottny notes: "At this level poetic
language can speak convincir:gfy despite the 'irrationality' of what it says; its 'irrationality' is
the obverse of the falsity of ordinary language. The paradoxical or irrational features of ordinary
language are a means of short-circuiting the detour of consciousness through the polarized
concepts of normal language -- or perhaps we should rather say that they are a means of
revealing the alternations of that current which runs from subject to object and from object to
subject. " (p. 86).

It would not be unfair to say that policy debates, even of the wisest, are frequently trapped
in sterile polarization. The escape most often used is to blacken or condemn one extreme and
to extol the merits of the other. This has obvious short-term benefits but the phenomena
associated with the scapegoated pole sooner or later return to undermine the policy based on
its complement. Is there so much to fear from exploring the alternative to which poetry offers
pointers?

3. POETIC DISCOURSE AS A METAPHOR OF FUTURE POLICY-MAKING
The influences of policy-making on poetry-making are difficult to trace. They are presumably
detectable in the classics of Chinese and Japanese tradition where such influence would be
honourable. Perhaps it is the apparently dishonourable qualities of present-day policy-making
that inhibit and obscure such links.
One classic Chinese example of the use of poetry to articulate doctrinal differences is that
dating from the 7th century. Two fundamentally different perspectives were presented in verse
form. Well-known to Chinese Buddhists, each of the mutually contradictory verses continues
to reflect the perspective of a distinct school of thought within that tradition and continues to
be the subject of commentary. Philosophically both perspectives were based on a belief in the
intrinsic purity of mind, which, while pure in its self-nature, is soiled by adventitious passions.
One, the gradualist approach, insists that effort is necessary to rid the mind of these foreign
impurities, expressed through the metaphor of wiping and polishing a mirror. The contrasting
sudden approach to awakening considers only its essential purity, to the point of refusing to
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recongize the existence of any impurity to be removed (cf Paul Demieville. The Mirror of the
Mind. In: Peter N Gregory (Ed) Sudden and Gradual; approaches to enlightenment in Chinese
Thought. Delhi, Motilal Banarsidass, 1991). When it is recalled what influence such subtle
distinctions have had (and continue to have) on the incidence of religious war, it is appropriate
to see them as the articulation of policy differences. The mutually challenging verses are:

The body is the tree of the awakening;
The mind is like a clear mirror.
Be unceasingly diligent in wiping it and polishing it
So that it will be without dust.
A wakening entails no tree at all,
Nor does the clear mirror entail any material frame.
The Buddha-nature is eternally pure;
Where could there be any dust?
It could be asked whether there is not scope for using the poetic framework to further explore
such extremes to provide a context in which they can effectively coexist.
With respect to the influence of science, Umberto Eco (1989) quotes a critic of the past
century, Francesco de Sanctis (1817-83) concerning the death of art: "What is the point of
complaining about the state of art and wishing for this or that? Science has infiltrated poetry
and is here to stay, because this fact corresponds to the current condition of the human
mind.... Unfortunately faith is gone, and poetry is dead. Or rather, since both faith and poetry
are immortal, what is dead is one of their particular ways of being. Today, faith springs out of
conviction, and poetry out of meditation. They are not dead; they are only different. "
One might hope that, as noted with respected to Gioia's businessmen-poets, a new class of
poetry will emerge that will address the fundamental issues of the aesthetics of policy-making.
An exercise in envisioning these possibilities was undertaken in an earlier paper (Judge, 1991).
Could a new form of poetic discourse serve as a metaphor through which new forms of policymaking could emerge?
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1. VISION OF A POETIC POLICY PROJECT
Suppose there was a critical mix of people with two characteristics, which or might not overlap
in anyone person:
(a) sensitivity to the qualitative implications of the structural dimensions vital to poetry
and music;
(b) sensitivity to the structuring principles vital to management and the policy sciences.
Could such people usefully meet to share insights into the possibility of composing/designing
something that might be called a "poetic policy project"?
Such an initiative could be fraught with risks of misunderstanding and conflicting styles of
work. There are fundamental differences of language. For example, as Part I indicates, those
of poetic sensitivity would be called upon to lean towards the challenge of "design", whilst
those with policy skills would have to lean towards the implications of "composition".
What could be the purpose of such a project? Again, for it to be of interest to those of
aesthetic sensibilities, there would have to be some aesthetic challenge or inspiration for the
individual. For those with policy interests, it would have to have some collective concrete
objective. At each stage it would therefore be important to avoid pre-determining or overdetermining the nature or outcome of the project. As a creative act, the fruits of such
collaboration are as much emergent as pre-determined. They are co-created.
In 1965 Gyorgy Kepes proposed the formation of a closely knit work group of visual artists of
a number of disciplines in collaboration with scientists in order to facilitate what he termed
"interthinking". This was eventually established within the framework of the Massachusetts
Institute of Technology. Much of the justification in relation to the "visual arts" with respect
to "science" could be adapted to justify a similar project in relation to "poetry-making" with
respect to "policy-making".
(a) New modes of discourse
Perhaps one initial purpose could be the clarification of a new mode of discourse that would
seek to interweave aesthetic and management principles. As such it could endeavour to
establish the kinds of insights from each side that could be meaningful to the other. At the
same time it would be important to identify the forms of contribution from one side which
would be alienating to the other. Thus those reflecting the aesthetic perspective would
naturally be repelled by unenlivened "bureaucratic" discourse that invited no imaginative
involvement by the listener. Those from the policy side would be repelled by idiosyncratic
contributions that failed to contribute usefully to some shared sense of a larger purpose of
social significance.
There is clearly an immediate challenge from the limitations of language and communication.
One possibility therefore is to make use of metaphor to clarify different understandings of
discourse. This is done in a following section. Another possibility is to explore a new form of
discourse which is actually conducted through metaphor. This is also explored below. These
two perspectives constitute a vital complementarity -- between how a discourse is understood
and what is conveyed through that discourse. At the frontiers of language, where the current
challenges lie, improvement in one can only be achieved through equivalent improvement in
the other.
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(b) Templates, keystones and catalysts
The larger purpose might be to imagine or envision the nature of a collective policy that would
embody aesthetic principles of organization. Clearly "well-written" or "well-crafted" policy
documents must necessarily already be based on aesthetic principles -- however crude from
a poetic perspective. It is therefore a question of seeking ways to achieve an aesthetic
organization of a higher order. This is not simply for "cosmetic" purposes, but rather to ensure
that such aesthetic organization should be the carrier of a higher order of meaning. In addition,
this higher order should enable meaningful policies of greater complexity and coherence to be
formulated in response to the challenges of the times.
But in this encounter between poetry-making and policy-making, is the outcome to be better
policies as such or is it the design of some new form that is "beyond" both of them? A basic
distinction should perhaps be explored between an initiative to design policies and one which
creates a new "working space". Such a co-created cognitive "space" might constitute a
template on which policies could be designed. It could function as a keystone interrelating
seemingly policies which, in the language of their formulation, would need and seem to be
incompatible. The "space" would thus function as a catalyst for the emergence of policies.
(c) Envisaging meetings of the future
Another purpose might be to envision the functioning of some governing body of the future -whether of a local community or concerned with global issues and resources. Here the concern
would be to articulate guidelines for the discourse between strongly opposed participants such
as to reflect a balance between the constraints and opportunities of the aesthetic and policy
dimensions.
This exploration is outlined in detail in Part Ill. At this point it is however more important to find
ways of articulating the "feel" of such meetings. This is a challenge to the imagination locked
in the patterns of the past. A first effort in this direction is given below.
(d) Styles of aesthetic and policy endeavour
In embarking on this exploration it is vital to be clear about the existence of many styles of
aesthetic and policy endeavour. This question is taken up in Part IV.
2. ENVISIONING THE POLICY-MAKING EXPERIENCE OF THE FUTURE
How can we go about creatively envisioning the poetic experience of policy-making in a time
to come? If the marriage works, then any progeny could well be quite different from both
parents. Our imagination must necessarily be stretched. It is important to recognize that the
product of this union will not replace the parents. Rather it performs a new function reflecting
a creative union of their concerns. Perhaps it should be thought of as a "keystone" or "arena
of conversion" between two approaches to reality. Perhaps it is the place from which policies
can be engendered and emerge. And perhaps it is the place from which poetic imagination can
derive new materials vital to our collective future. In these senses it is not the place of policymaking itself but rather a new place at which "policy-precursors" are made -- perhaps to be
understood as the templates on which policies are built and by which they are integrated.
(a) Paradigmatic courtship
The environment for this conjoining would be one rich in metaphoric seeds which participants
could trigger. In the early phases of this joining process the different factions would "struggle"
with each other, perhaps in ways best comprehended as courtship. Each would use metaphors
and other poetic devices (notably rhythm) to intrigue, ensnare, entrain and seduce the others.
Perhaps the skill of a fisherman casting a net, or a sorcerer casting a spell, give some sense
of the process. Entrancing through music gives another. But, as in any courtship, none of the
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other factions is so "easily taken in". The response to "sweet words" has always been
complex. Each has devices and ploys and the strength to resist those of others.
Much of what already goes on in policy-making environments can be described metaphorically
in such terms. The vital difference from a future perspective may lie in their real appreciation
of both the cognitive significance of the complex patterns deployed and a much heightened
awareness of their aesthetic appropriateness -- or their "goodness of fit" in a design sense.
These would be associated with a sense of their sustainability, viability and credibility. Is there
not a desirable truth in the potential consonance between the sustainability of a favoured
pattern of metaphors and the pattern of organized behaviour for which it might be a template?
Cb) Language creation
And, again perhaps as in a courtship, these interactions would favour a particular language -the special pattern of language and code words which courting couples develop for themselves
in the light of their shared experiences. In this sense the factions at a congress in the future
would weave together a new language through which their common concerns can be
articulated. Many such groups already tend to develop their own jargons. But in the time to
come this jargon would not just be characterized by a specialized vocabulary, but also by the
aesthetics of phrasing and the manner in which metaphoric materials would be consciously
woven into the discourse.
Again traces of such uses of metaphor (especially military and sporting metaphors) are already
quite evident in the discourse of management and of computer specialists. It is indeed true that
in such contexts the metaphors used carry a great deal of meaning. Computer software
designers are heavily dependent on metaphor in developing the way in which computer
languages work -- they endeavour to stretch the use of language just as poets do. Their work
has had an immense impact on the thinking of young computer users ("windows", etc). But
there is no aesthetic discipline to this creative use of language processes -- if "discipline" it is
to be called. Future endeavours will call for a more disciplined use of such tools of the
imagination -- if creativity and application are to be more effectively bonded. The challenge of
marrying creativity and discipline is shared in different ways by poets and policy-makers. It is
their respective "genetic" contributions to the progeny which call for imaginative exploration.
(c) New forms
Where present policy-makers make extensive use of point filled agendas, charters and
declarations to express and order policies, those of the future will recognize the
inappropriateness of these forms to the subtleties of what they are called upon to govern. To
our times it would appear as though they had simply expressed their agendas in a strangely
poetic form, of which their declarations and charters were more complex elaborations. This
perception would be to misunderstand their achievement.
The apparently poetic form will allow them to interrelate insights and challenges which we only
link mechanically or as "budget items" -- if they are linked at all. Rhyming and other poetic
devices will be used to create links between otherwise unrelated policy elements -- and such
links will be vital in the pattern of checks and balances that ensures the coherence of their
policies. Where policy documents of today are weighted down with verbiage, they will be able
to substitute aesthetic links which carry the same information far more "economically".
Furthermore, this aesthetic economy "opens" the text to imaginative participation, allowing the
reader to make it his own -- especially through associations to the metaphors used.
Cd) Engagement of attention
Their use of such forms will immediately engage the attention -- people would not only be
"moved" by them, but the articulation will focus understanding of how "being moved" could
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be translated into implementation and what complex environmental relationships they needed
to be sensitive to during that process. The metaphors used in the text effectively functioned
like windows or doors through which readers could look or move to explore the links implied
by the policy -- and vital to its sustainability . The metaphors will be explicitly crafted as frames
for new cognitive insights. The interplay between the metaphors around which the policy will
be patterned create challenging interference effects which will enable people to transcend the
cognitive and operational traps associated with each metaphor. It will be through the insights
of poets that these effects are appropriately configured to ensure this transcendence. The truth
of the policy lies in this way beyond the text through which it will be articulated.
(e) Mnemonic features
The poetic and policy parentage would also be well expressed through the mnemonic attributes
of the progeny. A prime concern will be to ensure that the product is memorable, as favourite
melodies and poems are memorable and re-experienced with pleasure. But beyond that there
will also be the concern to ensure that its elements carried codes and memory triggers which
evoke much more information than is explicitly present. Crude steps in this direction have of
course been taken with advertising jingles, corporate songs and political slogans, notably in
China and Japan.
(f) Beyond text to multi-media
It would be a fundamental mistake to imagine the parental interaction as confined to expression
in text form in the future. Recognizing the importance of imagery from a poetic perspective,
and its importance to an understanding of complex policies, the complementary use of other
media will be used whenever appropriate. Indeed policies might be expressed through an
information package composed of a mix of text, imagery and music (as discussed below). It
could be argued that this is already done in glossy media presentations of a policy. But this
new form will be distinguished by the combination of aesthetic and cognitive concerns applied
to, and rendered explicit within, the design of the product. The aesthetics would be composed
so as to carry insights into a policy of a much higher order of complexity.
(g) Learning from harmony
One of the mysteries to that future time will be our reluctance, in our constantly declared
search for social "harmony", to draw upon the articulation of harmony in music. Our excuse,
in the midst of factional squabbles over concrete urgent problems, is that no serious person
could imagine that music had anything to offer other than some pleasant distraction before or
after the reception on the occasion of some such gathering. And yet music could be called the
science of harmony. An immense amount of effort has been devoted over the past centuries
to exploring the nature of harmony in music.
Where we have vainly sought for the keys to controlling our environment through systems
science and cybernetics, they will marry such explorations to the science of harmony as
articulated in music. In our era much has been written about the relationship of music and time
-- music as time made audible. We have seen the efforts of systems scientists and "world
modellers" to represent complex systems dynamics using equations, flow charts and
sophisticated graphics -- denying comprehension by most of us. Our descendants will project
such dynamics into musical relationships which could be played. The "business graphics" of
that time will have musical variants. People will be able to hear the various harmonies which
provided integration to any policy represented, and they will hear the dissonances which
challenge that harmony -- whether as a stimulus to social growth or as a potential crisis. The
only equivalent we have to this is the ability of any motor mechanic to listen to an engine as
a means of diagnosing its state of health. One great advantage in the future is that everyone
will be able to listen to such musical representations, irrespective of the sophistication with
which they understand it. The major integrating features would be obvious to all, however little
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they understood the detailed harmonic organization.
(h) Musical organization
Such representations of systems insights would not just be public relations devices. By
listening to the musical representation it will become possible to identify and discuss features
which could be changed and improved, in the light of musical insights, into richer or more
challenging patterns of harmony. The musical perspective will highlight features which make
a policy boring -- namely "monotonous" to their ears -- and thus uninspiring to those in whose
interest it was being elaborated. We can get some understanding of this process from the way
jazz and pop groups collectively develop a piece of music until the sound is "right".
Space limitations here preclude detailed explorations of the policy significance that the future
will be able to attach to all the many attributes of musical organization. But, for example,
where today international development agencies have a range of programmatic approaches on
which they rely, in that era such approaches would be recognizable by what are effectively
melodic signatures. Such signatures will become a way of communicating complex
programmatic proposals. And whilst there would be many" old favourites", there will be greater
sensitivity to those which had been superseded, and to the emergence of new melodies which
address issues in a more interesting way. This will clarify the relationship between the
fashionable programmatic melodies of the moment and those of more enduring quality.
(i) Cyclic organization of policies and programmes
Of special interest will be their use of insights from the temporal organization of music as it
impacts on the programme and budgetary cycles which are the skeletal structure of any
concrete action programme. A major concern in administering an organization is to ensure
financial discipline. They will resolve this problem by using a musical discipline of far greater
flexibility and more subtle articulation. The cyclic aspect of organizational life will acquire whole
new dimensions, for in music there can be many cycles of different length and involving
different instruments. They will also make intriguing use of rhythm and tempo -- partly as a
way of dealing with urgency and the need for an appropriately timed response.

In Adaptation

of musical notation
But perhaps of most interest to us are the insights they will gain from musical notation and the
harmonic relationship between different chords and instrumental qualities. They will take the
typically politicized factional spectrum around any issue in our time (which undermines any
appropriate response) and will effectively code the spectral elements into musical notation.
Interventions in any discussion would thus be comprehended within a musical framework,
whether as isolated notes or chords, but above all in terms of their relationship to the emerging
theme. The art of debate thus becomes one of contributing to the emergence of better music - recognizing the role and limitations of the particular contribution anyone perspective could
make. The characteristic intervention of our time -- the frequent repetition of a single note,
louder than those preceding it -- will be an obvious musical disaster to them (although see
below). In this context, "note taking" acquired a whole new meaning in recording the
proceedings of the gathering.
(k) Differences and dissonances
We would however be completely misunderstanding their achievement if it were taken to be
a simplistic exploration of harmonies. Their society, like ours, will constantly be challenged by
deep divisions of perspective. But, whereas we resolve these in the organizational equivalent
of a gladiatorial arena, they will reinterpret such dissonance in musical terms. To our ears the
music they will play would at different times have such qualities as: gothic immensity; the
challenging intensity and immediacy of hard rock; the supportive, solidarity of folk tunes; the
intellectual intricacies of computer generated music; as well as many others. They will have

42

a tool to work effectively with differences and to use those differences to enhance the
dimensions of their policies.
(I) Group creativity
Such approaches appear totally impractical to us, locked as we are into our schizophrenically
dissociated roles. For us a poem is the work of an individual (often marginalized) making few
concessions to the collective -- it is a voice crying in the wilderness. For them their highest
achievements will be poems designed by groups (of inspired individuals) representing the
aspirations of the collective -- faced with its own shadow. We can only laugh at such
possibilities because we perceive in it various echoes of totalitarian art (just as we would
question the collective function of martial music). Group creativity is the rare exception in the
arts -- and then only in pop music, experimental theatre, and group murals, none of which are
held to be of great long-term value. But from their perspective our charters and declarations
will only be understood as primitive aesthetic abominations whose form distorts the spirit of
collective action and ensures the reinforcement of precisely those problems which we deplore.
For them, ironically, such forms will be considered conceptual totalitarianism par excellence.

3. POLICY DISCOURSE THROUGH METAPHOR
Communication through metaphor and parable
If ideological positions are not about to change to any significant degree, then there is a case
for adopting a more imaginative approach to dialogue between political or religious factions.
Such an approach needs to be able to reframe the diaiogue so that intractable differences are
expressed more creatively without endeavouring to subsume them within an unsustainable
consensus -- however attractive.
One practical approach to exploring the potential relationship between poetic composition and
policy-making is to envisage a new kind of discourse through metaphor. How might a meeting
or congress function when the factions represent strongly opposed views and metaphor is the
prime medium of discourse? The main interest here lies in the nature of that dialogue process,
and how it may transcend the difficulties usually encountered in international congresses that
bring together very different perspectives -- reflecting differences that may be considered quite
intractable.
What form might metaphoric discourse take? What would be the guidelines for such discourse?
Are there examples of cultures in which this mode of discourse is favoured relative to more
technical forms? A series of guidelines for such a discourse might be envisaged. These could
be revised and extended in the light of experience. Consider the following.
Guideline 1: Doctrinal positions should only be expressed through parable and metaphor.
The intention here is to free plenary discourse from dependence on well-developed cognitive
frameworks and patterns of statements. Whereas the insights conveyed by such statements
may well be widely appreciated, the form through which they are conveyed may however
constitute a significant barrier to communication with those with different perspectives.
Set statements evoke set responses and inhibit the evolution of a dialogue. Presentation of
insights through metaphor and parable involves the audience in a story which can evoke a
variety of insights that can nourish and sustain a dialogue.
Guideline 2: Parables and metaphors in inter-faith discourse should be developed using common
experience and everyday roles rather than be structured around symbolic figures with complex
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connotations not widely understood.
Is inter-factional discourse about the primacy of particular symbols or about the insights and
understandings to which they point? Can the two be separated?
For example, to the extent that religious insights are universal they should lend themselves to
articulation through a variety of symbols especially those common to different cultures.
Guideline 3: Differences should be expressed by questioning the aesthetic design of a metaphor
or by creating contrast and perspective through the use of counter-metaphors.
There are deep differences between political perspectives or between religions. Blunt
statements of disagreement and opposition do not necessarily help the dialogue to move
forward. However, an understanding articulated through a metaphor can be encountered by
suggesting preferred alternatives to the structure of that metaphor or to the evolution of the
story told by any parable. Alternatively, a counter-metaphor may be introduced which reflects
a different pattern of insights.
Questions may be asked as to why a metaphor has particular features and not others which
may be put forward as richer, more pertinent, or less restrictive. Efforts in this direction have
been explored in metaphorical theology, for example.
Guideline 4: The pattern of discourse is of greater significance than any particular feature of
it -- although each such feature contributes to the pattern of the whole.
It is not usually helpful to expect that an audience's attention will be captured by a single
perspective. The many dimensions of discourse associated with the challenges of spiritual
concord or of sustainable development constitute a greater challenge.
Differences can usefully be treated as challenges calling for reconciliation at higher levels of
understanding. But these too have to be articulated. Such articulation should also be done
through metaphor -- indeed this may be all that is possible.
The real challenges of a congress may therefore lie in using metaphor to hold many differences
and provide subtle constructs to contain or bridge between them. But such metaphorical
"containers" and "bridges" become increasingly subtle as the dialogue evolves. In effect they
become temples of the insight. The work of the congress could then be seen in terms of the
construction of such temples. Metaphors of this kind can be the most valuable and
communicable product of the work of the congress.
Guideline 5: The interplay between perspectives should allow for challenge.
It is the encounter with seemingly incompatible perspectives that can often evoke deeper levels
of insight. A meeting can usefully be seen as a place of challenge throl\gh which more subtle
levels of insight are brought into play -- levels which may be concealed or implicit in more
conventional politicai or religious discourse.
The opportunities for the development of such interplay is best seen in music where
instruments and musical themes challenge each other and are driven to creative responses
which move the collective work of the whole to a higher level of significance. In this sense the
congress may perhaps be better understood as a symphony orchestra.
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Guideline 6: The intention of plenary discourse should include the generation of a product
significant to wider society.
Whilst much may be accomplished between congress participants alone, and through them in
the inspiration offered to their constituencies, the world is both weary and impatient. Care
should be taken to avoid the production of wordy declarations that many will perceive as
empty of significance for their lives.
In a media-oriented world, there is much to be said for a congress whose product is in the form
of images rather than words -- even if the images are verbal images.
Can the pressures of conference discourse engender powerful new metaphors that can
empower new forms of action or that can reframe relationships across religious divides? It is
such metaphors which will travel most effectively through the media around the world.
Guideline 7: Intractable differences cannot usually be reconciled through a single insight. Rather
they call for a pattern of complementary insights that respect those differences.
Intractable differences emerge as a result of profound differences in understanding
differences which may be reinforced by cultural, linguistic and historical factors. The diversity
and reflected in such differences is vital to the richness of human understanding.
Such complexity in approaching a profound experience, acknowledged to be of the utmost
simplicity, is a challenge to the form through which it is represented. A pattern of
complementary forms may prove to be more appropriate to holding together the diversity of
insights honoured by religious traditions in their diversity.
It is through the exploration of such patterns that an appropriate measure of reconciliation may
be progressively achieved. Metaphor provides a flexible tool for this collective exploration.

4. CRITERIA FOR SELECTION OF METAPHORS
What approach should be taken to the possibility of choosing a metaphor to better articulate
the diverse elements of spiritual concord in an international meeting? Five criteria could be
considered:
(a) Adequate to capture the variety of options
Clearly a metaphor must be rich enough so that each may find in i~ the dimensions to which
he or she is sensitive. There is therefore advantage in highlighting those which reflect the most
advanced thinking of our civilization -- those touching the frontiers of aspiration to explore our
potential and articulating our comprehension of the most complex domains. But, although of
necessary complexity, these metaphors must allow for simple comprehension, preferably
permitting clarification by rich and evocative imagery.
(b) Opening options:
A useful metaphor must avoid the problem of over-deterministic frameworks which leave no
"free space" for the imagination to explore and make discoveries. Better than static metaphors,
those which embody a dynamic reality open more possibilities to the imagination. They lessen
the impression of exhaustiveness and determinism -- having less of a function of a conceptual
straitjacket. Such metaphors "seduce" and enchant the spirit. Their meaning can be "mined"
according to people's degree of need and curiosity.
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(c) Recognition of limitations:
As with every framework, a metaphor can only give a partial image of a complex reality. And
like a model, a given metaphor may not be to the taste of everyone. A metaphor has a limited
audience (or a "market") which may be a function of culture, education or age. Consequently
any effort to impose a single metaphor is therefore destined to failure (even though this may
be disguised to the extent that there may be resistance to the meaning carried by the
metaphor, which is then seen as a sterile dogma).
(d) Dynamic system of complementary metaphors:
The limitations of any given metaphor may be compensated, provided that it is seen as forming
part of a set of complementary metaphors. Then the weaknesses of one are compensated by
the strengths of others, and the dominating points anyone metaphor is constrained or checked
by the insights brollght by others. In such a system of metaphors, each has more chance of
finding an appropriate, and even seductive. perspective than through any single metaphor.
(e) Recursive nature of metaphors selected:
A complex belief system is always a challenge to comprehension. This is also true in the case
of a system of metaphors. Such metaphors should therefore be chosen on the basis of their
individual capacity to provide some comprehension of the system of which they are part. This
criterion guarantees, to some degree at least, the integrity and the coherence of the system.

5. CULTIVATING NEW CONCEPTUAL LANGUAGES
When a group of people successfully adopt a set of complementary metaphors through which
to configure their relationships they are effectively cultivating a new language. This language
may not be readily understandable to others -- or may create a false impression of being
understandable. Selecting and cultivating metaphors bears a similarity to gardening in the
attention that is called for and in the variety of gardens that may be so created. The garden
may indeed be a "secret garden".
As noted above. there is a sense in which such language cultivation is already done within
many groups, whether specialized disciplines, street gangs, student groups, or practitioners of
particular sports or occupations. It can however be done more deliberately. At one extreme
there are purely functional initiatives such as the international language developed for air traffic
control. There is almost no aesthetic concern in such cases. More interesting are the languages
that develop within spiritual cults and in many ways mould how people perceive their
environment and act upon it. The emerging language of the New Agers might, for example, be
considered as a kind of Esperanto of the alternative worlds. But although more aesthetic, there
is little conscious attempt to give it a more integrative quality. And yet it can be argued that
it does indeed enable people to work together in new ways and to make decisions in new
ways. This is especially evident in California where this language has penetrated into many
sectors, included the professional and business worlds.
Two groups provide interesting examples of more deliberate development of language and have
been investigated by management researchers for that reason. One is the Hunger Project which
has disciplined its use of language to exclude every possibility but the elimination of hunger in
the world by the year 2000 (* *). Another is the Institute of Cultural Affairs which through the
1970s and 1980s cultivated a rich language of neologisms and unusual uses of existing words
to articulate their spiritual experience and their work as a development organization (* *).
One very interesting application of metaphor to organization development has been described
by Gib Akin and Emily Schultheiss (1990). Reporting on work with a "difficult" group of
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managers, asked to share stories, they note:
"As the stories were shared we began to see some similar language used to describe
events. Successes were 'improvised' and depended on 'finding the beat' in the
situation. Groups members 'play their own tune, in their own way'. It was a musical
metaphor that made such a language meaningful, so the group... elaborated that image.
Just what kind of music was this? For them it was clearly free jazz, with only the
barest scores and no specified, required instrumentation. The sound of the group would
change in character with any change in personnel, with new members being
incorporated into the ensemble to make the most of the sound they brought with them.
As an ensemble, players would respond to each other and also to the audience. Coordination was accomplished not by plan but by listening to one another. It was not
expected that outsiders would see much that looked like conventional teamwork, but
for insiders collective improvisation meant freedom, spontaneity, as well as defining the
ensemble.
As the group came to adopt and then to elaborate this metaphor they were able to talk
in new ways about some issues... they had new ways of seeing themselves and their
special way of working together. This new image also gave the manager... a more
benign way to interpret the sometimes dissonant harmonies, both for himself and as
he might be required to portray the work of his group to others.
Likewise, group members now had a language for appreciating the unique styles and
competencies of group members. One member was a bass player, laying in a steady
low peat, a sort of punctuation. Another might be a soaring alto saxophone player,
exploding with dazzling runs and clusters of notes. With this image each member could
characterise his or her own contributions to the ensemble....
There is always a sense of irony in talking about organising people whose main value
is their independence, but this group was able to transcend that with the jazz band
image, an image that could portray organised freedom and improvisation. This group
reported that this was the first time they had successfully come together to discuss
how they worked."
From the perspective of an avant-garde composer, Vinko Globokar, consider the implications,
as a metaphor for group operation, of the following description of a piece of music generated
through the improvisation rules provided:
"Correspondences are based on the principle of mutual psychological reactions and
attempts to 'join' the four participants with each other and to make them increasingly
dependent on each other. There are four levels:
(a) The musical material is entirely fixed, but the choice of instruments is left open.
(b) Each musician possesses only incomplete instructions. In order to be able to play,
each musician must search for missing material in the performance of the neighbour
(pitches from the first, length from the second, etc) and react to it in different ways:
imitate, adapt himself to it (if need be, further develop), do the opposite, become
disinterested or something else (something 'unheard of').
(c) The composed material is completely substituted by the description of the possibility
arising from the reactions of the performers to their neighbours.
(d) On the last level, it is left up to the performers whether to cease playing or to
continue; for not even the selection of reactions is now necessary"
Surprisingly there are strong similarities between this last approach and more recent
innovations in organization design.
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But none of these examples has been strongly influenced by the aesthetic discipline of poetry.
It might be asked what kind of language poets use when they meet regularly together as in
poetry circles -- and to what extent they endeavour to consciously craft that language beyond
particular experiments. Clearly poets are able to make extensive use of common referents such
as poems and phrases from well-known poems that carry common understanding. How do the
particular understandings and contributions mould their shared space?
There is a potentially interesting interaction between those using metaphors to guide the work
of their organizations in new ways and those, like poets, whose prime interest in metaphors
is their value in conveying aesthetic experiences beyond the scope of existing terminology. The
former take a pragmatic approach -- if it works, then use it. But this statement might be made
of poets too. The difference lies in the significance attached to "works". The argument of this
paper would be that what works for organizations tends to lack long-lasting appeal for the
individual. And conversely, what works aesthetically may lack operational value for
organizations. But both are exploring new ways of organizing the reality of their environments.
Although the preoccupations of organizations may be distasteful to poets (and vice versa),
there is a definite possibility that together they could create a "third space" -- a language that
would be acceptable and challenging to both. Both need to listen, and both need to reserve
judgement about what it may be useful to bring to such a space and what it may be useful to
leave behind. It would have to be stressed that this language does not substitute for their
respective languages, but it may prove to be a space in which the dimensions excluded from
each may be intertwined in valued ways.
Many issues relating to such a project are presented in the form of checklists in Part III of this
paper. Metaphor clearly emerges as the most powerful tool common to both parties. Many
common concerns are identified in Part I of this paper and call for further amplification.
Perhaps what is sought as a characteristic of this third space is a cognitive and operational
equivalent to what is achieved by interior decoration. At its best it gives rise to a space in
which all the different features, whether decorative or functional, complement each other.
There is a real sense that they "fit" together to enhance the experience of a larger whole.
Colours, shapes, artwork and utility mirror or echo each other, moving awareness around the
room so that it is experienced as a meaningful totality carrying its own distinctive quality. In
this respect it is interesting how intimately disciplines associated with decoration are related
to philosophies of being and action. The Japanese principles of ikebana are closely associated
with those of strategy.

6. MAGIC, MIRACLES AND IMAGE-BUILDING
Such are the dimensions of the crises faced by humanity and the planet that it is not
uncommon to hear that "a miracle is required". Indeed, faced with the demonstrated
incompetence and impotence of political leaders and their academic advisors, miracles seem
just as likely to offer a way forward as conventional policy-making. At the same time,
occasionally people experience gatherings which seem to offer hope because of the "magical"
way they work -- without it being possible to identify how this happened. As a result some
would say that "we need more magic",
Magic of course has a very bad press. Worse than that of poetry. Both are aspects of culture
which the sciences have done their best to marginalize and ridicule -- and religion before them.
Ironically, given the subtitle of this paper, even the Wait Disney movie Beauty and the Beast
has been labelled dangerously evil by Christian fundamentalists -- together with fantasy games
such as Dungeons and Dragons (Christian Broadcasting Network, 1993).
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But the sciences and religions are now on the defensive. They have proven incapable of
responding to the problems that they have helped to engender. In a sense they have provided
a wealth of new tools to build a better house, but are incapable of using those tools to
construct a house that it is a delight to live in. The qualitative keystone is lacking. Soulless
"utility" dwellings and architectural monstrosities best describe the capacity of the sciences
in metaphorical terms. And how are religions contributing to our current problems and our
capacity to survive them?
(a) Magic as an interface between poetry and policy-making
Poetry of course has a long association with "magic". The best poetry is "magical" in its
effects. Kenneth Slessor states: "Poetry is the result not of reason, not of intellect. It is the
flow of magic. " But what of the discipline of magic whose deep influence on the poet Yeats
has been so frequently studied? Science and medicine have finally had to admit that there was
some merit in traditional techniques and remedies (acupuncture, herbs, etc). Is it possible that
there are truths buried in the clutter and superstition surrounding magic? Is it possible that
these truths might provide clues to the interface between the "effects" of poetry and the
"effects" of policy-making? From a cognitive perspective, of greatest significance is the
declared purpose of magic to manipulate images and understanding. This is clearly a concern
of poetry. But in doing so magic also aims to "effect" some kind of transformation.
(b) Image-building, policy-making and science
Effecting a "transformation" is clearly a central concern of policy-making -- itself increasingly
dependent on moulding the image of that policy in the media and even of creating a policy
which has an appropriate image. Ironically policy-making has become heavily image-dependent
-- just like poetry. Image-building, as practised by public relations, could be considered as a
"sanitized" version of magic. Guided fantasy, a technique increasingly used in organizational
development, is another variant.
The sciences are also increasingly sensitive to their neglect of the role of images in
understanding the evolution of knowledge and communication (Holton, 1978; Miller, 1986;
Barlow, 1990; Pickover, 1991). The importance of "creativity" in research laboratories that
have to make a profit has tended to brushed aside any persisting doubts concerning the
importance to such insight of a subjective process such as "imagination".
(c) How is magic to be understood?
Magic, according to both scholars such as Daniel O'Keefe (1982) and practitioners such as R
J Stewart (1987, 1988), is a set of methods for arranging awareness according to patterns;
it is not a truth or a religion. Nor is it even a philosophy, in the strict sense of the word,
although there are echoes of profound philosophy in most magical traditions. It is basically an
artistic science in which the practitioner controls and develops imagination to cause changes
in the outer world. The serious application of magical methods leads to transformation and it
is the transformation which is of value and not the methods themselves. All magic derives from
controlled work with the imagination.
In a major study by sociologist Daniel O'Keefe (1982) he explores 12 postulates concerning
magic of which the first four indicate dimensions relevant to poetry-making and policy-making:
Magic is a form of social action; Magic social action consists of symbolic performances -- and
linguistic symbolism is central to magic; Magic symbolic action is rigidly scripted; Magic scripts
achieve their social effects largely by pre-existing or prefigured agreements.
Magic (like advertising and poetry) does not "work" because its propositions are essentially real
or true; it works because practitioners become imaginatively involved in these propositions.
Thus for controlled periods of time under non-habitual circumstances, they behave as if they
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were true. It is not a question of becoming habituated to falsehood but rather of the magician
growing through the patterns, whether true or not, and emerging beyond them into a clarity
of awareness that was not possible before the experience of transition and transformation.
(d) Sharing metaphors towards transformation
From the perspective of a magician, the propensity of people for engaging daily in activities
which they know are fruitless or harmful, sustained by a pattern of values and habits, achieves
its apparent coherence through a form of fantasy-sharing that holds the illusion together
collectively and individually. This same propensity is used by magic to motivate inner
transformation rather than outer identifications. When the awareness of values changes (in
contrast to changes of values) the externally perceived world may be transformed by magical
means.
This possibility is facilitated when the symbols used are those of the culture with which the
practitioners are familiar. Once the perception of the external world can be transformed by
such means, magic then enables changes within the individual through which further methods
applicable to the transformed consciousness may be inwardly apprehended. Magic thus
attempts to relate human consciousness to divine consciousness through patterns inherent in
each. This is otherwise known as the Great Work.
(e) Worldviews and transformations
A major premise of magic is that access may be obtained to many worlds or worldviews. The
transformations which occur within the magician enable access to such innerworlds of
consciousness in ways which transcend the limitations of purely intellectual endeavour or the
inspirations of folklore. Images are deliberately evoked and cultivated as part of this process:
- Initially magic alters the focus or area of attention, drawing the vital; energies together with
the discipline of a tradition and its restricting vessel or matrix.
- In a second stage the energies are redirected and gradually amplified through attuning to
richer, more complex and more encompassing patterns. These integrative patterns have a
resonant effect on the psyche. They may take the form of simple symbols, or "may be
imaginatively recreated as complex scenes, beings or other patterns. As such they may be
used to focus and direct a wide spectrum of personal and group energies on many levels of
awareness.
- In a third stage, the awareness having been attuned to various patterns normally inaccessible
to everyday consciousness, begins to operate in other worlds or dimensions through the effect
of the magical patterns and key symbols.
- Finally the practitioner is projected into the alternative worlds of experience, often with
considerable energy.
The increasing ability to change worldviews follows from a reassembly and redirection of the
practitioner's energies. Such changes enable the practitioner to gain a more accurate
understanding of the shared world. The value of such transitions to other world realities is that
they contribute to the overall liberation from the particular illusion of the coagulated consensual
worldview. They also ensure fruitful exchanges between such distinct realities and the entities
that inhabit them.
The intent is therefore not to escape this world but rather to transform it. The transformation
begins within new directions of awareness sought in early training. It finally permeates the
practitioner through to the physical body. Whereas religions seek to save the world, the
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magical disciplines affirm a particularly subtle aspect of this insight, namely the possibility of
transforming all worlds.
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(f) Magical arts

There are five fundamental magical arts: concentration, meditation, visualization, ritual pattern
making, mediation. Although each of these disciplines of consciousness may be developed
separately from the others, they are in fact harmoniously interwoven in any well balanced
magical work. These all lead consciousness to change its direction, moving inwards rather than
fixating outwards as it does in daily habitual life.
Through the practice of these arts during magical development, the individual progressively
learns to balance the reality-worlds within individual consciousness through ritual and planned
activity by which life becomes attuned and rhythmic rather than random and chaotic. At the
same time the individual endeavours to energize the imaginative constructs and the contacts
established through transformative rituals and powerful mediation. The spiritual power of the
practitioner is directed outwards towards material ends, flowing through the psychic body
complex, transforming the awareness of the practitioner before it reaches any other defined
goal. These two processes may be integrated in one harmonious living pattern, a magical life
of enlightenment, in which the practitioner seeks a continual interaction between the individual
and the worlds occupied by his awareness.
Magic makes extensive use of the body as a set of metaphors to which the individual has ready
access. This is not irrelevant to policy-making as classic Taoist guides to governance of a
society indicate (Cleary, 1990). The eminent social scientist and author of "Image" (1961;'
Kenneth Boulding (1978) teasingly remarks: "Our consciousness of the unity of self in the
middle of a vast complexity of images or material structures is at least a suitable metaphor for
the unity of a group, organization, department, discipline, or science. If personification is only
a metaphor, let us not despise metaphors -- we might be one ourselves. " (p. 345).
(g) Spell-casting
Charismatic leaders have been studied as "spellbinders" by A R Willner (1984). Like it or not,
spells as an aspect of magic seem to be closely associated with this overlap between poetry
and policy. Concern is expressed at continuing popular interest in spells and the related
persistent practices in many countries. But commercial advertising may be seen as using many
of the techniques previously confined to spell-casting. There is a lot of "magic" in public
relations and in what the "spin doctors" of political campaigns endeavour to achieve (Maltese,
1992).
Janet and Stewart Farrar (1990) indicate: "A spell can be as simple or as complicated as the
occasion demands. But be it simple or complex, three factors are essential: precise visualization
of intent, concentration and will-power" (p. 31). Many of the spells and incantations to which
they refer take poetic form, including two embodied in the Kalevala, the Finnish national epic.
Many are of course designed to "solve problems".
(h) Guided visualization
As one of the five basic arts of magic, visualization is used to contact and develop subtler
levels of consciousness. This discipline should be distinguished from recent initiatives in mental
therapy to use relaxing guided fantasies in some forms of therapy. For more challenging
experiences, several conditions should be fulfilled: the symbolism needs to be coherent and
related to a specific tradition; no attempt should be made to complete the visualization or
render it all-inclusive since this inhibits imaginative participation; the sequence of symbols
should include challenging and even disturbing phases, and not be simply supportive and
comforting; opportunities should be made for silent meditation to explore any insights that are
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triggered by the sequence; traditional symbols are more effective than those from popular
culture; the visualization should bear some structural relationship to magical pattern-making.
Visualizations should be characterized by intellectual, psychological, topological and
cosmological clarity through which related realms of consciousness merge, dissolve and
re-emerge in a master pattern. A complex visualization moves through several levels of
consciousness or magical worlds.
(i) Ritual pattern-making
A ritual of any kind sets up specific conditions (or a specific context) in both the operator and
the "real" world as it is intended that it should be perceived. The main function of ritual in the
magical tradition is to set up some particular state of emotion or awareness. Pattern-making
through ritual is one of the five magical arts. The pattern acts as a matrix for energies arising
within the consciousness of participants. Under specific conditions it can involve the
bio-electrical energies of the body and psyche. The consciousness which merges with and
consists of such energies is both individual and collective. It is expressed as a sequence of
integrative insights shared by the group within its imagination. One interpretation is that
traditional rituals of speech, movements, consecration conjure spirits and by means of their
services bring about magical results which may be beneficial - exorcism, healing, knowledge,
prosperity.

Contrary to a widespread assumption, powerful rituals may be quite simple in form and
language, even though they have complex effects and relationships upon awareness. Mystique,
romanticism and pseudo-learning are unnecessary, especially when deliberately designed to
obscure and impress in lengthy, repetitive rituals. But curious words, chants, vocal tones and
other verbal symbols may be used when these have significance for all participants. Magical
operations generally employ a combination of expressed modes of communication: words,
music, dance, formal movement, scents, colours, sounds, objective symbols and implements.
These are only of value when they complement each other so as to enhance a pattern which
captures the imagination. Hours of complex ritual may often be more effectively replaced by
a simple ceremony or a basic meditation.
(j) Magical perversions
Advertising "magic" can be misused as can the skills of the political "spin doctors" (Maltese,
1992) and the expertise in disinformation and negative image-building.

The term magic is frequently abused and separated from a spiritual foundation. In any historical
period, as with religion, magical arts are taken up in fashionable and often bizarre forms, by
various groups and movements as continues to occur at this time. The enduring magical
tradition is derived from perennial philosophy, sustained by myth, leg'end, visionary cosmology
and poetic insight. In some cultures many perverted forms of magic continue to be practised
for ignorant or selfish ends. Trivial, resource-consuming, or ultimately sinister practices are
degraded forms of the enduring tradition that can lead to dangerous forms of imbalance.
In early magical training there is an extended period of confusion in which personal weaknesses
and problems (especially self-inflation), become highly amplified before they are destroyed and
the energies in question are absorbed into a balanced inner pattern.
Magic is frequently associated with the occult as the preoccupation of secret cults in pursuit
of secret powers in order to manipulate others. As with other disciplines, it can attract
self-centred individuals of extremely dubious motivation. Through their efforts to draw
attention to themselves, wider understanding of magic as a discipline is distorted. The potent
powers to which magic offers access are the common energies and properties of humankind
and are not the monopoly of any conspiracies that may endeavour to exploit them.
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Magic has frequently been considered evil, especially by organized religion and as a result of
the actions of those who exploit the gullible. As a neutral set of artistic and scientific
techniques for controlling the imagination, magic (as with any set of methods), may indeed be
employed by those who are imbalanced to enhance their own image of themselves. Evil may
then be considered as associated with that imbalance, but not with the principles, however
they are abused. Many modern religions, especially Christianity, make use of magical practices
identical in principle to those of the pagan religions they displaced. Such religions also exhibit
special concern at the evocation of gods and goddesses as being a completely regressive
spiritual tendency. However this reservation should now be seen in the light of the insights of
archetypal psychology in which the imaginative value of such symbols for the psyche is
recognized as one way of facilitating individuation. Just as some religions make specific use
of icons and other images as an aid to prayer, magical traditions use specific images of deities
to gain specific results with the imagination and its effects upon the outer world.

7. PATTERN, CONFIGURATION AND "DEEP EPISTEMOLOGY"
Both hierarchical and network approaches to organization have been extensively explored over
the past decades. Their strengths and limitations are increasingly recognized. Networks have
not proved to be a panacea. Neither has proved adequate to the challenge.
As design and the art in general have demonstrated, there is another approach which has
hardly been explored in social organization. It is on this approach that the strengths of magic
and ritual rely. Ironically it is also vital in any military campaign. It may be described through
terms such as pattern or configuration. Contrasting elements are held in complementary
positions in order collectively to create an effect which transcends the significance or capacity
of any part of that configuration.
Christopher Alexander (1977), an architect, has undertaken the audacious task of identifying
a "pattern language" of 256 elements through which individuals and groups may design their
physical environments. His aim was to enable people to create spaces which held the elusive
quality of being attractive to be in. His language may itself be seen as providing a set of
metaphors for non-physical patterns, whether for the design of social space, of co'nceptual
space, or even of a person's private psychic space.
It is also useful to consider the mandalas of Buddhist tradition as efforts to portray
configurations of complementary forces of psycho-social significance (Chogyam Trungpa,
1991; Anagraika Govinda, 1976). Within that tradition, much effort is devoted to the
aesthetics of such structures of which some 725 exist. The magical configurations, important
to the poet Yeats in triggering his imagination at a particular stage in his development, also
merit consideration. Some would argue for the relevance of the zodiacal pattern (Trevelyan,
197 or the enneagram (Palmer, 1988) or a combination (Von Keyserling, * *). But these
traditional approaches could be considered to lack a fresh connection to current aesthetic and
policy concerns. They and others (Judge, 1988) are perhaps best used as metaphors to
suggest the nature of such a configuration.
Configurations can of course acquire an overly mechanical quality which poetic instincts can
usefully resist. The organic dimensions of "deep ecology" perhaps call for a corresponding
"deep epistemology" to distinguish the nature of organic configurations to which poets more
readily resonate. There is an increasing number of studies which might be considered from this
perspective. They include the work of Gregory Bateson (1979, 1987), Humberto Maturana
(1987, 1988), Francisco Varela (1987, 1988), Douglas Flemons (1991), Willim Irwin
Thompson (1987, 1989), and others including those concerned with neurolinguistic
programming.
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Kathleen Forsythe, as information scientist and poet, articulated one pattern of relationships
around such a deep epistemology in an paper on Cathedrals of the Mind: the architecture of
metaphor in understanding learning (1 986):
"The fundamental differences in this new view of learning is to see analogical thinking
as the architecture and analytical thinking as the engineering of our mind's view of the
world. Thinking and learning become a dynamic 'open' geometry (Fuller, 1975-9)
characterized by increasing complexity and transformation as a dissipative structure
(Prigogine, 1984) based on a kinetic, relational calculus (Pask, 1975). The meta design
is not built on inference and syllogism but on analogy and relation thus allowing form
to develop from an underlying logic -- the morphogenesis of an idea (Sheldrake, 1983).
Knowledge is seen not as an absolute to be known but always in relation to agreement
and disagreement, to coherence and distinction in terms of individual, cultural and
social points of view. The language we use to communicate then takes on a heightened
importance (Wittgenstein, 1972) whether that be the language of words or the
metaphor language of pattern (Alexander, 1977)."

Much more could be done in refining such initiatives through dialogue between poets and
policy-makers.
8. INVENTING REALITY: "TALKING IT UP" THROUGH CONFIGURED IMAGERY
The phrase "talking it up" is now commonly used to indicate one of the strategies open to a
government minister of finance faced with loss of confidence in the value of the national
currency. The minister makes statements to increase the credibility of the currency on the
international markets. The phrase "psyching up" is commonly used by individuals or teams in
sporting competitions. It indicates techniques whereby they can strengthen their attitude to
respond to opponents. This technique has long been used in preparation for battle. Opponents
may even be said to "psych each other up" -- "winding up" is also used. Variants are used in
management team building exercises. Some religious groups use testimony meetings to this
end.
Of similar interest are techniques used to "create an ambience". The techniques may range
from interior decoration, choice of music, and pre-structured scripts or events -- or even choice
of language. Creating such intangible environments can be vital to the appeal of a community,
a club, a social occasion, or a work environment.
Such techniques result in a shift in the ways in which reality is understood. In its simplest form
it "increases the flow of adrenalin". In the light of the previous sections however, what is of
interest here is the possibility of configuring more complex realities. Clearly advertising and
public relations endeavour to do this through image-building -- using a configuration of mutually
reinforcing initiatives. But this is often done against the interests of those towards whom it is
targeted. Magic and spell-casting may be subject to the same fundamental criticism. Like
advertising, especially in the form of political propaganda, they may deliberately seek to
"enthrall". Some community-based cults have gone furthest in co-creating realities and can be
legitimately criticized for the ways in which they enthraii.
Policy scientist Yehezkel Dror (1987) expresses concern at the way top decision makers
succumb to illusions which they cultivate for their environment. "Ostensibly, all decisions are
based, at least in part, on facts and predictions of facts. This is an illusion, and an exceedingly
dangerous one: no one can get at the facts. What one regards as facts are only images, often
highly distorted, of reality. Understanding the limits of these images, reducing distortions as
far as possible, and adjusting modes of decision-making to irreducible ambiguities and doubts
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are imperative.... Recognizing what causes image distortion is a daunting task. A leader may
easily overreact by putting his faith in his own personal intuition... But unaided intuition is even
less trustworthy". Dror provides a valuable summary of causes of image distortion. Elsewhere
he examines the challenges faced by leaders with a vision (1 988, 1991 ).
Nevertheless are there clues in the possibility of collective dialogue through metaphor -inspired by the aesthetics of poetry-making and disciplined by a sense of configuration? It
would seem that many techniques have been explored -- but each in ways that fail to respond
to the present needs for co-creating sustainable realities.
There is of course a burgeoning literature on invented realities and inventing realities. These
include studies such as: Bruno Bettelheim's The Uses of Enchantment; the meaning and
importance of fairy tales (1976); Ellen Winner's Invented Worlds; the psychology of the arts
(1982); Roberts Avens' Imagination is Reality (1980); Paul Watzlawick's Invented Reality
(1984); Joseph Camp bell's Myths to Live By (1985); Marilee Zdenek's Inventing the Future
(1988); Alan Wallace's Choosing Reality (1989) and William Irwin Thompson's Imaginary
Landscape; making worlds of myth and science (1 989).
Such studies are of direct interest to social constructivists as usefully summarized in Waiter
Truett Anderson's Reality Isn't What It Used To Be (1990). But they seem to be simplistic in
their approach -- often using single generative metaphors -- despite the apparent need for more
complex reality construction. But in poetry-making, where multiple metaphors are skilfully used,
they are not developed within a group setting nor are they designed to help the group reframe
the pattern of its actions in the light of subtler insights.
A principal weakness seems to lie in the rhetorical use of a single metaphor. Like a spell it is
cast upon the listeners. As with a tennis ball the "service" may be so devastating that it cannot
be " returned " . Each may contribute to the dialogue in this way without making for interesting
tennis. On the other hand even when the service is returned and the participants are able to
engage in a volley exchange, this too may only make for uninteresting "ping-pong" tennis as
in many parliamentary exchanges. However something quite special happens when the
exchange is such that the quality or tone of the dialogue shifts and builds so as to generate
new and unforeseen patterns -- and new levels of enthusiasm. The secret lies in this mutual
enhancement, as it does in non-mechanical Jove-making through which a shared new reality
is created for the lovers. The challenge in each case is to learn to act through and out of this
new reality.
Possibilities of this kind led physicist David Bohm to initiate dialogue experiments in a number
of places. His work is currently being followed up through The Dialogue Project (Organizational
Learning Center, MIT). For Bohm (1985), through the kind of dialogue he sought to cultivate:

"a new kind of mind thus begins to come into being which is based on the development
of common meaning that is constantly transforming the process of dialogue. People are
no longer primarily in opposition, nor can they be said to be interacting, rather they are
participating in this common pool of meaning which is capable of constant development
and change. In this development the group has no pre-estabiished purpose, though at
each moment a purpose that is free to change may reveal itself. Thus the group begins
to engage in a new dynamic relationship in which no speaker is excluded, and in which
no particular content is excluded. "
Unfortunately, precisely because of the free-floating, open-ended, judgement-free nature of
Bohm's process, it seems that qualities essential to policy-making are lost -- at least according
to the present state of practice. Such experiments need new ways to discipline and focus
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themselves, rather than cultivating the abandonment of discipline and focus -- and the
avoidance of judgement. The challenge is to distinguish "non-judgementally" between the
incestuous self-indulgence of participants in the intellectual joys of "going meta" and the kinds
of experiential transcendence that may occur on occasion and be experienced by some
participants. This is a "magical gate" -- the so-called "gateless barrier" of Zen tradition (Aitken,
1990).
It is questionable whether the bonds created and the insights gained can be successfully
communicated beyond the bounds of the group that meets in such dialogue -- which
necessarily develops its own identity and story. Especially dangerous is the manner in which
non-judgemental practices may be misused to inhibit any evaluation or the exploration of
alternatives. Both poetry-making and policy-making have insights to contribute to the
clarification of the conditions under which this gate can be approached and the manner in
which its wider significance can emerge.
The suggestion is therefore that there is place for experiment. It is probable that the results will
offer possibilities for new forms of policy-making in smaller groups, organizations or
communities. Even so it will be of great value if it enables subtler coalitions of forces to acquire
stability -- especially in situations where factionalism prevents the formation of any such
structures. Hopefully this will indicate new ways of working creatively with differences rather
than vainly endeavouring to eliminate them.

9. POTENTIAL ROLE OF COMPUTER AUDIO-VISUAL TECHNOLOGY
In the case of poetry, technological innovations have led only to some explorations of computer
generated poetry -- and to the use of word processing with its advantages of direct access to
dictionaries, including rhyming dictionaries. Much poetry is now available on CD, and this will
soon be associated with visual information. Such a medium will permit sophisticated
explorations of text, whether or not it encourages "better" poetry.
Music has made much more extensive use of such technology, including aids to experimental
composition using libraries of sounds and melodies, combined according to previously
unforeseen rules. Music can also be combined with dynamic patterns of light in usual ways.
In this respect, colour and pattern manipulation has developed enormously with the use of
computers, notably with the possibility of selecting and controlling literally thousands of
colours.
The relevance of such technology to the arguments of this paper lie in its potential for holding
complex relationships between patterns whose parts may be selectively associated with text,
colour, shape and sound. Those in the computer world have not been reticent in acclaiming the
value of computers as tools of the imagination and for the exploration of new patterns
(**Clifford A Pickover, 1990, 1991)
The interactive possibilities are important because of the potential for offering a multiplicity of
alternative representations of the same collective work. Just as a piece of sculpture can be
viewed from various angles under various iighting conditions, so too can a complex pattern of
relationships between elements of text be selectively perused. This allows alternative aesthetic
perspectives to be held together by relationships that obviate the need for discordant
experience. Or rather the level of discordance experienced becomes a matter of choice and
ability to integrate it.
It is possible therefore to envisage a group of poets, musicians and policy-makers, such as that
envisaged above, working together on the same information structure. Each may then be
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"protected" from whatever degree of exposure to the "incompatible" perspectives of others
is considered excessive. The software could allow them to "compose" together in unusual
ways. Specifically it might:
(a) facilitate development of the underlying or fundamental pattern of the information
structure, from both aesthetic and functional perspectives. Subsequent revisions could
also be facilitated.
(b) provide a form of conceptual or aesthetic "scaffolding" to hold initial possibilities in
tentative relationship in anticipation of definitive arrangements (Judge, 1992)
(c) permit the addition of "annotations" to different parts of the information structure.
Like decorative artwork in a building, these could be made more or less visible. They
might take poetic form or they might be of purely functional significance -- or one might
be linked directly to the other as an illustrative metaphor.
(d) permit experimental reconfiguration of the information structure to bring into
juxtaposition selected aesthetic and function features
A related graphic technique of great interest is that of "morphing". This is best known through
the video-clips, seen by millions, showing the transformation of one human face into a series
of others, or possibly into some other form. This is a powerful visual metaphor for what could
result from establishing the stages in relating a turgid policy text to one which embodies a
pattern of aesthetic relationships of a much higher order.
What might be involved in such a transformation of texts? Clearly the initial stages would
require the elimination of obscurantist legal jargon, and correspond to the "rewriting" which
is increasingly called for -- possibly leading to a form acceptable for "public relations" purposes.
But it is the subsequent stages which are really of special interest. Are there ways of
experimenting with such morphing techniques to obtain computer assistance in building in
aesthetic features? These might lead to a variety of alternative presentations of the original
document -- possibly with associated graphics. The challenge would be to use the technology,
as suggested above, so that the "original" document did not have to derive from the policy
side, but rather from some intermediary stage of creative collaboration. The legalistic version
would then be but one of the alternative presentations.
Perhaps of most significance is the potential of virtual reality technology. As yet in its early
crude development stage, the focus is on the display and interaction with imaginary objects
of little aesthetic or policy significance. However there is little to prevent the substitution of
patterns and relationships of a high order of aesthetic complexity as a means of carrying
information of functional significance to policy-makers. There is every possibility that dialogue
between poets, musicians and policy-makers may, in the not too distant future, take place in
virtual reality spaces. For example, the possibility of virtual reality dance clubs is already
envisaged. These would enable physically isolated individuals to dance "together" in a
simulated space complete with audio-visual effects. Currently computer graphics are greatly
independently of the music and then merged, spliced and edited into synchronization. As
compositional tools become more advanced, visuals will become more intimately linked to
sounds (Brian Evans * *). Some artists will work simultaneously with voice, text, music, shapes
and colours. Poetic initiatives will surely have a place in this context.
Like it or not, a sign of the times is that priests can now purchase a CD-ROM disk containing
a large array of sermon texts, with related hymn and liturgy proposals. By choosing a theme
for the week, a busy priest can now have access to a series of relevant proposals for his
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weekly duties.

10. THE PROCESS OF CONCEPTION AND THE TRANSFORMATIVE MOMENT
The concern here is with the processes through which a well-formed poem or policy comes into
being rather than the manner by which it is subsequently appreciated by others. In a sense, for
the conception to have wider merit, the creators must effectively anticipate and rehearse the
reception and appreciation of their work as part of the design process. In this way the response
is effectively pre-figured as a constraint on the process of creation. The concern is therefore
with how the processes of creation are experienced.
In the spirit of the metaphor of marrying Beauty and the Beast, the concern here should also
be contrasted with the creative processes of each in isolation. For this purpose these might be
pejoratively labelled as being characterized by "inbreeding", whether or not this derives from
"immaculate conception", "incest" or a dubious programme of "eugenics". Having argued
above that they are genetically compatible, despite appearances, the concern here is to achieve
a richer genetic mix in the progeny.
Clearly any creative process precedes any possibility of definition. There is a "circulation" of
something in ways alluded to in the language of Taoist alchemical texts. In the management
world the closest is what is described as brainstorming -- although ideas are different from
actual creativity. There is some form of "alternation" between opposing perspectives, again
alluded to in Taoist breathing metaphors. Perhaps the closest policy equivalent is that of
dialectical interaction through which perspectives are challenged and a new synthesis emerges.
More striking is the sense of a "magical moment" in which a wide variety of elements are
recognized as having a consonant relationship. In musical terms there are resonances and
harmonies which change the feel of the space in which they are perceived. A version of this
can be understood when considering internal decoration of a room and a creative solution
emerges. Such transformative moments also occasionally occur in meetings.
Such moments can really only be described through metaphor. There is a need for poetic skills
to articulate understanding of such moments so that they are more readily recognized and can
exert a pull on collective endeavour in meetings. What is it that gets "held" in such moments,
and which the Taoists refer to as "chi"? (R G H Siu, 1974) In the policy world there is a rather
desperate effort to identify these moments with "conflict resolution" and "reconciliation". But
this excludes qualities of integration in which tensions are not resolved but held in a very
dramatic manner well known to poets and dramatists -- hence the importance of pattern and
configuration. It is perhaps that dramatic truth which needs most to be "harnessed" to
collective policy-making.
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1. COMMENT
The following texts attempt in different ways to group together themes suggestive of ways
of approaching the challenge of interweaving poetry-making and policy-making concerns as
raised explicitly or implicitly in Parts I to Ill. The texts are adapted to the challenge of those
large-group meetings or conferences which are not:
(a) Organized according to procedures considered reasonably satisfactory by most of those
directly involved, possibly on the basis of experience of previous meetings in the same series;
(b) Deliberately structured by the instigators to achieve a certain objective, irrespective of the
individual preoccupations of those who choose to participate under such circumstances;
(c) Conceived around a pre-defined set of topics, irrespective of any other topics which may
emerge during the meeting as common to a number of participants present;
(d) Deliberately unstructured as an environment for spontaneous exchange between
participants, but without any concern that such exchanges should lead to the emergence of
some larger pattern.
The main concern is with highlighting problems and possibilities relevant to the organization
of more mature meetings on the new frontier of high-risk gatherings in response to social
development issues and the global problematique. Attention is only given to the "mechanics"
of meeting organization (covered in the many books available on such matters) in so far as they
directly affect the psycho-social dynamic of the meeting. The topics are therefore oriented
around the possibility of maturing the power of a larger meeting to:
(a) reflect the complexity of the external environment in an ordered manner (representation),
to reflect about that environment (conceptual processes), and to reflect about itself (selfreference or self-reflexiveness);
(b) focus the variety of perspectives represented, without destroying that variety in some
simplistic formula of superficial consensus;
(c) transform the issues presented, and the organizational groups which take responsibility for
them, into new configurations of operational significance;
(d) act, or empower those represented to act, in the light of the level of understanding achieved
during the meeting.
In line with the general theme of this project, there is a concern that meeting innovation is
being severely hindered by the limited vocabulary by which meeting processes and structures
are defined: programme, session, speaker, participant, topic, organizer, etc. This is especially
the case in that most of this vocabulary focuses on the logistics and administration of the
meeting. The challenge is to find ways of enriching understanding of the range of meeting
processes, including ;;conceptuai logistics;;, moving beyond the limitations of that vocabulary,
clarifying new distinctions and reinforcing those new distinctions by a new vocabulary.

2. ENVISIONING THE PERFECT MEETING
In recent years many people have deplored the inadequacies of the visions of society in the
future. It is argued that credible visions offer a vital guideline to long-term policy. Clarifying
such visions is a useful focus for debate. As a central process in society, meetings also merit
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this form of concern. Indeed if the problems inherent in meetings cannot be solved, is it
possible to move toward any better society? What could constitute a perfect meeting in the
future? Adequate images of such ideal meetings can guide reflection on present inadequacies
and on how they may be overcome. The following points identify aspects which can be
usefully borne in mind.
1. Inter-weaving resources: Rather than the present emphasis on isolated participant
contributions, the emphasis will be on interrelating contributions to form a pattern whose form
evokes further contributions thus bringing about an appropriate balance of perspectives.
Representatives of each discipline or approach will strive for better ways to evoke that pattern.
Lengthy contributions (in time or on paper) will become secondary to the contribution of
specific ideas, values, facts, problems or relationships. Those which significantly improve the
emerging pattern will be valued most.
2. Pace: Rather than the present hectic exercises in maximIzing "communication", many
meetings or sessions will bear a greater resemblance to a public game of chess or go. Periods
of silence will be interspersed with brief contributions to the emerging pattern on whose
evolution all are reflecting.
3. Status and reward: Rather than status being accorded or acknowledged by protocol and
"prime time" privileges, it will be self- evident from the record of the relative significance of
the contributions made to the emerging pattern. This will be the prime source of personal
satisfaction.
4. Process: Rather than the simplistic overt processes of present meetings (made possible by
a complex of covert processes), the range of processes will be understood to interweave as
they do in a complex but healthy ecosystem - of which there are many types.
5. Maturity: Rather than the present possibility of immaturity in a meeting of the most eminent,
the maturity level of the meeting will be a matter of explicit concern and many will have skills
to evolve the meeting beyond the characteristic traps of the present.
6. Roles: Rather than the limited range of roles in present meetings, those of the future will be
characterized by a rich variety of supporting, guiding, informing, facilitating roles. The potential
of a meeting may well be judged by the "participant/supporting role" ratio (cfthe teacher/pupil
ratio in schools) as well as the number of "jargons" between which "interpretation" is provided.

7. Modes: Rather than the limited range of modes now permissable in a given meeting, it will
be possible for a meeting to move flexibly between many modes according to the energy
requirements of the participants - and without losing a sense of coherence.
8. Conceptual environment: Rather than the crude (lack of) awareness of meeting conceptual
dynamics, participants will be much more conscious of the "species" of each contribution
made, the effect it can have on the evolution of the conceptual environment, and the
constraints on its viability.
9. Physical environment: To those involved in such perfect meetings, the negative effects of
the many subtle and less subtle design factors in present conference centres will be obvious.
Conference environment design will focus on enabling the many aspects of conceptual pattern
formation rather than "processing" participants and inhibiting synthesis. Flexible settings will
adapt to the changing conceptual environment.
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10. Technology: Aside from the already evident move towards "electronic meetings" between
distant partrcipants, much greater use will be made of technology to enable spontaneous
communication between participants (rather than at them), to represent graphically the pattern
emerging from the contributions made, and to facilitate synthesis whilst protecting variety.
11. New challenges: Because the environment will enable collective reflection on much more
subtle questions than at present, new challenges will emerge - possibly to be recognized as of
greater (or more fundamental) significance than the often simplistic preoccupations of present
meetings.
3. INTEGRATIVE FAILURE
Although integrative skills may be successfully applied to a situation, their elusive nature can
be partially defined by the ways in which such skills may fail or be used to conceal abuse.
1. Reduction in variety: A simple way to ease the integrative problem is to reduce the diversity
of elements present in the situation using an argument for standardization and against any
"hodge podge" mixture of elements. This of course eliminates some minority interests. In the
extreme case of destructive or "meltdown" synthesis, all variety is eliminated.
2. Reduction in quantity: By eliminating a significant number of the elements, the problem may
also be eased. The argument that can be used is that they are well-represented by the variety
of elements that remain and that any "proliferation" of elements is disorderly. In practice this
results in the absorption of some elements by others, such as in the case of minority groups.
3. Simplification: Subtleties and nuances, possibly defended by specific minority groups, may
be ignored. Interconnecting webs of relations can be ignored.
4. Tokenism: Emphasis may be placed on the image or desirability of synthesis in order to
conceal inability to achieve any steps towards it.
5. Temporary synthesis: In a dynamic situation it may be possible to achieve some "measure
of integration in the short-term by ignoring factors temporarily absent or only emerging over
longer time cycles.
6. Coloured synthesis: A significant degree of synthesis may be achieved, but from a particular
viewpoint or in terms of a particular mode, approach or strategy. The narrowness of such a
synthesis, coloured by the perspective of those who achieve it, may be difficult to
communicate within the framework established by that synthesis.
7. Enforced synthesis: In some instances, as with a dynamic set of minority interests, a form
of integration may be imposed by constraining the dynamics (although without reducing the
number or variety of the elements).
8. Dogmatic synthesis: An impression of synthesis may be achieved by stating frequently and
forcefully that it has been achieved and thus eroding expectation that a greater degree of
synthesis is possible.
9. Laissez faire synthesis: By reinterpreting the nature of synthesis or integration, it may be
deemed to exist under any circumstances as the pattern of interaction amongst the elements.
No intervention is required, although if undertaken it would merely add to the pattern of
interaction.
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10. Agglomerative synthesis: Appropriate integration may be assumed to have been achieved
simply by ensuring the juxtaposition of the various elements or viewpoints. This corresponds
to the use of the prefix "multi" (eg in multidisciplinary). In books reflecting such a
multidisciplinary synthesis, it is the binding which provides the synthesis, given the absence
of any relationship between the constituent disciplinary chapters.
11. Comparative or cross-referential synthesis: Integration may be assumed to have been
achieved by recording comparisons between the perspectives or elements. This often
corresponds to the use of the prefix "cross" (eg in cross-cultural).
12. Cross-impact synthesis: Integration may be assumed to have been achieved by taking into
account the constraints and feedback loops emerging from other disciplinary perspectives. This
may correspond to use of the prefix "inter-" (eg in interdisciplinary). Note however that it is
only with the emergence of a new level of order that a synthesis breakthrough may be said to
have occurred (this may correspond to the use of the prefix "trans-" as in trans-disciplinary).
4. INTEGRATIVE SKILLS
Although during meetings there is much discussion of "integration" and there are many
attempts at producing a "synthesis", the skills called upon seem to be poorly understood, hard
to communicate, and very difficult to put into practice. It is therefore useful to note very
different domains where integrative skills are practised successfully, even if it is not
immediately clear what can be learnt from them for use in a meeting environment.
1. Design and composition: This is the process through which creative intuition influences the
selection of elements and the manner and proportion in which they are to be balanced - what
is to be put together and how. In each of the following the configuration of elements tends to
relate to an emergent focal point:
(a) Composing music
(b) Painting a picture
(c) Flower arrangement (Ikebana)
(d) Landscaping
(e) Building and community design
(f) Interior decoration
(g) Designing a meal (or menu)
(h) Putting together a group a team, or an evening party
(i) Writing a novel
(j) Casting for a film or play
2. Managing dynamic situations: This is the process whereby the relationships between a
complex set of given elements is kept in focus. Examples are:
(a) Juggling
(b) Leadership of a group (including use of charisma)
(c) Production of a show
(d) Conducting a military campaign
(e) Controlling a chemical plant
(f) Scheduling railways, deliveries, ete
(g) Making a party "go" (hosting)
(h) Conducting an orchestra
(i) Gardening
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3. Analyzing complex situations: This is clearly oriented to understanding whatever can be
analyzed irrespective of whether this leads to broader synthesis. Examples are:
(a) Operations research
(b) Systems research
(c) Cybernetics
(d) Management research
(e) Political analysis
4. Communicating synthesis:
This is the process whereby a sense of wholeness or unity among diverse parts is imparted to
others, even if only as a symbol or token of what may later be achieved in practice:
(a) Environmental appreciation ("One Earth")
(b) Art education
(c) Art of speaking
(d) Political commentator
5. Embodying synthesis: Whereas each of the above is in some way a manipulation of
synthesis, however necessary, there seem to be instances where a person acts as the focal
point for synthesis and is so perceived by those whose interests are reinterpreted and focused
in this way. Examples are perhaps:
(a) Spiritual leaders (including saints, gurus, and charismatic evangelists)
(b) Political heroes (including statesmen, military and revolutionary leaders)
(c) Cultural heroes (including pop-stars, film-stars)
5. MEETING FOCUS: A DESCRIPTION
In a discussion an individual may be rebuked for not "keeping to the point". In a meeting this
may refer to relevance to a point on the agenda. It is the agenda which is used to focus the
meeting process, although when there is a programme, focus may only be achieved through
the agendas of individual sessions or possibly through a concluding plenary session. What is
focus in a meeting and what is its significance, especially in relation to the aim or objective of
the meeting?
1. Imposed focus: A meeting may be convened to focus on a particular concern decided in
advance. In such a case those present, and the points raised, will be clearly related to that
concern, although perhaps not in the view of all present. Focus is thus a question of
establishing and maintaining the relationship of a variety of subsidiary concerns to one central
concern, even though the proponents of particular subsidiary concerns may not recognize each
others relevance to that central concern.
2. Emergent focus: A meeting may be convened in the hope that a point of common focus will
emerge as a basis for interlinking a variety of partially (or un-) related concerns. The problem
is then to facilitate its identification and emergence.
3. Multiple focus: Whether imposed or emergent, it may be a question of a multiple focus,
rather than a single one. There may be no intention, desire or ability to relate the multiple
points of focus to one another or to a single underlying concern. This may be reflected in a
variety of unrelated points in an agenda or meeting programme.
4. Degree of focus: Whether a matter of ability or intention, the meeting may resist any
classification or sharpening of focus in preference to a diffuse focus or none at all. An
unfocused meeting may be viewed as more creative or effective under certain conditions, or
perhaps all that is feasible. Note that focus may be achieved without any verbal
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acknowledgement of its nature.
5. Aims, objectives and goals Although it is possible to make useful distinctions between
these, it is their difference from focus which should be noted. Each of them is in one way or
another an intention or desire as opposed to the definite achievement characteristic of focus.
But focus is also a precondition for them, in that it interrelates the relevant elements necessary
for their achievement, whether any subsequent action is taken or not. In this way a meeting
can focus on its objective, for example, or may fail to do so because its ability to focus is
inadequate.
6. Focus and transformation: To achieve whatever transformation it intends, a meeting must
bring the resources it has assembled to bear, bringing them appropriately into focus. This
establishes the critical quantity or variety of factors necessary to the transformation. Focus
ensures that the configuration of factors assembled will direct the energy of the meeting
participants appropriately, rather than allowing it to dissipate ineffectually. Individual actions
are then mutually reinforcing rather than nullifying. Depending on the nature of the meeting,
focus may also be required to disseminate or contain the energy released by the transformative
process.
7. Strategy and process: Focus may be brought about, from the prior unfocused condition, by
an appropriate strategy for a process - a focusing procedure. Such strategy may even be
considered the time dimension of focus.
8. Structure and focus: One method of ensuring focus is through the conventional hierarchical
structure of executive and other programme committees and officers, culminating in the
meeting president. The weakness of this approach results from the limitations of the simple
hierarchy as a means of appropriately channelling and interrelating the information flows
associated with interrelated topics. This is especially true when the hierarchy also has to
perform protocol and other non-substantive functions which prevent either the executive
director or the president from ensuring a substantive synthesis, even if they were able.
9. Focus and configuration: Where hierarchical ordering of the meeting programme or lines of
responsibility no longer suffices to contain the complexity of the subject matter, a programme
matrix may be used. When this is inadequate more complex configurations are required (eg
critical path and network diagrams). There is however a major constraint in that focus is no
longer possible if the complexity exceeds the ability of participants to comprehend. And in
order to maintain comprehensibility the configuration of issues must contain elements of
symmetry and pattern to reinforce memorability and communicability. Whilst it is not necessary
for all participants to comprehend the whole configuration, there must be sufficient overlap
both to maintain connectedness and to prevent loss of confidence in the chain of overlaps
linking the most distant parts of the configuration.
10. Focus and the individual: The adequacy of the configuration depends on the quality of the
participants and the extent to which its features engage their attention and energy. The greater
the variety reflected in the configuration, the greater the potential, but also the greater the risk
that participants will only be engaged partially or superficially and that the focus will be trivial.
Powerful focus is achieved when the meeting configuration matches to a significant degree the
psychic configuration of the participants. Participants respond to finding their own condition
reflected in the meeting configuration, and the meeting reflected within themselves - it is this
resonance which energizes the meeting. Any action through the meeting is then directly
consistent with the individual's own development and calls upon all the participant is able to
contribute because of the manner in which that contribution results in personal growth through
the meeting. The meeting configuration thus reinforces connections which enable focus and
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transformation at a new level of significance, both collective and individual.
6. MEETING FOCUS: A CHECKLIST
Below are listed, in no particular order, different aspects of focus or processes which tend to
occur when a meeting is in focus.
1. Category transformation: A condition of focus should permit a reordering of the categories
governing the meeting (or the organization of its subject matter) into a less procrustean pattern
corresponding more appropriately to the reality encoded.
2. Organizational transformation: In a condition of focus the organizational units or subdivisions whereby it has been brought about can be reformed into a pattern more appropriate
to the functional categories.
3. Problem sensitivity (resolving power): a condition of focus permits problems (otherwise
considered identical) to be appropriately distinguished.
4. Problem subtlety: certain all-pervading subtle problems can only be detected in a condition
of low "noise-level" characteristic of focus.
5. Stabilized overview: focus is a necessary condition for a stable overview of the meeting's
domain (possibly as a meta-dimension) otherwise viewed as a multi-facetted image.
6. Contribution of the seemingly irrelevant: only in a condition of focus can the contribution
of otherwise "irrelevant" resources to the balance of the whole be understood.
7. Hospitable to divergent perspectives: a condition of focus is hospitable to overwise
"divergent" perspectives.
8. Sensitivity to new options: the reduction in "noise-level" associated with a condition of
focus permits new options and directions to emerge.
9. Transformation of collective self-awareness: the condition of focus facilitates the emergence
of a collective sense of identity at a new level of integration and immediacy.
10. Transformation of personal awareness: a condition of focus enhances the processes of
personal transformation in each participant and in relation to the here-and-now.
11. Energy containment and release: a focused configuration is able to contain and anchor the
synergy normally dissipated during a meeting (possibly as a temporary state of enthusiasm or
euphoria).
12. Emergence of simplifying perspectives: a condition of focus enables simpler descriptions
of complex conditions to emerge, possibly as appropriate metaphors.
13. Empowerment: a condition of focus empowers the meeting to act at a new level of
significance in the light of emergent values.
14. Risk: a condition of focus, because of the radical nature of the transformations which are
then feasible, is also a condition of high risk. Such risk is a necessary "investment" (in the
sense of "nothing venture; nothing gain").
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7. LOSING MEETING FOCUS
The nature of focus may be partially understood from the various ways in which it may be lost
during a meeting. These are the processes which may be guarded against although they are
not necessarily independent.
1. Loss of immediacy: Participants may lose any sense of immediacy and allow discussion to
focus on questions which erode their sense of urgency and responsibility. The assumption that
necessary action can be taken on some other occasion, possibly by others, gradually holds
sway.

2. Attention absorption: Topics become a focus for attention for different participants to the
exclusion of any understanding of the context from which they emerge and by which they are
linked.
3. Attention span: The complexity of the topic is such that participants do not have the
patience to attend to any discussion of its intricacies and thus fail to comprehend it. This
situation may be aggravated by poor verbal presentation, particularly when an audio-visual
presentation would be clearer and quicker.

4. Topic change too rapid: When the meeting is switching between supposedly related topics,
this may be done too rapidly for the participants to retain any permanent understanding of their
connection.

5. Topic change too slow: Time spent by participants in treating one topic may be too great
to retain adequate understanding of the previous topic. In this way they lose sight of the whole
and may in fact become bored with excessive detail if they are not unnecessarily fascinated
by it.
6. Loss of connectedness: Participants, for any of the above reasons, may lose understanding
of the web of relevance interlinking the different topics under discussion. Conceptual
fragmentation holds sway and most topics appear irrelevant to the participants major interest.
7. "Topic twigging": Topics may be explored with such enthusiasm, that issues are broken up
into sub-issues, sub-sub-issues, ete without any control over how to maintain the connection
between such "twigs" or branches and the trunk of the "tree" from which they spring.
8. Games and traps: Discussion of topics may become enmeshed in various games and traps
from which participants find it impossible to extract themselves. Such "sub-routines" may
divert all energy from the fundamental or underlying issues.
9. Superficiality: The focus of the meeting may be trivialized by unnecessary enthusiastic
interventions which do not take participants forward.
10. Disruption: The "noise-level" of the meeting may be such that no focus may be shared
amongst participants.
11. Polarization: Discussion of the focus may provoke some participants to advocate a counterfocus, thus dividing the meeting.
12. Energy drain: The structure and processes of the meeting may be such as to drain
participant energy rather than enhancing it. This weakens any focus which is still possible.
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8. FOCUS SUBTLETIES: MEETING MAGIC
Occasionally, perhaps under special circumstances, meetings "come together" and "take off"
as if by magic. It might be called serendipity. There is very little indication of why this comes
about or how it is to be described objectively. It can happen when every care has been put into
arranging the meeting and selecting the participants, or it can happen under extremely nonideal circumstances. The following notes indicate some possible directions for further reflection
on the question.
1. Indirection: In such a case there seems to be a strength in defining the central point of focus
by discussions which use it as an unspoken reference point. The totality of tangential dialogues
is then facilitated by this approach, whereas "going to the heart of the matter", and efforts to
render it explicit, effectively only introduce perturbation and fragmentation. (Note that nondirectiveness, being the non-imposition of a line of discussion, is only loosely related to
indirection in this sense).
2. Paradox: There usually seems to be a strong element of paradox in such cases, or at least
a tolerance of it and a suspension of judgement. (The meeting could almost be considered a
collective reflection on a Zen koan).
3. Incompatibility: Associated with paradox is a context which permits incompatible
perspectives to be "bracketed" and held in complementary juxtaposition. It is the shared
attitude underlying this contextual awareness which provides a subtle interface between the
perspectives.
4. Attunement: The magic tends to occur when participants are attuned to each other or
empathize with each other, possibly stimulated by a quota of antipathy which provokes a
search for a more fundamental level of harmony (et the use of this concept in certain group
meditation techniques).
5. "Chemistry": As in the previous point, when the right mix of participants is present, they
react in unpredictable ways to produce interesting transformation for all concerned. (The
"recipe" analogy may also be used).
6. Aesthetic elegance: There seems to be a special economy and proportion of structure and
process which can only be described in aesthetic terms.
7. Drama: Relating to the previous point, there is often a sense of evolving and mounting
drama, engendering appropriate events at each stage. There is a collective awareness of how
each event is charged with significance.
8. "Invisible hand": Relating to the previous point, at certain moments events seem to be
guided by an unseen hand, so well do they emerge spontaneously and fall into place
unplanned. There is a strange "rightness" to the flow of events.
9. Non-action: During the course of such meetings, deliberate actions usually tend to be of less
significance or else their significance emerges totally transformed in relation to the original
intent. The more participants can approximate to the Taoist attitude of non-action, the better
the event for all concerned (et the adage: "Don't push the river. Guide the canoe").
10. Non-conscious: Relating to the previous point, participant appreciation of the event
depends on ability to "let go" and "flow with the stream of things". This seems to call upon
instinctual and intuitive aspects of personality, appropriately blended by the participant (et the
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Japanese concept of hara). It should perhaps be contrasted with unconsciousness and "stream
of consciousness" monologue.
11. Humorously quixotic: In contrast to the heavy quality of conventional meetings, such
events have an underlying thread of humour strangely blended with wisdom (et the Sufi tales
of Nasruddin). This also serves as a very powerful and rapid means of conveying an
explanation.
12. Innocence: The flow of such events tends to evoke a childlike innocence and sense of
wonder in participants, which is to be contrasted in conventional meetings with the defensive
attitude towards ignorance, a pervasive cynicism, and childishness under certain
circumstances.
13. Magical shifts of perspective: Characteristically in such meetings, apparently insignificant
events brought about in an unforeseen manner can trigger major shifts of perspective (et the
Zen tales concerning achievement of satori).
9. COMPLEMENTARY METAPHORS OF DISCOURSE
The following set of commonly understood metaphors endeavours to highlight the range of
mind-sets through which discourse in meetings might be envisaged. Fundamental problems
associated with each are briefly noted. The metaphors provide contrasting windows through
which the imagination can explore the ways in which people, groups, factions and
governments organize meetings, projects and long-term cooperation to improve the condition
of the world.
1. Networking and Teleconferencing
Discourse may be understood as networking -- the sending and receiving of messages amongst
a network of people, groups and institutions within the "global village". This bypasses the
conventional difficulties of communicating through and between different levels of
organizational hierarchies and opens the doors to new opportunities for discourse.
2. Revolution
Discourse arises when we "bury our differences" in a revolutionary struggle to bury some
common enemy, usually a group of people responsible for an iniquitous social structure or for
an erroneous belief system. Self-interest, normally the principal obstacle to successful
discourse is transmuted into self-righteousness in a "holy war".
3. Trade and Development
* *?? Discourse, especially for some French-speaking governments, is equivalent to
development -- or the policies and procedures through which it is brought about. In practice
this means evolving terms of trade -- "let's trade" -- perceived as mutually beneficial, whatever
the constraints and recognized inequities under the agreement.
4. Sexual intercourse
At its best "making love" is one of the principal examples of effective discourse between
people -- "make love, not war". It calls for sensitivity, initiative and receptivity, and enhances
mutual respect. Ideally it ranges from the reassuring to the transforming, and through such
dynamics a new generation is conceived.
5. Environmental ecosystems
The ecosystems interlinking flora and fauna are a valued example of how different species can
cooperate -- the ideal of symbiosis is a much favoured model. The Gaia Hypothesis is explored
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as a model for discourse at the global scale. Such insights are fundamental to the "green"
movement..
6. Drama and Opera
A dramatic work can be construed as a design for discourse -- in which the actors cooperate
in exploring themes and dramatic moments which play off each other to bring out certain
qualities and insights. For the integrity of the work there is necessarily a deep commitment to
ensuring the effectiveness of such discourse.

7. Sharing in spirit
When spiritual values predominate, whether in an established religious tradition, a sect, a
charismatic movement, or a religious community, then self-interest as an inhibitor of discourse
is bypassed. Discourse becomes a sharing in spirit -- in the name of such as Christ, Allah,
Buddha, Gaia, or of their enlightened representatives. People are "born again" into a new mode
of interaction.

8. Building
Discourse may be seen as "building together". Emphasis is placed on the tangible, if not on
construction in its most concrete sense, whether houses, barns, schools, clinics or community
amenities. It may take the form of major projects (joint ventures) such as dams, aircraft,
defence systems or satellites. Or it may take the form of building communication networks or
distribution networks. Differences are necessarily resolved in the practicalities of ensuring the
viability of whatever is constructed -- the process may even be facilitated by common
membership in some group such as the freemasons for whom building and architecture are
fundamental symbols.

9. Games and Teamwork
Games necessarily involve significant discourse between the players, whether the games take
the form of board games, competitive or team sports, or war games. In team games, discourse
operates in one way amongst those of the same team and in another in relationship to the
Qpposing team(s). Successful business and military strategy is developed through a strong
awareness of the importance of teamwork in relation to opposing teams. Within a team,
explicit recognition is given to the role of each and the manner in which they should be able
to support and substitute for each other in the event of crisis. Special attention is given by
each to "marking the opposite number" in the opposing team. Each must endeavour to know
the games his opponents (and his team mates) endeavour to play.

10. Celebration
People cooperate through gathering together in some ceremonial, for a celebration, or for a
"happening". This form of discourse may be extended through media events such as Live Aid,
Hands Across America, or a World Run. It may take the form of celebrating achievements such
as the 40th Anniversary of the United Nations, or the annual celebration of "days", such as
One Earth. It may also fulfil a psychologically important ritual or liturgical function within the
life of a group -- rekindling enthusiasm and commitment, and reinforcing a sense of community.

11. Rule of iaw
The elaboration of agreements and networks of regulations binding the relationship between
social actors is discourse in one of its most lasting forms. Much effort is devoted to
formulating resolutions, declarations of shared principles, and multilateral treaties -- as a means
of evolving the framework of law, whether national or international. The stream of regulations
from the EEC is a prime example.
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12. Conspiracy of aUtas
Real discou'rse may be seen as associated with the unpublicized, long-term working
relationships between elites of whatever kind. This may range from a group of community
"elders", through "old boy networks" or "nomenklatura", through academic "invisible colleges",
to semi-secret societies such as the freemasons and Opus Dei. It may be cultivated in closed
meetings (Trilateral Commission, Bilderberg Group) and by secret diplomacy. It may be
articulated in secret agreements, whether between governments, classified research
establishments, intelligence agencies, corporations, crime syndicates or revolutionary groups.
It may take a seemingly innocent form in conspiracies of the spiritually "initiated" or of Iikeminded social change agents (the" Aquarian Conspiracy").
The challenge for the 1 990s may involve not so much abandoning anyone of these mind-sets
but rather of learning how to avoid being trapped within any such metaphor as providing "the
one solution". In each case there is a need to see through the veils of opportunistic reporting
and media hype establishing claims of successful discourse. The danger is one of being deluded
by semblances of discourse and symbols portrayed as achievements. Their current status
constitutes a re-emergence of idolatry -- the perfection and worship of new forms of "golden
calf". Such idols of discourse should not disguise the questionable value of efficient
rearrangement of the deck-chairs on the Titanic or of effective use of a tea cup in bailing out
a life-boat being swamped in heavy seas.

10. CONFIGURATIVE METAPHORS
Focus emerges as a consequence of an appropriate configuration of perspectives, people or
groups within a meeting. To assist the exploration of the possibilities associated with
configuration, it is appropriate to note different kinds of configuration in use in other domains
in the hope that they may offer clues to its significance in meetings.
1. Socio-structural configurations:
(a) Orchestra, with stationary groups of musicians/instruments, usually forming an incomplete
circle around the conductor.
(b) Auditorium, with seats ordered by row, aisle and tier, usually in a semi-circle facing a stage
area, but occasionally surrounding the stage (eg colosseum, sports arena, circus) or interpenetrating the stage (eg some avant-garde theatres).
(c) Parliament, with seats arranged and allocated in terms of the parties and a perception of
their relationship to each other (eg facing each other) and to the government (eg facing the
podium).
(d) Temple or cathedral, with participants arranged in relation to a symbolic focal point before
which one or more intermediaries may officiate; minor chapels may be located within the
temple or disposed around it in an appropriate configuration. Special significance may be
attached to location and orientation.
(e) Fortress or castle, with elements appropriately arranged to ensure successive lines of
defence in order to maximize the protection of what is most valued. Importance is attached to
the strategic location and the relationship to the surrounding terrain.
(f) City, when planned as a whole from the start may be specially divided into zones
appropriately (often symmetrically) arranged in relation to each other according to their function
and the lines of communication required. usually located in relation to natural resources or a
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transport nexus.
(g) Battle plan, whereby opposing generals locate the different functional units of their
respective forces both in relation to one another and to the opposing force, in order to favour
respective strategies. Special attention is given to terrain, logistics and the training and morale
of participants. .
(h) Table design and seating, whereby an attempt is made to reflect the status of the
participating parties (eg in negotiations or mediation) or at functions requiring careful attention
to protocol.
(i) Ritual, dramatic or dance movements, in which participants continually modify their
relationship to each other, possibly to bring about a sequence of changes in the overall pattern
they constitute. Some forms are completely pre-determined, others are partially or completely
improvised. In some forms all participate all the time, in others they may be absent for the part
of the sequence in which their role is most stressed, or when it is stressed by their absence.

2. Energy-processing configurations:
(a) Antenna, for which the constituent elements are precisely located in relation to one another
to constitute a configuration (often parabolic) to focus incoming electromagnetic radiation for
subsequent processing. The orientation of the configuration as a whole is vital to its operation,
as in the case of the microwave receiver or the radio-telescope.
(b) Magnetic "bottle", whereby a configuration of precisely located magnets is used to contain

plasma in such a way that its temperature may be maintained at over one million degrees for
a period of seconds in order that fusion can take place (as an alternative source of energy to
nuclear fission). It is only through the use of magnetic forces that the plasma may be kept from
destroying any material container.
(c) Reactor, in which particular attention is given to the configuration of heating, cooling,
agitating, input and output elements, in order that an optimum transformation of materials
should take place. This applies as much to the simple crucible, although the precision and
symmetry of the configuration is most evident in nuclear reactor design.
(d) Mirror configurations, as used for focusing sunlight in certain solar power furnaces, or
alternatively for directing light, as in search-lights and lighthouses.
(e) Optical systems of lenses, as used in telescopes and microscopes.
(f) Acoustical configurations of walls and baffles, as used in an auditorium, required to ensure
the balanced distribution of sound and the elimination of unwanted echoes.

(g) Electric motor or generator, in which electricity is used or generated by the controlled
movement of one configuration of elements in relation to another due to the effects of
polarized forces operating in phase.
(h) Factory complex, usually designed with special attention to the transfer of energy and
materials to processing locations which are therefore appropriately arranged in relation to each
other. Usually located in relation to natural resources, a transport nexus or associated factories.
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3. Symbolic. configurations:
(a) Monument or memorial, whereby architectural or decorative elements are disposed in
relation to some central focal point. Such elements often reflect aspects of the central theme
of the monument. In the larger memorials a considerable degree of symmetry is usually to be
found.
(b) Memory devices, whereby items to be remembered are associated with or "impressed
upon" some easily remembered configuration such as the elements of a memorial, the features
of an ornamental garden, a suitable pantheon, etc. The items may then be "recovered" by
progressing through the configuration in whatever order is appropriate.
(c) Mandalas, whereby a complete set of complementary figures are disposed symmetrically
in relation to one another around a central focal point in order to indicate both a succession of
possible experiences and a progression to more or less fundamental levels of experience. Each
such experience is understood as essential to the harmony and evolution of the whole.
Mandalas, or their equivalents, are used as attention focusing devices in different cultures.
(d) Symbols, such as a crown, a chalice or a stupa, which may be viewed as a configuration
of elements constituting a "receptacle" for energies, qualities or attributes thus held in balance.

11. SELF-CONSTRAINING CONFIGURATIONS: ENERGY DISSIPATION
In organizing a meeting there is concern that it should be sufficiently "stimulating" to attract
and maintain the interest of participants. There is however also a concern that any
"controversy" should not exceed what can be contained by the meeting structure and
processes. A low risk meeting therefore runs the risk of being boring and without significance.
The question is whether this dilemma can be understood in a new light in order to be able to
organize interesting and significant meetings, whilst minimizing the risk of their being torn
apart.
Consider, as one extreme case, what needs to be done to avoid all controversy. The
relationships between the participants, the topics or the meeting sessions need to be such that
only supportive, reinforcing information is exchanged between them but none which
challenges, denies, accuses, limits or questions assumptions. If any such challenges are
effectively transferred to the relationship between the meeting and the external world, the
meeting can maintain its positive harmonious nature. This could be called exporting or
projecting problems, inconsistencies or contradictions.
For this to be possible however, no effective link should be established between those
participants, topics or meeting sessions which would draw attention to such contradictions by
the nature of their interaction. This can best be illustrated by a grid, reflecting (according to
its size) the variety of participants, topics or meeting sessions. In it supportive information of
one kind is transferred from point to point along grid lines. Only by confronting information
from distant points which is avoided in the meeting, would the challenge they constitute be
evident. In the meeting the challenge between them (at any particular grid location) is
minimized. Expressed differently, every effort is made to ensure that feed back loops are not
completed. Or alternatively, the meeting is perceived as a grid on an infinite plane.
This approach ensures that energy is effectively drained into or absorbed by the meeting
environment. There it merely goes to reinforce any positive or negative images of external
problems or organizations. It does not enhance the ability of the meeting to get to grips with
such problems or its own. The meeting is essentially escapist, dumping its own problems on
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the environment. A grid configuration is a de-motivating, energy- dissipating pattern, not an
energy conserving pattern. For this reason care should be taken when basing meetings on
linear agendas, coding or classification schemes.
Consider now the opposite extreme in which conflict is internalized and challenge is accepted
as an integral feature of the meeting. If the meeting is not to be torn apart, the opposing
participants, viewpoints or meeting sessions need to be held in relation to one other by a
configuration which distributes the stress evenly throughout it. This calls for the completion
of all feedback circuits and the juxtaposition of integrative (harmonizing) and dissipative
(challenging) forces at every point throughout the configuration. Such configurations are not
constrained by the environment, as in the previous case. They are self-constraining. Energy is
not dissipated; it is conserved as synergy.
It is such self-constraining patterns of curvature which provide the focus which is absent in a
"planar" meeting. The question is how to "foldup" a grid into an appropriate configuration.

12. SELF-CONSTRAINING CONFIGURATIONS: COMMUNICATION PATTERNS
To understand how different configurations may emerge, it is useful to look at the variety of
communication patterns which may be characteristic of a meeting. At one extreme, for
example, participants, viewpoints or conditions interact more or less randomly with no
detectable pattern or order. This is characteristic of "idea fairs".
One approach to the possible patterns in a large group is to review the well-studied
communication patterns in small groups of 3-6 participants. These are described as the circle,
the star, the V, the line, and the starred circle. Although these patterns have been examined
in groups of participants, they may also be characteristic of groups of groups, or groups of
themes, or the relationship between meeting sessions. For example, the star pattern emerges
when all participant groups (or themes), except one, are related to that one but not to each
other. Each pattern has well-recognized advantages under certain conditions.
Another approach is to see the large group as a complex, but reasonably stable, network of
relationships between participants, themes or meeting sessions. Social networks are studied
by the discipline of social network analysis.
Another approach is. to imagine all participants, viewpoints or meeting sessions as being
represented as points on the surface of a simple stretched rubber sheet. If they are located,
such that lines of communication drawn between them cross to a minimal extent, then the
meeting pattern as a whole may be viewed as a particular deformation of a regular grid. For
example, if stretched in one way, many of the lines of communication might converge on one
point as in the star pattern (above). Or several such points of relative convergence might
emerge. Alternatively, by stretching the sheet so that a single space emerged in the centre, all
the communication lines between points would be pushed into an approximate circle around
it, creating the circle pattern.
The grid deformation approach which has been briefly outlined above may also be associated
witt) a possible application of catastrophe theory to an analysis of meeting events, structural
stability and morphogenesis.
But even if a highly ordered communication pattern is achieved, this does not necessarily mean
that it can focus usefully in terms of any objectives. It may simply be an efficient way of
dissipating energy generated at the central point (see elsewhere).
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Supposing however that, in this case, a "counter-grid" or "counter- pattern" is delineated in
the same w'ay for the problems with which the elements of the communication pattern are
confronted. This problem pattern could simply be the reflection of the other (effectively
generated by "reflection" within it on the perceived problems and how they are linked). But if
the one pattern "comes to grips" with the other and is "constrained" by it, a balanced
configuration could emerge in one of two forms.
Such forms may correspond to those of convex or concave lenses. The resulting optical
analogy draws attention to the significance of the fact that, constrained into curvature in this
way, the focal point, previously "at infinity", is brought closer to the lens according to the
degree to which the configuration is constrained into curvature (being at the centre of a
spherical configuration, as the limiting case).

13. MEETINGS AS METAPHORS
It is normally assumed that meetings are either concerned with issues in wider society (the
external world) or constitute an environment or vehicle for interaction between persons or
viewpoints (or possibly a mixture of both). Both perspectives fail, in an important respect, to
focus on the meeting itself. They treat the meeting as a vehicle or device but fail to consider
the significance of the structures and processes constituting the vehicle, whether as a result
of forces emerging within the meeting or during its planning stages.
Meetings may usefully be viewed as models of the reality of the forces and perspectives in the
wider external society as comprehended within the meeting. This is only partly acknowledged
in concern for the representativity of the meeting. This concern only reflects an awareness,
from a particular perspective, of who or what should be represented at the meeting. The
meeting structures and processes reflect more than the simple list of participants or themes,
they reflect their possible relationship in the light of the constraints imposed on the meeting.
As such they constitute a map of the external reality, significant in its own right and especially
because of any detectable limitations.
In a different sense a meeting also provides a convenient "surface" onto which concerns may
be projected. As such, some meetings may be treated as new opportunities to redefine and
concretize "the good, the true, and the beautiful", following the failures of previous attempts.
The problems of the external world are also reflected in the decisions and compromises
required to organize the meeting. Clear examples arise from policies (or their absence) on:
handicapped participants, interpretation budgets, travel budgets, privileges, space and time
constraints, use of recycled paper, etc.
.
Aside from such technical problems, the more fundamental societal problems can also emerge
to some degree in embryonic form in the meeting environment, if only as analogues. Examples
are: limitations on the human rights of participants; alienation, structural violence; problems
arising from the multitude of participants each concerned
o populate society with their particular perspectives; intellectual or emotional undernourishment
of participants in the meeting process; problems associated with the different levels of
education/experience of participants, and the constraints imposed by ever present ignorance;
overconsumption and privileged use of resources. In each case the forces contributing to the
problem may be observed.
Given the central role of meetings in society, they may also be seen as the focal point from
which arise programmes, organizations, information systems (including periodicals,
bibliographies, ete), and recognized problems. Such societal artifacts emerge, "peel off" and
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acquire separate identity, partly because of insensitivity to the significance of the meeting and
avoidance of the issues it raises. In this sense such artifacts are an escape from the immediacy
of the issues raised by the meeting and a delegation of action to others beyond the here-andnow. A loss of vitality and information content goes with this loss of immediacy.
Meetings also usefully model the capacity of those assembled to interweave their perspectives
and skills within a viable whole - a whole capable of encompassing creatively the problems to
which those same perspectives give rise. In this sense failure to bring about a new level of
significance within the meeting is a strong indication of the limited relevance of the assembly
to wider society.
Following from the previous point, meetings can be used by participants as a social
micrococosm within which the significance of emergent insights can be tested. As such they
are extremely valuable laboratories which have the immense advantage of being immediately
accessible to those participating.

14. MODELLING MEETINGS: ANALOGIES AND METAPHORS
It is easy to get locked into a conventional pattern of reflection about meetings. This blocks
the opportunity offered by many analogies to highlight alternative or complementary
perspectives. These can be useful in suggesting more fruitful approaches, if only under special
circumstances.
1. Games and contests:
(a) Medieval tournament: Participants may be viewed as knights gathered for a tournament.
Each bearing a heraldic coat of arms representing his qualities and territorial origins to be
defended at all costs. Contests are ritualized under an elaborate code of honour.
(b) Miss Universe contest: Issues are paraded before eminent panellists who discuss their
qualities before ranking them and selecting the "issue of the year". The whole process being
immersed in a sea of public relations and other interests.
(c) Martial art: The struggle between issues or their representatives may be viewed in the light
of the "holds" and "throws" of Eastern martial arts (aikido, judo, etc). In these the supreme
achievement is to use the enemy's energy to defeat him, and ultimately to see the enemy as
but a reflection of oneself.
(d) Market-place: The production, exchange and consumption of perspectives may be seen in
terms of the dynamics of the market and the economic laws governing supply, demand and
marketing considerations.
2. Physical processes:
(a) Thermodynamics: The social processes in the meeting may be viewed in terms of the
relationships between .. pressure", "volume", "temperature!! and various measures of energy
stored and released.
(b) Magneto thermoh ydrodynamics: The challenge of assembling the different participant
orientations into a coherent configuration, generating and focusing the associated energies, and
reaching a new level of significance, may be seen in the light of a fusion approach to plasma
in a magnetic bottle.
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(c) Meteorology: The condition of a meeting may be viewed in terms of meteorological
phenomena:" wind, fog, heat, cold, visibility, precipitation (rain, snow), clouds, warmlcold
fronts, wind patterns, etc.
(d) Geology/topography: Participants and their interests may be viewed as geographical
features (continents, islands, mountains) isolated or linked by seas, rivers, rifts, etc.
3. Biological and chemical processes:
(a) Chemistry: The "chemistry" of a meeting may be explored as the sequence or pattern of
reactions taking place at a certain rate, possibly in the presence of catalysts. A meeting may
also be seen as a "chemical soup" within which new varieties of complex molecules may
emerge under certain conditions.
(b) Biochemical and metabolic processes: The range of possible meeting processes may be
seen as constituting a map of pathways whereby various kinds of essential transformation take
place with the assistance of specific enzymes.
(c) Environmental genetics: The viewpoints represented and emerging at a meeting may be
seen in terms of species and gene pools linked and isolated by food webs and ecological
niches, but subject to genetic drift and mutation. Such environments may be poor, vulnerable,
or in process of enrichment. Meetings may be seen as ruled by the "law of the jungle".
4. Agriculture and food processing:
(a) Horticulture and gardening: A meeting may be seen as a garden of flowers, vegetables and
other species (with "a hundred flowers blooming"). The challenge is to care appropriately for
these species: to water, to cover, to prune, to weed, to encourage or reduce certain insects,
etc.
(b) Cooking: A meeting may be viewed as a menu of dishes amongst which participants select.
Balance is important both in selecting the dishes an individual consumes (the art of the
gourmet) and in combining the ingredients whereby a dish is prepared (the culinary art).
(c) Diet: A meeting may be viewed in terms of the dietary regime appropriate to participant
nourishment, namely the quantity of carbohydrates, protein, and vitamins, interpreted as
various kinds of information. The question of "calories", "exercise" and "obesity" may also be
raised.
5. Physical constructs:
(a) Architecture: The structural and functional divisions of a meeting may be viewed in terms
of architectural analogues, from the simple one-room hut to the complex cathedral, fortress or
palace. This raises questions of design and practicality of layout.
(b) Tensegrity: This recent advance in architectural possibilities (and the basis of the geodesic
dome) suggests new ways of balancing configurations of opposing forces in a meeting.
(c) Circuits: The variety of components in electric, electronic and fluidic circuits suggest ways
of combining well differentiated modes of participant information processing.
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6. Social activities:
(a) Orchestra: The challenge of interrelating participant view points to produce a new balance
between harmony and dissonance may be seem in terms of an orchestra.
(b) Theatre: The possibilities of drama, dramatic tension, the roles of actors, and the audience
relationship have often been used to describe meetings.
(c) Dance: The rhythmic interweaving of dancers may also be used to describe the rhythm of
meeting processes and participant interaction.
(d) Temple ritual: The meeting as a ceremony of celebration of the values to which the
participants subscribe may be seem in terms of temple processes with extremes of sacrifice
and communion accompanied by ritual chants.
7. Psycho-physical processes:
(a) Respiration: The meeting may be viewed as composed of cycles of inbreathing and
outbreathing of information in the light of yoga attitudes towards the ultimate significance of
such processes.
(b) Meditation: The meeting may be viewed as an exercise in collective meditation and group
consciousness, with all the consequent problems of physical, emotional and mental alignment.
(c) Alchemy: The various alchemical processes explored by psychoanalysts may be used to
model the progressive transmutation of the crude (material) perspectives initially present in the
meeting.

15. PARTICIPANT INTERACTION MODES
Meeti,ngs as a whole, or groups of participants within a meeting, may give preference to one
or more modes of interaction possibly at different stages of the meeting. This effectively
determines the styles of the meeting and may either attract or alienate certain participants.
1. Primarily verbal modes:
(a) Fact-oriented: The stress is on stating information (often quantitative) considered to be
factual, querying such facts, comparing them, and extrapolating from them to domains about
which fewer facts are known by those present.
(b) Affect-oriented: The stress is on the expression of emotional opinion concerning different
experiences and facts. Participants may be emotionally aroused by the repeated reinforcement
of certain opinions.
(c) Concept-oriented: In this mode, categories of fact and experience are compared, criticized,
re-ordered, possibiy with only incidental reference to the referents.
(d) Doctrine-oriented: A set of beliefs shared by participants may give rise to statements
reaffirming and justifying them, as well as extending their application to new domains. This
includes interaction about legal and procedural matters.
(e) Value-oriented: Statements stressing the qualitative importance of particular approaches to
any of the above.
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(f) Action prescriptive: Here the stress is on what should be done, usually in the light of any
of the above.
2. Primarily non-verbal modes:
(a) Physical sharing: Feastingldrinking, dance, physical games, group exercises.
(b) Emotional sharing: Drama, song, music, group empathy exercises.
(c) Intellectual sharing: Conceptual "resonance" of participants ("on the same wavelength"),
usually stimulated by occasional words; drama, music.
(d) Status affirming: Actions which reinforce the importance of a participant and of those who
articulate the beliefs or doctrines he shares.
(e) Communal celebration: Partially ritualized collective affirmation of values,and renewal of
participant belief therein.
(f) Action: Shared work, whether constructive or destructive.

16. DIFFERENCES IN STYLES OF ARTISTIC AND POLICY ENDEAVOUR
It is a clearly a basic mistake to assume that the sense of either appropriate aesthetics or
appropriate policy-making is held in the same way, whether between cultures or within any
culture. Indeed it is these differences which contribute most to the distinctions between
cultures, and between the ways in which people develop within them. For any project to be
significant to this larger multi-cultural context, there must therefore be an ability to respond
to the variety of styles of aesthetic or policy endeavour.
The following "axes of bias" derive from work by the philosopher W T Jones who was
concerned with a new methodology in dealing with strongly held differences in any debate. He
interest was provoked by the unending debate on the definition of the "romantic period" -hence the title of the book. The result, which he extended to both the sciences and the arts,
is one way of understanding the different emphases which people and cultures may bring to
any debate -- prior to any "rational" discussion on substance. They are not mutually exclusive.
This initiative could be related to that on the underlying metaphors of different management
styles as explored by Gareth Morgan (**). Can each such emphases or bias be recognized as
a skill in a pattern that interrelates their differences?
(a) Order vs disorder
Namely the range between a preference for fluidity, muddle chaos, etc. and a preference for
system, structure, conceptual clarity, etc.
1. Ordered array: Modes of work can be viewed as constituting an ordered array, like
stations on a subway network. This view would tend to be favoured by those who are
used to defining their environment in an orderly manner, in terms which favour
management and control, whatever the degree of simplification necessary. In such an
array, all modes are relatively accessible, although some may only be reached through
intervening conditions. Modes are different, but not necessarily better in any
developmental sense. In this metaphor, development might be envisaged in terms of
extending and complexifying the network into a rich array of modes. This would be
contrasted with a less developed condition equivalent to a subway network with
relatively few stations and (possibly unconnected) lines. Goals of human development
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might be expressed in terms of improving the stations, increasing the facility of
movement throughout the network, and organizing the network into the most effective
configuration of stations. (To be contrasted with. .. )
2. Disorder and chaos: Modes of work can be viewed as completely unordered, to the
point of being essential chaotic and disorderly. This view would tend to be favoured by
those who have lost control over their environment, realize that they are subject to
more forces than they originally assumed, or simply prefer the challenge of the
disorderly and unpredictable (cf
William James, Bergson, Schopenhauer, Rousseau). Modes of work are then too
confusing to present any stable or orderly features permitting them to be distinguished
or labelled. In this metaphor, development might be more concerned with ways of
experiencing this chaos more completely, responding to it in a manner unfiltered and
uncensored by artificial orderings.
(b) Static vs dynamic
Namely the range between a preference for the changeless, eternal, etc. and a preference for
movement, for explanation in genetic and process terms, etc.
3. Static structure: Modes of work can be viewed as forming a static, semi-permanent
set of psychological conditions (especially by those who benefit from such
predictability). This view would tend to be favoured by those seeking a reliable
workforce (employers), stable markets (advertisers), or faithful constituencies
(politicians), over an extended period of time. The view is then reinforced by legislation
and regulatory procedures anticipating the range of basic needs of the average citizen,
which are held to be unchanging or to change quite slowly. Human development is then
primarily the process of ensuring that more people have such needs satisfied. (To be
contrasted with. .. )
4. Dynamic structure: Modes of work can be viewed as constituting a dynamic
structure, in which the modes arise in the dynamic relations between static elements.
Like harmonies and melodies, based on a configuration of established musical notes,
such modes cannot be readily isolated and named. They only exist as dynamic
relationships changing continuously. This view would tend to be favoured by those who
respond to the unique opportunities of the moment, possibly because their survival
depends on the uniqueness of their response. In terms of the musical metaphor, human
development then becomes a question of being able to form more complex harmonies
amongst the predictable features of the environment, encompassing for longer periods
the disharmonies which might otherwise be considered more significant.
(c) Continuity vs discreteness
Namely the range between a preference for wholeness, unity, etc and a preference for
discreteness, plurality, diversity, etc.
5. Discrete phenomena: Modes of work can be viewed as distinct, with some form of
boundary separating them. This view would tend to be favoured by those who need to
distinguish clearly where they are, either from where they have been, or from where
they want to be. As on a ladder, each mode corresponds to a dependable step and
there is no intermediate condition. In terms of this metaphor, human development may
then be conceived as moving up a series of steps, possibly understood as a series of
initiations, or developmental stages. From each successive step a broader view may be
possible, incorporating those below it. (To be contrasted with... )
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6. Continuous phenomena: Modes of work can be viewed as part of a single continuous
field ·of work. In the light of field theories, particular modes might then be understood
as interference patterns (cf Moire patterns). In this metaphor, human development
might be understood in terms of increasing the number and complexity of such
interference patterns and increasing the facility for shifting elegantly between them.
Cd} Inner vs outer
Namely the range between a preference for being able to project oneself into the objects of
one's experience (to experience them as one experiences oneself), and a preference for a
relatively external, objective relation to them.
7. External relationship to phenomena: Modes of work can be viewed as externalities,
as objects of investigation, and as "places" that can be visited. As such their existence
is independent of any particular observer. This view would be favoured by those with
either a rationalist or an empiricist orientation. This may be seen in the scientific
investigation of states associated with biorhythms. It is basic to the assumptions in
many educational development programmes. Human development is thus a question
of acquiring the expertise, or possibly the technology, to gain access to such places at
will. (To be contrasted with... )
8. Identification with phenomena: Modes of work can be held to be only genuinely
comprehensible through an intuitive identification with the experience they constitute,
experienced by the observer as he experiences himself (cf Bergson, Hegel). This view
would be favoured by those whose views have been strongly formed by particular
unsought personal experiences of altered states of work, largely unconditioned by
external explanations and expectations. Human development from this perspective
might then be viewed as progressive achievement of a more profound, enduring, and
all-encompassing identification with such states through which identity itself is
redefined.
(e) Sharp focus vs soft focus
Namely the range between a preference for clear, direct experience and a preference for
threshold experiences, felt to be saturated with more meaning than is immediately present.
9. Sharply defined phenomena: Modes of work can be viewed as being directly
experienceable (cf Descartes, Hume), like individually framed paintings. This view
would tend to be favoured by those concerned with the objective reality of such states
as joy, pleasure, and love. For them, any other kinds of work are unreal abstractions
of no significance, other than as distractions from the concrete reality of human
experience. Human development might then be viewed as a process of achieving more
intense experiences more frequently, rather as an art connoisseur seeks greater
exposure to better paintings, through which his taste is developed. (To be contrasted
with. .. )
10. Implicitly defined phenomena: Modes of work can be viewed as implying levels of
significance greater than that immediately experienced (cf Hegel, Whitehead, Niebuhr,
Proust). As with the experience of an iceberg, this view would tend to be favoured by
those for whom work encompasses both the tip and some sense of the invisible
presence of its underlying mass (and the possibility that it may suddenly become
visible). Significance is derived from the unexpressed presence or the potential of any
moment. Human development might then be viewed as the birth of such potential and
the increasing recognition of the immensity that remains unexpressed.
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(f) This world vs other world
Namely the" range between preference for belief in the spatio-temporal world as selfexplanatory and preference for belief that it is not and can only be comprehended in terms of
other frames.

11. Inherently comprehensible phenomena: Modes of work can be viewed as
comprehensible in terms of existing paradigms or through their natural evolution. This
view would tend to be favoured by pragmatists, and those with a scientific orientation,
for whom a satisfactory explanation in terms of collectively known factors must
eventually be possible (if one cannot immediately be imposed). Human development is
then a process of making what is known to the experts more widely accessible and of
investigating what they do not yet comprehend. (To be contrasted with. .. )
12. Inherently incomprehensible phenomena: Modes of work can be viewed as calling
for explanation in terms of other frames of reference, which may not necessarily be
accessible to the human mind (cf Plato, Schopenhauer, Hegel, Plotinus, Niebuhr,
Toynbee). This view would tend to be favoured by many religious groups and in
cultures sympathetic to belief in other levels of being or realms of existence. Human
development is then essentially an evolving mystery whose nature is beyond the grasp
of the human mind.
(g) Spontaneity vs process
Namely the range between a preference for chance, freedom, accident, etc and a preference
for explanations subject laws and definable processes.
13. Phenomena in a context of due process: Modes of work can be viewed as subject
to known (or knowable) laws as a part of definable processes. This view would tend
to be favoured by those endeavouring to develop programmes of human development
in which certain modes are experienced at certain stages or developmental phases.
Human development is then viewed rather like an educational curriculum through which
people need to pass in an orderly manner, building on appropriate foundational
experiences, to the possible levels of achievement defined by the outstanding" pioneers
of the last. (To be contrasted with. .. )
14. Spontaneous phenomena: Modes of work can be viewed as totally spontaneous
conditions or peak experiences unconnected to each other. This view would tend to be
favoured by those who perceive chance, accident or divine intervention to be prime
explanatory factors. It is also natural to those who respond spontaneously to their
environment, placing relatively little reliance on norms and expectations. In this view
human development is the increasing ability to rely on the spontaneity of the moment
and the ability to respond proactively to the opportunities it offers.
Clearly these different views are not mutually exclusive and overlap in complex ways in the
case of any culture, discipline or school of thought. The 14 views have in fact been elaborated
on the basis of an investigation by W T Jones (1 961 ), who developed 7 axes of bias by which
many academic debates could be characterized. The 14 views above form 7 pairs of extremes
corresponding to the extreme positions on such axes. Jones showed how any individual had
a profile of pre-Iogical preferences based on the degree of inclination towards one or other
extreme of each pair. The scholars named in each case are those given by Jones as examples.
W T Jones (The Romantic Syndrome: toward a new method in cultural anthropology
and the history of ideas. The Hague, Martinus Nijhoff, 1961)
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17. PARTICIPANT PERSONALITY NEEDS AND PROBLEMS
Wherever individuals groups or institutions work to remedy social problems, there is an inability
of all concerned to admit openly the psychosocial needs of the individuals and groups involved.
It is only in informal discussion, and in the absence of the concerned individual, that there is
frank discussion of how to confer a sense of prestige by suitable juggling of organizational
procedures and positions, appropriate use of flattery, etc.
The facilitation of individual "ego trips", for example, is often an absolutely essential condition
for their further support of a meeting or project. Even when two organizations or initiatives
should be merged in the light of all available information, this will be opposed (behind-thescenes), by the personalities involved, unless their status needs can be fulfilled.
Such concerns, whether for a person individually, or for a group as represented by an
individual, are basic to all social action. When they are not even recognized in behind-thescenes planning, they are recognized tacitly in the dynamics of interaction with the person in
question.
The inability to handle these matters in open debate severely inhibits the manner in which
organizations or meetings can function. Even in crisis situations, discussion of action to be
taken during a meeting will not occur until these other matters have been satisfactorily
resolved through behind-the-scenes manoeuvring. Frequently it is questionable, even in a crisis
situation, whether a given individual is not more interested in the recognition accorded to
himself or his group than in any substantive matter which may be discussed.
Organizational action of any kind (and even in response to crises) may be perceived primarily
as providing a legitimate opportunity for appropriate conference and organizational ritual to
satisfy the psychosocial needs of the individuals and groups involved. The situation is
particularly serious when the personality needs are neurotic or border on the psychopathic.
There are many well-documented examples of this amongst national leadership, and in the
leadership of groups represented in conferences or having responsibilities during them. Such
matters cannot currently be discussed in open debate.
.
Clearly the priority accorded to these needs, and the inability to give explicit recognition to
them in organizational documents or debate, despite their fundamental importance to organized
action emerging during conferences, constitute a constraint upon the full realization of human
potential. This is the case both because it distorts the manner by which a person develops
through action within an organization or meeting, and because it distorts the manner by which
an organization or meeting is able to act.

18. PARTICIPANT ENTRAPMENT: ALIENATION OF COMMITTED ACTIVISTS
Each generation produces a number of well-qualified individuals concerned with one or more
social problems and prepared to commit themselves, and possibly their careers, in an effort to
achieve a significant impact upon them. Such people frequently instigate or function actively
in meetings.
As in any occupation, some years are spent learning the dimensions of the problem and the
possibilities for action, especially in a conference environment. Thereafter, however, many of
them find themselves forced into positions of compromise. In an effort to stick to their original
values, they come into conflict with conference structures and resource realities which often
prevent anything more than token action.
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They are encouraged to be patient and find that patience changes little. They find that those
activists whb have preceded them, and continue to attend meetings, lapse easily into cynicism
or are satisfied with minimal change. They find that those who are similarly inspired, and who
should be their allies, are frequently hostile and suspicious of any form of cooperation of more
than a token nature.
Some become aware that even when their recommendations are fully accepted in a
conference, and implemented by some organizational system with apparent success, the
system in effect nullifies such achievements by adjusting itself so that other different problems
emerge. There is then no end to such a chain of displaced problems, many of which are as
much internal to the system of meetings and organizations as they are external foci of the
action of a meeting or an organization.
These situations finally lead to a withdrawal (or "loss of faith") of many of the committed
activists.
This withdrawal takes place without transfer of acquired experience and insight to others who
might later be able to overcome the dynamics of entrapment. There is no accumulation of
learning. Those who know about the dynamics are often unable to speak about them, or have
lost the desire to do so. Those who do speak about them are frequently ill-informed, selfinterested and merely provoke a repetition of learning cycles.
This withdrawal may well take the form of a refusal to participate in meetings in which their
insight would be invaluable. They may argue that "large conferences are a useless waste of
time". Such conferences then become meetings of the uninitiated with all that implies for their
outcome.
Some withdraw partially and are willing to attend conferences if they are given some
significant role in their organization, or as speakers. As such they may be totally indifferent to
the impact on participants of the conflicting views disseminated by themselves and their
colleagues of the same frame of mind.
Other eminent individuals attend conferences but remain silent in order to allow time for the
uninitiated participants to interact and learn from the experience. Again this may prevent their
experience from being appropriately reflected in the outcome.

19. PARTICIPANT ENTRAPMENT: REPETITION OF LEARNING CYCLES
In many social domains, reflected in conferences, time and a variety of collective experiences
have created amongst those concerned an awareness of which actions are feasible, viable and
useful and which are not. Such collective learning is difficult to transfer to others in such a
manner as to enable them to understand the (usually relatively sophisticated) dynamics which
limit the value of seemingly obvious positive actions.
Since there is a certain turnover of organizations, groups and individuals concerned with the
problem in that domain, and represented at relevant conferences, those entering a meeting for
the. first time tend to initiate proposals, recommendations and programmes which past
experience has shown to be a waste of resources or of otherwise limited value. They will
however have difficulty in recognizing this and will attribute past failure to ineffectiveness of
those involved at that time.
The consequence is that any group (possibly of institutions) with experience extending over
several "programme generations" always has latecomers who are drawn together at a meeting
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in support of projects which constitute the repetition of a learning cycle. Such cycles must play
themselves out in order that the latecomers may acquire the understanding as to why those
particular actions are of limited effectiveness. They will however then be repeated when the
number of newcomers again becomes great enough to make it difficult to redirect their
attention during a meeting from such seemingly obvious courses of action, particularly when
the obvious courses attract good press coverage with its immediate pay-off.
This repeated fragmentation of groups and the use of resources in support of ineffective
programmes clearly limits the ability of meetings to respond adequately to any problem
situation. It is also discouraging to those who have already acquired, through such learning
cycles, the necessary knowledge base from which more effective programmes could be
designed.
However, it is also the desire of the latecomers to apply their creative energies without regard
for past experience which leads to the acquisition of new knowledge.
The situation is such that it is seldom possible to blend both forms of knowledge in a meeting
in an effective response to the problem situation.

20. NON-LINEAR AGENDAS AND LINEAR THINKING
There is increasing expression of regret at the prevalence of "linear thinking". By this is meant
any ordering of concepts which is sequential between (or within) subdivisions but contains no
loops linking non-proximate elements in the sequence. Such linearity constitutes a method of
ordering experience which is recognized as crude in relationship to the complexity of the
environment.
Linear thinking is reinforced by many of the conventional responses to constraints on
presentation of information:
(a) The necessarily linear sequence of: words in sentences, paragraphs, sections, and chapters
in documents. (This is only slightly modified by the device of parallel columns of text).
(b) The linear schemes for numbering subdivisions of any structured document or thesaurus.
(c) The sequential ordering of words of a speaker at a meeting.
The agenda of a meeting conforms to this pattern of linearity in the sequence of agenda items.
Even the use of parallel sessions or sequences of sessions maintai'ns the linearity. There are
no particularly satisfactory procedures to ensure cross-fertilization between sessions and
convergence on new levels of significance or synthesis.
An interesting alternative to the conventional representation of an agenda by items in a linear
sequence having a beginning an end, is to treat the sequence as circular, so that the end joins
the beginning. The agenda items are then associated with points on the circumference, through
which the meeting may progress sequentially.
This raises the interesting questions:
(a) Should the subdivision of the circumference into agenda items constitute a complete set
as implied by this approach - thus "exhausting" the topic? And does it, if only by an "other
matters" item?
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(b) Should the last element in any such sequence link back to the first - "closing the loop"? Or
is the relationship between the beginning and the end unclear and, if so, why?
For more complex agendas, with distinct themes considered to be complementary or in some
way related, one circular sequence may be subdivided for each such principal theme. But rather
than separating the circles, they may then be represented as overlapping, such that the related
agenda items in different thematic circles are at the points of overlap. Since such circles
necessarily overlap at two points, one can indicate the priority of theme A over B, and the
other the priority of theme B over A - necessary conditions for functional interweaving.
In order to move beyond this simple representation of non-linear interconnectedness, the
communication links between non-adjacent items, necessary to preserve the topology of the
representation, may then be inserted. This permits the agenda to be represented as a 3dimensional configuration of functionally related items in which the necessary relationships to
maintain the integrity of the configuration are explicitly indicated.
This procedure has the advantage of challenging any simplistic comprehension of the verbal
description normally used to identify individual agenda items. Then the meaning to be
associated with such descriptors emerges to a greater extent from the position of the items
within the configuration. The latter also raises useful questions about the relative importance
of agenda items possibly leading to the combination or subdivision of some of them.
Clarifying the non-linear relationships between the agenda items can guide conceptualization
and action concerning the relationship between meeting sub-division (into groups,
commissions, etc) and any attempt at synthesis in plenary.
Configurations of the kind described may also be considered as representing functional
subdivision through the subdivision of a spherical surface area rather than a line. From this
point of view, the implications of subdivision by triangulation (the basis of topographical survey
techniques), rather than by linear subdivision, should be considered. The former respects
relationships, the latter ignores them.

21. PATTERN LANGUAGE FOR PARTICIPANTS
This section gives a very provisional outline of the "windows" through which any participant
might choose to perceive a "conference" and the possibilities for action there. In its final form,
distributed to participants, each item here could have attached comments and advice as a kind
of "how-to-do-it" or "recipe" book open to subsequent amendment by participants themselves.

1. Meeting patterns: Organization and Services
"Pattern" is a suggestive general term to describe any particular (and usually familiar) way of
organizing the flow of energies in a gathering. Patterns can be combined into a network within
a "pattern language". Some of the resulting arrangements are "better" than others, and the
challenge is to find arrangements which enhance the hidden quality which makes them "feel
right" in a given set of circumstances.
(a) Macro-patterns include: Conference, fair, market/bazaar, agora/forum, symposium,
workshop, demonstration, drama show, reception, exhibition, court, festival, lecture,
pilgrimage, passion play, ceremony/ritual, panel session, sharing, brainstorming, songfest,
games, holiday camp, contest, public blessing, celebration, discussion, group meditation,
carnival, show/music hall, majlis, dance, happening, procession, retreat, audio-visual.
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(b) Micro-patterns include: Talking to speaker, speaking to group/ sharing with another,
protesting, learning, coffee table discussion, swapping information, lobbying/persuading, having
fun, changing, distributing papers, receiving documents, show and tell, meeting new people,
non-verbal experience.
2. Pattern participation: Roles
Many of the above patterns are "activated" only by the presence of people playing appropriate
roles. People may take up these roles irrespective of the formal reason for their participation
in the gathering and their performance may be more significant for the gathering than their
concerns (see below). These roles may in fact be considered as sub- patterns in their own
right.
(a) Role patterns include: Speaker, listener, jester, facilitator, writer, therapist, devil/s advocate,
priest, sympathizer, strategist, rapporteur, interpreter, musician, creative artist, performer,
"accompanying person", game organizer, child, ego stroker, agent provocateur, improviser,
note-taker, critic, organizer, lobbyist, caterer, adviser, old person, fixer, presenter, animator,
super-star, wise person, networker, mediator, handicapped, fan, appreciator, material arranger,
discussant, ritualist, chairperson, security person, helper.
3. Pattern concerns
People participate in events because of "concerns" which they wish in some way to advance
or promote. These concerns colour the energy content of the patterns through which they are
expressed.
(a) Theoretical concerns as represented by the intellectual disciplines of which, ungrouped,
there are some 1/800.
(b) Substantive concerns, namely societal problems and conditions, typically including:
population, inflation, unemployment, refugees, energy, environment, illiteracy, human rights.
(c) Aesthetic concerns, especially their expression and involving others in that expression:
music, song, poetry, art, theatre, dance, textures, perfumes.
(d) Intangible experiential concerns: prayer, meditation, power, humour, risk, renewal, ego trip,
other negative values, other positive values.
4. Pattern perception
In a complex gathering people need to have some image through which to make sense of the
event as a whole and of where it is going, and to help them to decide on how to participate
in it. Whatever the images used they are needed to give a sense of continuity and context.
Different people prefer one or more different images:
(a) Structure: The gathering may be "objectified" in terms of any of the following:
- Agenda, critical pathway/system diagram
- Programme matrix, event timetable, programme "tracks"
(b) Risk: Participants may prefer to assess their participation in terms of "risk tracks". Some
may be entirely conventional low-risk lecture/discussion type events. Others may be designed
to make the participant take or defend a position as a person. Others may involve the
participant in some personal transformation process; and some may be high-risk experiments
which may fail, as experiments do, providing lessons for the future.
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(c) Ceremonial and celebration: The gathering may be decided as a grouping of sub-ceremonies
culminating or constituting some macro- event. This may involve, or be seen as, the high point
of a pilgrimage with associated festival activity.
(d) Games: The gathering may be described as a pattern of interlocking games, whether
recreational, therapeutic or "serious" in intent. An underlying objective may be the emergence
of qualitatively superior games (eg in the style of Hesse's Glass Bead Game).
(e) Topic tracks: The gathering may also be objectified as a complex set of interweaving topic
("concern") tracks as is often done in conventional conferences.
(f) Quest: The gathering may be attractive to some when interpreted as a mystical quest or an
exercise in collective alchemical marriage.
(g) Learning pathways: To those oriented towards education, the gathering may best be
understood as a complex set of interweaving learning pathways.
(h) Energy sources and sinks: Some may choose to see the event in terms of sources of
different qualities to be cultivated, energy receptacles to be created and maintained, and
energy sinks or traps to be avoided. The whole event may be seen in terms of gathering and
using ch'i energy.
(i) Community: Some may prefer to experience the event as an "instant community", enriched
by the presence of children, old people, the handicapped, etc.

(j) Imagery and dance: Such a gathering can also lend itself to comprehension as a pattern of
aesthetic images, or as a dance of energies.

(k) Group formation: For some there will be ways of using information which could make of the
whole gathering a gigantic experiment in forming and reforming groups until the most mature
groups emerge suitably empowered and able to relate appropriately to other groups
emphasizing other energies.
(I) Socio-political analysis: The gathering will lend itself to description and interpretation in

terms of power politics and societal dynamics.
(m) Abstract forms: Some may wish to see the gathering as energies patterned onto more
abstract forms:
- Spiral, hierarchy, network, tensegrity, mandala
- Matrix, torus, polyhedron, knot
(n) Symbol systems: Some may be attracted by seeing the interweaving energies at the
gathering in terms of a particular symbol system such as astrology, the I Ching, any pantheon,
etc. These could even be used to identify imbalance in the energies represented, blockages in
the evolution of the event, or threshold tests and challenges.
(o) Catastrophe theory: The transitions in the event may be best understood by some in the
light of the mathematics of catastrophe theory.
(p) Drama: The gathering should be dramatic, and some may want to participate in it in such
a way as to heighten the dramatic effects and the significance of the event as a whole.
(q) Psycho-cultural analysis: The forms and expressions of the gathering can be seen in
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psychoanalytical terms with necessary archetypal confrontations.
(r) Group healing exercise: The gathering may been seen as a body to be healed and rendered
whole.
(s) Ecosystem: The various perspectives and processes may be best mapped by some onto an
image of some environmental system with different species interacting, procreating and
developing somewhat at the mercy of the elements.
(t) Information processing device: The whole gathering may be interpreted as a complex biomechanical computer processing different types of information, storing it, and forming it into
various images of the whole possibly with some final output.
(u) Taoist group meditation: The gathering may also be understood as a collective meditation.
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