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A B S T R A C T / R E S U M E  

The au thor  was a consul tant  to  the  North Coast Tribal Council,  for  the  evalua- 

t ion of  a socio-economic deve lopment  program. He discusses the  design and use 

of  a me thodo logy  which gives as much credence to  " ins ider"  in format ion  and 

concerns as to  those  of  the  "ou t s ide"  consultants,  in part  by  refusing to assume 

either f ixed problems or  an end-product  solut ion in advance. 

L 'au teur  a servi c o m m e  expert-conseil  auprès du North  Coast Tribal Council,  

pour  l 'évaluat ion d 'un  p rogramme de déve loppement  socio-économique.  Dans 

cet te  étude, il expose l ' é labora t ion  et la raise en pra t ique  d 'une  mé thode  de 

recherches grâce à laquelle les renseignements  fournis par les personnes affectées 

par le programme,  et l ' in térêt  qu 'e l les  y a t tachent ,  représentent  dans l ' enquê te  

une part égale à celle fournie par les experts  de l ' extér ieur  également  appelés à 

se prononcer  sur la quest ion.  Un aspect impor tan t  de ce t te  mé thode  a été le 

refus de la part des chercheurs non seulement  de faire tou te  supposi t ion à l 'égard 
de la nature f ixe den problèmes étudiés, mai l  aussi de proposer  une solut ion 
finale préalablement  définie. 
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I N T R O D U C T I O N  

The  purpose  of  th is  paper  is to  d o c u m e n t  t h a t  wh ich  is o f t en  mos t  crucial  

to  t he  success o f  a project ,  b u t  which  because  o f  i ts  in t r ins ic ly  elusive cha rac t e r  

se ldom appears  in  t he  fo rmal  d o c u m e n t a t i o n .  I speak  specif ical ly of  the  organi- 

za t ional  processes,  as d is t inc t  f r om the  subs tan t ive  ou tcomes ,  t h a t  lie b e h i n d  

those  p a t h f i n d i n g  ini t ia t ives  t h a t  a t t e m p t  to  ove rcome  some ch ron ic  p r o b l e m  

in an  area o f  cri t ical  concern .  

The  pa th f i nd ing  in i t ia t ive  I wish to  discuss is t h a t  o f  the  N o r t h  Coas t  

Tribal  Counc i l ' s  1 e f fo r t  to  b e c o m e  an  ef fec t ive  soc io -economic  d e v e l o p m e n t  

agent  for  i ts  seven c o n s t i t u e n t  b a n d  communi t i e s .  The  ch ron ic  p r o b l e m  ad- 

dressed by  th is  e f fo r t  is t h a t  wh ich  Beaver so e l o q u e n t l y  ident i f ies  in the  R e p o r t  

of  the  Na t iona l  Ind ian  Soc io -Economic  D e v e l o p m e n t  C o m m i t t e e ,  i.e., h o w  are 

na t ive  d e v e l o p m e n t  o rgan iza t ions  going to  avoid  repl icat ing the  bu reauc ra t i c  

cen t ra l i sm a n d / o r  pa te rna l i s t i c  app roaches  o f  the i r  past  masters ,  given t h a t  this  

past  has  left  such a massive residue o f  c o m m u n i t y  level d is t rus t  an d  skep t ic i sm 

over  any  d e v e l o p m e n t  p lann ing?  The  area of  cri t ical  c o n c e r n  is specif icly h o w  

nat ive  a d m i n i s t e r e d  soc io -economic  d e v e l o p m e n t  in i t ia t ives  are to  ove rcome  the  

i nhe ren t  conf l i c t  be tween  the  need  to  access wider  e c o n o m i c  o p p o r t u n i t i e s  whi le  

at  t he  same t ime  guard ing  and  enhanc ing  the i r  o w n  social t r ad i t ions  an d  cu l tura l  

ident i t ies .  

There  are several reasons  w h y  I feel this  par t icu lar  e f fo r t  is n o t e w o r t h y .  

Most  man i fe s t ly  is m y  o w n  sense t h a t  i t  is perhaps ,  jus t  perhaps ,  a cri t ical  

learn ing  exper ience  in ove rcoming  the  a c c u m u l a t i o n  o f  pess imism an d  disil- 

l u t i o n m e n t  t h a t  has  so n o t a b l y  a t t e n d e d  na t ive  e f fo r t s  to  gain co n t ro l  over  the i r  

ow n  destinies.  I f  so, t h e n  the  exper i ence  shou ld  be  more  widely  recogn ized  an d  

u n d e r s t o o d ,  for  l ike all f u n d a m e n t a l  depar tures ,  i t  is a fragile th ing  an d  easily 

des t royed ,  n o t  ou t  of  malice,  bu t  f rom ignorance  of  wha t  it represents .  More  

subt ly,  t h o u g h  n o  less i m p o r t a n t l y ,  is t he  h i n t  wh ich  this  exper i ence  offers  

as to  h o w  the  b r o a d e r  n a t i v e / m a i n s t r e a m  cul tura l  re la t ions  m i g h t  be  r e s t ru c t u r ed  

in the  c o n t e x t  o f  the  m a j o r  change  forces  t h a t  are imping ing  on  bo th .  

In render ing  th is  a c c o u n t  I have made  n o  a t t e m p t  to  inc lude  an y  more  of  

the  subs tan t ive  o u t c o m e  mater ia l  - wha t  migh t  be cal led the  p r o d u c t  o f  the  

exercise - t h a n  is requ i red  to  r ender  the  unde r ly ing  processes  comprehens ib l e .  
As a consequence ,  some of  wha t  I say m a y  appea r  o u t  o f  p r o p o r t i o n  to those  

who  viewed t he  same events  f rom o t h e r  vantage  poin ts .  This  is as i t  shou ld  be, 

for  m y  purpose  is to  p ro jec t  i n to  " f i gu re"  t h a t  wh ich  no rma l ly  r emains  " f i e l d "  

in o rde r  t h a t  innova t ive  b a c k g r o u n d  processes  m a y  be  seen to  p lay  the  crucial  

role t h a t  t h e y  do  in achieving subs tan t ive  results.  

So far as is possible,  I have a t t e m p t e d  to  avoid  t h e  more  obv ious  pi tfal ls  o f  

pa r t i c ipan t  obse rva t ion  m e t h o d s  and  the  perspec t ive  d i s to r t ions  o f  m y  o w n  

cu l tura l  her i tage.  I h o p e  t h a t  m y  social sc ient i f ic  t ra in ing  has  a ided  the  f o r m e r  

and  t h a t  m y  long assoc ia t ion  wi th  the  N o r t h  a n d  its na t ive  a n d  non-na t ive  

c o m m u n i t i e s  has  t e m p e r e d  t he  la t ter .  However ,  the  reader  shou ld  r emain  as 

consc ious  as I have t r ied  to  be  of  the  inevi tab le  l imi ta t ions  o f  pa r t i c ipan t  an d  
cross-cul tural  repor t ing .  2 
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B A C K G R O U N D  

It is no  news to anyone  familiar with Canada's  nor thern  and rural develop- 

ment  scene that  the past decade has seen a massive increase in the efforts  o f  

native Canadians to  regain cont ro l  over  their  own  social and economic  destiny. 

Because it is so fundamental ,  most  o f  this effor t  has been directed toward  the 

restorat ion o f  resources and the recogni t ion of  rights. This is as it should be. 

But to succeed, it is also necessary to  develop two kinds of  knowledge wi thou t  

which the  a t ta inment  o f  resources and rights may  fail to achieve the kind o f  

future to which most  native Canadians aspire, i.e., the  es tabl ishment  of  econom- 

ic oppor tuni t ies  within the  con tex t  of  their  own  cultural  traditions. 

The first knowledge  requisite is an insiders unders tanding of  the particular 

c o m m u n i t y  process dynamics  that  pre-date the deve lopment  initiative. While 

such c o m m u n i t y  process knowledge  is desirable in designing new deve lopments  

anywhere,  it is especially crucial to  the native si tuation precisely because native 

culture, unl ike that  o f  the  p redominan t ly  a tomized  white  society,  has always 

recognized the  central i ty  of  c o m m u n i t y  in the  life of  the  individual.  Thus any 

new deve lopment  which is no t  predicated upon  a detai led insiders knowledge  

of  the part icular  social, economic  and polit ical process dynamics  o f  the  partici- 

pating c o m m u n i t y  is predest ined to failure. Indeed,  the case s tudy accounts  of  

many  past deve lopment  efforts  - native ini t ia ted no less than paternalist ically 

imposed - are l i t tered with derelict  projects  that  foundered  because they  failed 

to  incorpora te  the c o m m u n i t y ' s  part icular  sense of  need or  appropriateness.  

But if  an in t imate  inside knowledge o f  c o m m u n i t y  process is crucial for 

achieving native deve lopment  goals, so too  is a knowledge of  the  outside oppor-  

tun i ty  structure.  By outside oppor tun i ty  s tructure I mean the  full range of  

mainstream organizat ional  and technical  s tructures through which social, politi- 

cal and economic  opt ions  are made available and rendered funct ional  wi thin  the 

wider con t ex t  o f  regional, national and internat ional  relationships. Given the  

power  and pervasiveness of  these outside forces, no  local, c o m m u n i t y  based 

deve lopment  init iat ive is l ikely to  succeed if it does no t  take into  account  the 

relevant e lements  of  this ambience.  But since these outside structures are over- 

whelmingly predicated upon  values and assumptions  that  are p ro found ly  alien 

and hence threatening to  those found  inside native communi t ies ,  many  of  the 

problems associated with the  new wave of  native self-initiated deve lopment  may  

be unders tood  in terms of  the diff icul ty of  finding ways and means  of  combining  

these inside and outs ide knowledge componen t s  so as to aff i rm rather than 

negate native cultural  ident i ty .  

Since most  new native deve lopment  init iatives will require some broader  

base of  organizational  and technical  suppor t  than can be found  within the 
c o m m u n i t y  they  are designed to support ,  native deve lopment  init iatives are no t  

l ikely to  be able to encompass fully all the  required inside and outs ide know- 

ledge frames. Some means of  obtaining, rat ionalizing and control l ing both  the 

internal c o m m u n i t y  process in format ion  and the external  knowledge  requisites 

thus becomes  a crucial pre-requisi te to  any native deve lopment  scheme. 

For  those engaged in deve lopment  init iatives who  are themselves native, 
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the  acquisi t ion of  inside c o m m u n i t y  process knowledge  may  seem t h e  lesser o f  

the two  problems. To be sure, there can be no  subst i tute  for cultural  belonging. 

But as all native people  know, there is a great deal of  sub-cultural variety to  be 

found  within the  native world,  and even deep personal famil iar i ty with the 

target c o m m u n i t y  may  no t  be a suff icient  basis for  deve lopment  decision- 

making. This is because it  is characterist ic of  all c o m m u n i t y  knowledge that  i t  

contains  a good deal of  folklore,  including no t  a few distort ions o f  reality. 

There is noth ing  wrong with  this at the funct ional  level. Indeed, a certain 

amoun t  o f  myst i f ica t ion  is required before  any social system can operate.  But 

it  is impor tan t  to be able to separate the essential process characteristics f rom 

colourful  in terpreta t ions  if they  are to serve as a basis for deve lopment  decision- 

making. Also, these process understandings need to be organized in a form that  

ensures comparabi l i ty  with the o ther  knowledge requi rements  that  go into 

forecasting the  developmenta l  impact  effects. All of  which suggests that  while 

only c o m m u n i t y  members  can provide the crucial insider informat ion,  there is 

a need for somewhat  more  formal  instruments  for the collecting, inter-relating 

and evaluat ion of  c o m m u n i t y  process knowledge than can be achieved by 

personal familiari ty alone. 

It was the  recogni t ion of  the lack of  such an ins t rument  that  caused several 

concerned  social scientists, including myself,  to gain assistance f rom the Depart- 

ment  of  Indian and Nor thern  Affairs for some basic research into remote  com- 

muni ty  life. The goal was to develop a c o m m u n i t y  process mode l  capable o f  

ident i fying and evaluating by means of  social indicators  the  critical variables 

through which a c o m m u n i t y  attains, or fails to attain, its "social  vi ta l i ty" ,  

" e c o n o m i c  viabi l i ty"  and "pol i t ical  e f f icacy" .  The ut i l i ty  o f  such a c o m m u n i t y  

process mode l  was specifically ar t iculated in terms of  its applicabil i ty as a 

diagnostic research and evaluat ion ins t rument  of  value to  local c o m m u n i t y  

groups wishing to assess their  own si tuat ion with respect  to proposed  develop- 

ment  impacts,  whether  these proposals came f rom outside agents, their  own 

initiative, or  some combina t ion  of  the two. 

While the ou tcomes  of  this mode l  building enterprise might  be usefully 

discussed here, space hardly permits  such a digression. What are relevant to  our  

current  purpose,  however,  are the  fol lowing coincidental  observations. The 

mode l  deve lopment  culminated  in a field test  pi lot  s tudy that  was conduc ted  
in a number  of  relatively isolated nor thern  British Columbia  communi t ies .  Two 

of  these communi t i es  just  happened  to be numbered  among  the Nor th  Coast 

Tribal Counci l ' s  const i tuency.  The pi lot  s tudy results were published (Blishen et 

al.) just  prior to  the  North  Coast Tribal Council ' s  decision to reorganize. And  

finally, the authors  of  the mode l  asked the Socio-Tech consul t ing group at 

B.C. Research to  evaluate the model  in terms of  its applicabil i ty potent ia l  to  

their  own well-established "ac t ion  research" approach to  assisting c o m m u n i t y  

development .  

The relevance of  these observat ions becomes  apparent  when a year  after 

the comple t ion  of  the pi lot  s tudy the North  Coast Tribal Council  con t rac ted  

B.C. Research 's  Socio-Tech group to  act as outs ide consul tants  to their  re- 

organizational  efforts.  I was then asked by B.C. Research to  assist them in 
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applying the  c o m m u n i t y  process mode l  and to  act as an independen t  observer 

o f  the whole reorganizational  process. 

THE TERMS 

In essence, the terms of  reference of  the  cont rac t  be tween  North  Coast 

Tribal Council  and their  outs ide consul tants  were that  the  lat ter  should assist 

the NCTC first in at taining a clear unders tanding of  the range of  soc io-economic  

deve lopment  needs and aspirations wi thin  the seven cons t i tuent  Band communi-  

ties, and second, by helping the  Council  design the most  effect ive organizational  

s tructure th rough which it  could  faci l i tate such development .  La ten t  wi thin  

these terms was an unders tanding of  the need for  a great deal o f  sensitivity to  

the complex,  o f ten  opaque  and current ly  fluid nature o f  the polit ical and 

administrat ive interfaces that  exist  be tween  individual Bands, the Tribal Counci l  

and the  external  public and private sector agency envi ronment  within which 

socio-economic  development ,  or  the lack o f  it, takes place. 

These terms were themselves the product  of  a great deal o f  prel iminary 

discussion be tween  the Band leaders, the Tribal Counci l  execut ive  and the 

consultants.  In the process, three pr ime tasks were identif ied.  First, it was 

recognized that  the above men t ioned  c o m m u n i t y  process mode l  was a viable 

basis for  under taking c o m m u n i t y  evaluat ion research, but  that  the detailed 

design would  require extensive local level relevance and acceptabi l i ty  testing. 

Second,  each of  the  seven Bands would  select their own researchers f rom within 

their  communit ies .  These researchers would  then undergo a c o m m o n  training 

program to  be adminis tered by the Tribal Council  and their  consultants,  with 

the Band managers in a t tendance.  And  third, the critical act ion research issue 

of  the  de te rmina t ion  of  the " o w n e r s h i p "  o f  the research process and results 

would  be pursued as an on-going part of  the in format ion  gathering and decision- 

making process which the consul t ing arrangements  were in tended to  aid. 

This last concern for establishing an effect ive and workable  dis t r ibut ion of  

future deve lopment  responsibilit ies be tween  the Band, the  Tribal Council  and 

the outside agency levels as part of  the research and reorganizat ional  process 

was somewhat  compl ica ted  by the fact  that  the relevant outs ide agencies wished 

to maintain  a "hands  o f f "  pol icy with respect to the internal  review process. 

While this pol icy was no doubt  mot iva ted  by a laudable desire to avoid past 

"pa ternal i s t ic"  practices, i t  was also problemat ic  f rom the perspective of  

working ou t  an innovat ive  and integrated set of  mutua l ly  accepted  and respected 

responsibil i ty jur isdict ions for the  future.  I t  was therefore  unders tood  that  

various ways and means of  bringing the principal outs ide agencies in to  the 

review and evaluat ion process would  have to be developed as part  of  the consul- 
tat ive exercise. 

Thus the whole  consul t ing/c l ient  relationship, as well as the hoped  for 

relationship with key external  agencies, was suffused with an intent ional  ins ider /  

outsider  dialectic. This dialectic required raising to  a manifes t  level the tensions 

which lie la tent  within vir tually all na t ive /mains t ream societal  relationships. 

Such a dialectical approach was seen as a necessary and impor tan t  c o m p o n e n t  
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of  the  consul t ing process if  this process was to  facil i tate the deve lopment  of  

mechanisms and structures through which the Tribal Council  could act as an 

effect ive interface agency be tween  its cons t i tuent  Bands and the larger society. 

The early ident i f icat ion of  these task priorities and modus  operandi  was a 

crucial ou t come  of  the  consul tants '  early meet ings with the Tribal and Band 

Councils  and clearly established the  basis of  all subsequent  c l ien t /consul tan t  

relationships. These relations may  be summarized as follows: the consul tants  

were to  aid the client in developing a process rather than delivering a p roduc t ;  

this process would  involve cont inuous  learning and evaluat ion on  the  part of  

both  the outside consul tants  and the  inside client const i tuencies;  the  clients 

would  at all t imes maintain  cont ro l  over  this process through their  comple te  

par t ic ipat ion and on-going re jec t ion/acceptance  decisions; and the consul tants  

would  take a fresh look  at their  mandate  at each of  these in-process decision 

points  wi th  a view to  what  these decisions implied with  respect  to the consult- 
 

ants '  most  useful cont r ibut ions  to the nex t  stage o f  the process. 

It  is wor th  point ing ou t  that  such terms and working relations be tween  

client and consul tants  are in marked  contrast  to the usual " e m p l o y m e n t "  of  

outside expert ise in the service o f  inside p rob lem solving. In particular,  these 

arrangements  had the fol lowing effects:  

1. The def ini t ion of  the " p r o b l e m "  was no t  f rozen  into  the consul tants '  

terms of  reference. It is the nature o f  real problems that  they  are as diff icult  to 

define adequate ly  at the  poin t  of  early recogni t ion as is the early de te rmina t ion  

of  solutions. Solut ions are therefore  no t  " p r o d u c t s "  to be delivered by outsiders, 

but  rather "processes"  which engage on equal  foo t ing  the complemen ta ry  

componen t s  o f  inside knowledge and outs ide expertise. 

2. This differential  but  equal  knowledge recogni t ion be tween  client and 

consul tant  effect ively precludes the unin tent ional  subst i tut ion of  the  consult- 

ant 's  interest  agenda for the  cl ient 's  need agenda. It also short-circuits any 

tendency  for the cl ient  to surrender the  ownership of  the  problem, and hence 

the u l t imate  responsibil i ty for its solution,  by progressively contract ing out  more 

and more  to  those who  may  just if iably claim "specia l"  knowledge of  solutions, 

but  who  should no t  - in any event,  cannot  - maintain  a lasting jur isdict ion over 

the problem. 

3. Finally, by  treat ing the  abstract,  technical  and universalistic know- 
ledge frames of  the  consul tants  and the concrete ,  experient ial  and particular 

knowledge frames of  the  clients as equally valid to  the unders tanding and 

solut ion o f  problems, the a l l - too-common tendency  to wi thhold  or  perhaps 

reject vital in format ion  on each side is undercut .  

Thus the  c l ien t /consul tan t  relat ionship was carefully cons t ruc ted  and 
effect ively pract iced in such a way as to minimize  ei ther  the  "paternal ism of  

exper t ise"  on the part of  the consul tants  or  the  reverse "paternal ism of  juris- 

d ic t ion"  on the  part o f  the client. In so doing, both  sides were more  comple te ly  

bonded  to  a mutual  learning and accept ing approach than is typical  in mos t  

consult ing arrangements.  This is a part icularly impor tan t  understanding when 

it is recognized, as indeed it  was recognized, that  a l though the Tribal Council  

was the formal  contractual  "c l i en t" ,  it was absolutely  essential to  the task at 

hand that  all the  member  Bands as well as the  principal outside agencies begin 
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to recognize themselves as co-proprietors  o f  the initiative. 

THE PROCESS 

The research phase o f  the project  was to serve two  functions.  The most  

obvious was the  " in fo rma t ion  o u t "  funct ion,  i.e., the de te rmina t ion  o f  the 

socio-economic deve lopment  needs and priorit ies o f  each o f  the  Band communi-  

ties. In essence, this was to be achieved by using the  c o m m u n i t y  process mode l  

as a basis for developing a f ramework  that  would  ident i fy  the existing socio- 

economic  profi le o f  the  c o m m u n i t y  at the object ive level and the ideally desired 

profile at the subjective level. The difference be tween  these two  profiles would  

then define the  direct ion and ex ten t  o f  future deve lopment  needs and priorit ies 

for each Band c o m m u n i t y  and, to the ex ten t  that  this ident i f icat ion produced  
c o m m o n  themes,  for the  whole tribal group. 

But the  research exercise was also in tended to  serve an " in fo rma t ion  i npu t "  

funct ion.  By vir tue of  its pervasive presence within  each communi ty ,  the 

research project  would  alert  the c o m m u n i t y  to the fact  that  the  Tribal Council  

was a t t empt ing  to establish a pan-Band planning and deve lopment  capabili ty.  

However,  it was also impor tan t  to  indicate that  this capabil i ty must  be f rom the 

outset  c o m m u n i t y  centred,  c o m m u n i t y  cont ro l led  and ul t imate ly  c o m m u n i t y  

dependent  if it were to succeed. In o ther  words, the research had to be designed 

in such a way  as to  ensure that  the " responden t s"  were no t  lef t  with the 

impression that  they  could  simply turn over deve lopment  project  init iat ive and 

responsibil i ty to  the Tribal Council  and then blame them later for failures. Thus 

the impor tance  of  determining dis t r ibut ion o f  p rob lem ownership and solut ion 

responsibil i ty was given early and widespread expression within  the  research 
m e t h o d  itself. 

The research was also designed in such a way as to communica t e  its con- 

ceptual  base back to the communi ty .  This was seen to  be impor tan t  precisely 

because the  pi lot  studies upon  which the c o m m u n i t y  process mode l  had been 

predicated in the  first place had revealed the  existence of  some self-destructive 

processes within those communi t i e s  that  most  clearly needed some social and /o r  

economic  deve lopment  initiative. Thus the first step in mot ivat ing  and achieving 

such an initiative would  be a c o m m u n i t y  recogni t ion o f  process problems.  The 

pilot  studies had also revealed that  in the past many  communi t i e s  had unwitt ing- 

ly ini t iated or  coopera ted  with  deve lopment  projects  that  had subsequent ly  

proved to be highly disruptive of  posit ive c o m m u n i t y  processes. Since the 

purpose o f  both  the  c o m m u n i t y  process model  and the current  c o m m u n i t y  

research was to cast the c o m m u n i t y  in the role of  "p lanner" ,  it was obviously 

desirable to include within  the  research design the kind of  feed-back loops that  
would  al low the whole c o m m u n i t y  to develop an unders tanding of  the l ikely 

effect  of  a given deve lopment  choice  upon a reflect ive assessment of  their  own 
established structures and processes. 

Needless to say, the design and deve lopment  of  a research project  that  was 

at once required to  satisfy the  subjective requirements  of  the  inside knowledge 

system and the  object ive requi rements  of  the outs ide knowledge  frame, while at 
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the  same t ime ensuring an appropr ia te  dis t r ibut ion o f  responsiblil ty,  was no t  

achieved in the  usual abstract  and academic  way. Similarly, the training sessions 

in which the  locally selected c o m m u n i t y  researchers and the consul tants  

struggled together  to  f ind the most  appropr ia te  methods  bore no resemblance 

to  the  typical ly didactic exercises in which those with  more  formal  research 

expert ise tu to r  those with  less on the niceties of  h o w  to ask questions. In the  

process, problems which are se ldom recognized in t radi t ional  research ap- 

proaches were discovered and dealt  with. For  example,  while convent ional  

measures o f  reliabili ty could  be applied to the  " in fo rma t ion  o u t "  data, how were 

the  ex ten t  and effect  of  the  " in fo rma t ion  in"  data to be measured? And  given 

that  the  research design ant ic ipated that  the  subjective " in fo rma t ion  in"  and the 

object ive " in fo rma t ion  o u t "  funct ions  would  be interact ive (i.e., as the  former  

was acquired the  la t ter  would  change), when, h o w  and h o w  of ten  were the two  

levels o f  data  to  be analysed relative to each other?  While the  original com- 

muni ty  process mode l  had gone some distance in developing formal  measures 

of  the  relat ionship be tween  subjective process variables and object ive  indicators,  

this first appl icat ion test was highly dependen t  on the informal  understandings 

o f  those closest to  the  actual realities for  answers to these and m a n y  o ther  

questions. Of  course, to admi t  this k ind o f  informal i ty  in to  the  highly prescribed 

realm of  methodologica l  pur i ty  was bound  to  do some injury to  those universal 

measures o f  research accuracy upon  which exper t  reputat ions  rest. But if it is 

the  widest possible understanding,  rather  than the narrowest  possible margin of  

uncer ta inty ,  that  is mos t  required for the  success o f  a project ,  then the  beloved 

formalism of  the  outs ide knowledge exper ts  must  be t empered  by the  informal-  

i ty  of  the  inside knowledge system if a successful o u t c o m e  is to  be achieved. 

And, af ter  all was said and done, the  project  did satisfy bo th  the inside and 

outside criteria of  success. For  those  outsiders who  require object ive evidence 

before  coopera t ion  may  be secured, the project  provided a well documen ted  

set o f  accus tomed "p roduc t s . "  Included here were such tangible objects  as the  

clear ident i f icat ion o f  specific deve lopment  needs, preferences and capabilities, 

the emergence  o f  an appropr ia te  deve lopment  plan and a res t ructured Tribal 

Council  whose ou tward  facing posture  included all the  necessary capabili t ies 

to  meet  the  mainst ream cul ture 's  compe tence  criteria. But there also developed 

an inward facing posture  that  could  no t  be measured in terms of  products  but  
rather t o o k  shape as a consequence  of  the  process through which inside under- 

standings were consolidated,  solidified and recognized by all. This process also 

included a growth in understanding of  the  outs ide knowledge  system and the  

sense that  it could  be contro l led  and brought  to  bear in ways that  need no t  be 

destruct ive to  culture,  c o m m u n i t y  and self and which might  well help resolve 

some o f  the  chronic  inside problems that  seemed unyielding to  purely  internal  

effort.  This same process also brought  many  former ly  intransigent outsiders 

in to  con tac t  with the  inside knowledge  system in a way that  engendered various 

degrees o f  understanding,  bu t  in all cases a new respect and tolerance - a small 

beginning to  be sure, but  still a beginning. 

CONCLUSIONS 
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Clearly, there are some salient lessons to be gleaned f rom this experience.  

First, there  is the recognit ion that  while any deve lopment  init iative requires 

some " in fo rma t ion  o u t "  objects,  c o m m u n i t y  deve lopment  also requires a 

knowledge exchange process that  includes strong " in fo rma t ion  in"  subjects. 

For  wi thou t  such an exchange there can be no collect ive growth in understand- 

ing the relat ionship of  what  is to what  should be and what  might  be in the 

con tex t  of  any given deve lopment  opt ion.  Indeed, if  the current ly  fashionable 

te rm "social  impact  assessment" is to mean anyth ing  beyond  a cheap strategy 

to usurp the  abili ty o f  a c o m m u n i t y  to de termine  what  kinds of  deve lopment  

are most  consistent  with its own sense of  being, then  such assessment must 

ensure that  c o m m u n i t y  insiders learn as much  about  themselves f rom the process 

as do any outsiders who  may  be involved. This is only  to rei terate what  Hayden 

Rober ts  (1979) argued as lying at the heart  of  all c o m m u n i t y  development ,  the 

collect ive learning process: 

An impor tan t  feature of  c o m m u n i t y  deve lopment  is its assump- 

t ion that  man must  take a hand, that  he is a necessary and capable 

par tner  in the shaping of  his life and the life of  the society he 

lives in. In o ther  words, it assumes a capaci ty for the process of  

learning . . . on the  part  o f  the people  in the [inside] group and, 

if possible, on the part of  o ther  [outs ide]  g r o u p s . . .  

(Roberts ,  1979:34-35;  emphasis  added)  

The second lesson which emerges speaks to what  in the above quo ta t ion  

appears as only a tenta t ive  "poss ib i l i ty" ,  i.e., what  I described earlier as the 

" ins ider /outs ider  dialect ic" .  This is a concep t  of  learning which places the very 

different  knowledge frames possessed by outs ide consul tants  and the inside 

clients on an equal  foot ing and that  eschews pretense and risks conf l ic t  in the 

belief  that  deep insights leading to new possibilities will eventual ly  emerge in 

the con tex t  o f  growing trust  and mutual  appreciat ion.  While there were no 

guarantees this would  work, the  results did just i fy the  risks, and this may  give 

some inspirat ion to others.  At  a min imum,  it  offers a role mode l  for non-nat ive 

consul tants  who  have tended  to  be either overly conf iden t  or excessively 

insecure with respect  to  the  applicabil i ty of  their  k ind o f  knowledge to the 

problems which native clients are trying to resolve. 
And  finally, the exercise underscores the impor tance  o f  engaging in a pre- 

developmenta l  process that  recognizes that  serious problems have a variety of  

proprietors  and hence their  solutions require some careful  working ou t  of  the 

most  appropr ia te  dis t r ibut ion of  responsibili ty.  In this particular example,  there 

was a real danger that  an interface organizat ion like the  North  Coast Tribal 
Council  would  be assigned the  job  o f  mediat ing the initially incompat ib le  

expecta t ions  o f  their  inside const i tuents  and the outside agents, thus incurring 

the blame for the  failure that  must  inevitably result  f rom such buffer  arrange- 

ments.  But by engaging in the dialectical process that  forced both  the out- 

siders and the  insiders to  recognize their  own ownership  o f  a piece of  the 

problem, the  probabi l i ty  o f  achieving a viable dis t r ibut ion o f  solut ion responsi- 
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bi l i ty  is great ly  enhanced .  

In p resen t ing  th is  a c c o u n t  of  one  aspec t  of  a m u c h  b roade r  and  still ongoing  

ini t iat ive,  m y  i n t e n t i o n  has  no t  been  to  of fer  ye t  a n o t h e r  packaged  prescr ip t ion  

for  o the r s  to  emula t e  unques t ion ing ly .  Indeed,  i f  t he re  is an  u l t ima te  lesson in 

any  o f  this, it is t h a t  the re  has  been  far t o o  m u c h  focus ing  o n  pre-packaged 

p r o d u c t s  r a the r  t h a n  on  discovery  processes in the  pursu i t  of  social a n d  econom-  

ic d e v e l o p m e n t  projects .  I f  past  h i s to ry  is any  guide, the  so lu t ion  of  pervasive 

societal  level p rob l ems  will no t  be achieved by  " b r e a k - t h r o u g h "  innova t ions ,  

bu t  r a the r  as t h e  consequence  of  m a n y  d i f fe ren t  r eso lu t ion  a t t e m p t s  resul t ing 

in the  mergence  o f  a whole  new col lect ive  consc iousness  of  wha t  causes 

p rob lems  a n d  wha t  represen ts  solut ions .  The exper ience  descr ibed  here  would  

appear  to  be one  such s tep  a long th is  road. 
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