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Once leaders and managers know the direction toward which they want to steer their organization, they need to convince their employees or members, collaborators and others to work together to get there. The authors identified “tools of cooperation”, ranging from motivational, visionary speeches to outright threats that people can use to elicit cooperative behavior.  Most of these tools, though commonly used, don’t work most of the time. As a result, managers often fail when trying to manage change as the tools they use waste credibility, energy, and resources.
Each cooperation tool’s effectiveness depends on the circumstance the organization is in, as depicted in the Agreement Matrix. Its vertical axis measures the extent to which the people involved agree on what they want—the results they seek from their participation in the enterprise; what their values and priorities are; and which trade-offs they are willing to make to achieve those results. The extent of agreement can range from none (at the bottom) to complete agreement (at the top). The second dimension is the extent to which they agree on cause and effect—which actions will lead to the desired result. Strong agreement on cause and effect implies a shared view of the processes to be used to get desired outcomes.
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Figure 8.1 The Agreement Matrix
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Employees in organizations in the upper-left domain of the matrix share common hopes for what they will gain from being part of the organization, even though each might have a different view of what actions will be required to fulfill those hopes. Microsoft was in this situation in 1995 when Netscape threatened to become the primary “window” through which people would use its computers. Most Microsoft employees and managers wanted the same thing—to preserve the company’s desktop domination—but initially there was little consensus about how to do that.  

In contrast, many organizations that employ independent contractors and unionized workers are in the lower-right corner. These workers may have little passion for a company’s goals but are willing to follow prescribed procedures if they agree that those actions will produce the needed results.  

Organizations in the upper-right quadrant have employees or members who agree on what they want and how to get there. Clear consensus on both dimensions makes these organizations’ cultures resistant to change: People are satisfied with what they get out of working in the organization and agree about how to maintain that status quo. Apple Computer sits in this quadrant—the saying in Silicon Valley is that, “Apple put the ‘cult’ in culture.” 

Finally, organizations sitting in the lower-left quadrant have employees or members who agree neither on what they want nor on how the world works. The perpetually warring nation-states in the Balkan Peninsula exemplify this.
Separation
There are times when there is such fundamental disagreement among the parties that it is impossible to reach consensus on a course of action—and yet no one has amassed the power to coerce cooperation. In such instances separation may work when other tools fail, and it does not reside within the agreement matrix. Separation is dividing the conflicted parties into groups so that they can agree with others inside their own group, and don’t need to agree with those in other groups. In the post-Tito Balkans, by illustration, no one could amass and wield the requisite power to maintain peace, as Tito had done. Nations tried the charisma of Clinton and the sales skills of Blair, democracy and negotiation, and economic sanctions and incentives, but nothing worked except separation. Peace came to the Balkans when the need for cooperation across antagonistic ethnic divides was obviated by dividing the peninsula into nations and regions for each ethnic group.  

Public School Systems in the Matrix
Where do school systems fit into the agreement matrix? For the most part, they are in the lower-left corner of the diagram, with occasional traces in the upper-left quadrant. Teachers, taxpayers, administrators, parents, students, and politicians have divergent priorities and disagree strongly about how to improve. Society has assigned many jobs to schools, from socializing students to live in a democracy to alleviating poverty. Different stakeholders prioritize each of these differently. All the constituent groups have different ideas of what will cause schools to improve—from more money to more computers; from better teachers to smaller class sizes; from more autonomy to less autonomy.
The fact that schools are in the lower-left world of disagreement helps one understand why certain remedies that reformers have experimented with in the past have not worked. The model asserts, for example, that financial incentives, like pay-for-performance schemes for teachers, will not work. This tool has been used in a variety of formats in various districts over several decades. Most of these schemes have failed because their efficacy is predicated upon a modicum of agreement on what is wanted and how to get there. The board of almost every school district has a vision statement and strategic plan for how to achieve its vision. But the boards find that these rarely cause their diverse constituents to line up and cooperate in pursuit of those plans. Instead, they get caught up in the daily conflict and compromise that are inherent in the lower-left realm of disagreement.  

The scary thing about this situation is that democracy—the primary tool that the law allows—is effective only in the upper-right circumstance, when there already is broad, preexisting consensus on what is wanted and how the world works. And what is worse, like all the tools in the matrix’s culture quadrant, democracy is not an effective tool for radical change. So can it be that changing public schools is impossible?  

The authors believe change is possible, but warn reformers to be wise and realistic. But knowing what must be done is only a start. Eliciting the requisite cooperation will be tricky. People have tried democracy, folklore, charisma, salesmanship, measurement systems, training, negotiation, and financial incentives. All have failed. The authors see only three possibilities: common language, power, and separation. 
IMPLICATIONS FOR EXTENSION.  While this book examines strategies for change within the public schools, the recommendations hold true for organizations like Extension and some of our constituency groups, such as 4-H and OHCE.








