20 Chapter 1

Wisdom is about excellence in living. As such, it focuses on knowing “how” (the

pracedural dimension) rather than merely knowing “what" (the factueal dimension).

Wisdom, then, is eritical in helping others. Such things as wisdom and com-
mon sense can be considered parc of the upside shadows because chey have not re-
ceived a great deal of attention in'the helping literature and they do not form part
of the curriculum in helper training programs. Perhaps this is bepinning to change.

Even the downside of the shadow side of helping can provide benefits. Consider
an analogy. The shadow side of helping is a kind of “noise” in the system, But scien-
tists have discovered chat sometimes a small amount of noise in a system, called sto-
chastic resonance, makes the system more sepsitive and efficient (Economist, [995).
For instance, in the helping professions, noise in the guise of the debate around what
makes helping both effective and efficient can ultimately benefit clients.

Despite the downside of the shadow side of helping, the tone of this book is
unabashedly upbear. However, helpers-to-be must not ignore the less palacable di-
mensions of the helping professions, including the less palatable dimensions of
themselves. Therefare, thraughout this book, some of the common shadow-side re-
alities that plague client, helper, and the profession itself are noted ‘at the service of
managing them. This bock is by no means a treatise on the shadow side of helping.
Rather, its intent is to get helpers to begin to think abour the shadow side of the
profession. Wise helpers are idealistic without being naive. They also know the dif-
ference berween realism and cynicism and opt for the former. They see the journey
“from smart ro wise” as a never-ending one.

LAELEIL AT E f (e Lt e fr T ) SLETE em———— e

CHAPTER

OVERVIEW OF THE
HELPING MODEL it

RATIONAL PROBLEM SOLVING AND ITS LIMITATIONS

THE SKILLED-HELPER MODEL: A PROBLEM-MANAGEMENT AND
OPPORTUNITY-DEVELOPMENT APPROACH TO HELPING

THE STAGES AND STEPS OF THE HELPING MODEL
STAGE I: “WHAT's Gomng ONI” HELPING CLIENTS CLARIFY THE KEY ISSUES
CALLING FOR CHANGE
The Three Steps of Stage [
Step [-A: Help clients tell their stories

Srep I-B: Help clients break through blird spots that prevent them from see-
ing themselves, their problem situations, and their unexplored opportuniries

as they really are
Step [-C: Help clients choose the might problems andfor opportunities to work
on
STAGE II: “WHAT SoLUTIONS MAKE SENSE FOR ME?” HELPING CLIENTS
DETERMINE OUTCOMES
The Three Steps of Stage 1

Step [1-A: Help clients use their imaginations to spell out possibilities for a
better fuuire

Step I1-B: Help clients choose realistic and challenging goals that are real
solutions to che key problems and unexplored apportunities identified
in Srage |

Step II-C: Help clients find the incentives that will help them commit them-
selves o their change agendas

Stace I11: “WaaT Do T Have To Do TO GET WHAT I NEED OR WaNT?” HELE-
ING CLIENTS DEVELOP STRATEGIES FOR ACCOMPLISHING GOALS
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Step I11-A: Possible actions: Help clients see thar there are many different
ways of achieving goals

Step [1I-B: Help clients chaose best-fit strategies
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“"How ARE WE DOING?" ONGOING EVALUATION OF THE HELPING PROCESS RATIONAL PROBLEM SOLVING AND
FLEXBILITY IN USING THE MODEL ‘ , ITs LIMITATIONS

Brier THERAPY AN . ; . ' .
D A HOLOGRAM APPROACH TO HELPING The problem-solving process is often described as a more or less straightforward,

PROBLEM MANAGEMENT AND CULTURE: A HUMAN UNIVERSAL natural, and rational process of decision making. For instance, Yankelovich (1992)

USING THE MODEL AS A "BROWSER": THE SEARCH FOR BEST PRACTICE offered a seven-step process. Applied to helping, it looks something like this:
Eclecticism "« Ipitial awareness. First, the client becomes aware of an issue or a set of is-
Problem management as underlying process sues, For instance, a couple, after a number of disputes over household finances, de-

The “browser” apptoach velop a vague awareness of dissatisfaction with the relationship itself.

s Utpency. Second, a sense of urgency develops, especially as the underlyin
UNDERSTANDING AND DEALING WITH THE SHADOW SIDE OF HELPING MODELS Bency | gency ps, espEeta’ty ying

problem situation—the dissatisfaction with the relationship itself—becomes more

No model distressing. Even small annoyances are now seen in the light of overall dissatisfaction. i
Fads e Initial search for remedies. Third, the client begins to look for remedies.
Rigid applications of helping models However implicitly or perfunctorily, the client explores different strategies for man-
Virtuosity aping the problem situacion. For instance, a client in a difficult marriage begins

thinking about complaining openly to her parter or friends, separating, getting a
divorce, instituting subtle acts of revenge, having an affair, going to a marriage
counselor, seeing a minister, unilaterally withdrawing from the relationship in some
way, and so forth. The client may try out one more of these remedies without evalu-
ating their cost or consequences.

o Estimation of costs. Fourth, the costs of pursuing different remedies begin
to become apparent, Someone in a troubled relationship might say to herself: "Be-
ing open and honest hasn't really worked. If I continue to put my cards on the table,
I'Il have to go through the agony of confrontation, denial, argument, counter accu-
sations, and who knows what else.” Or he might say, "Simiply withdrawing from the
relationship in small ways has been painful. What would [ do if I were to go out on
my own?” Or, "What would happen to the kids?" At this point, the client often
backs away from dealing with the problem situation directly because there is no
cost-free or painless way of dealing with it.

¢ Deliberation. Fifth, since the problem situation does not go away, it is im-
possible to retreat completely. At this point, a more serious weighing of choices
rakes place. For instance, the costs of confronting the situation are weighed against
the costs of merely withdrawing. Often, a kind of dialogue goes on in the client’s
mind between steps 4 and 5; for example, "1 might have to go through the agony of
a separation for the kids' sake. Maybe time apart is what we need.”

o Rational decision. Sixth, an intellectual decision is made to accept some
choice and pursue a certain course of action: "['m going bring all of this up with my
spouse and suggest we see a marriage counselor.” Or, “I'm going to get on with my
life, find other things to do, and let the marriage go where it will."

¢ Rational-emotional decision. However, a merely intellectual decision is of-

ten not encugh to drive action. So the heart joins the head, as it were, in the deci-

sion. One spouse might finally say, "I've had enough of this! I'm leaving. It won't

be comfortable, but ir's better than living like this.” The other might say, “It is un-

22 fair to both of us to go on like this, and it's certainly not good for the kids,” and
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this drives che decision to seek help, even if it means going alone. Decisions dri-
ven by emotion and convictions are more likely to be translated into action.

Four things should be noted. First, these steps, however logically sequenced on.pa-
per, are often jumbled and intermingled in real-life problem-management situa-
tions. Second, this natural process can be derailed at almost any point along the
way. For instance, uncontrolled emorions can spill out and make a bad situation
worse. Or the costs of managing the problem seem too high and so the process it-
self is put on the back burner. Third, decision making in difficult situations is sel-
dom as rational as this process suggests, Indeed, decision making can be viewed asa
journey as complex as life itself (Scace, 2000). Fourth, this natural process often
lacks a method for turning decisions into solution-focused action.

The problem-management and opportunity-development process outlined in
this chapter and developed in the rest of the book borrows from this natural process,
complements it with other steps and techniques, suggests ways of helping clients turn
decisions into action, focuses on solutions, that is, life-enhancing outcomes, provides
ways of challenging backsliding, and, ar its best, speeds up the entire process.

THE SKILLED HELPER MODEL:
A PROBLEM-MANAGEMENT AND
OPPORTUNITY-DEVELOPMENT
APPROACH TO HELPING

Common sense suggests that problem-solving models, techniques, and skills are im-
portant for all of us, since all of us must grapple daily with problems in living of
greater or lesser severity. Ask parents whether problem-management skills are
important for their children, and they would say “Certainly.” Bur ask where and
how their children pick up these skills, and they hem and haw: “Sometimes at
home, bur not always.” Parents don’t always see themselves as paragons of effective
problem solving: “Maybe at school,” some would wonder. Yer review the curricula
of our primary, secondary, and tertiary schools, and you will find little about, prob-
lem solving that focuses on problems in living. Some say that formal courses in
problem-solving skills are not found in cur schools because such skills can only be
leamed through experience. To a certain extent, that's true. However, if prablem-
management skills are so important, we might wonder why society leaves the ac-
quisition of these skills to chance. A problem-solving mentality should be second
nature to us. The world may be the laboratory for problem solving, but the skills
needed to optimize learning in chis lab should be taught. They are roo important to
be left to chance.

Let's move ta the helping professions. Institute an Internet search and you will
soon discover that there are dozens, if not hundreds, of models or approaches to
helping, all of them claiming a high degree of success. Library shelves are filled with
books on counseling and psychotherapy-=books dealing with theory, research, and
practice. Back in the 1980s, it was estimated char there were berween 250 and 400
different approaches to helping (see Herink, 1980; Karsu, 1986). Some of the ap-
proaches discussed then have, of course, fallen by the wayside, but many more have
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been added since. All are proposed with equal seriousness and their proponents say
that they wark. In the face of all this diversity, helpers, especially beginning helpers,
need a basic, practical, working model of helping.

Since all approaches must eventually help clients manage problems and develop
unused resources, the model of choice outlined in these pages is a flexible, human-
istic, broadly based problem-management and opportunity-development madel—a
model that is straightforward without ignaring the complexiries of clients lives or of
the helping process itself. Indeed, since the problem-management and opportunity-
development process outlined in this book is embedded in almost all approaches to
helping, this model provides an excellent foundation for any "brand" of helping you
eventually choose. This book provides the basics for them all. Finally, a problem-
management model in counseling and therapy has the advantage of the vast amount
of research that has been done on the problem-solving process itself. The model,
techniques, and skills outlined in this book tap that research base.

THE STAGES AND STEPS OF THE
HEeLrING MODEL

All worchwhile helping frameworks, models, ar processes ultimately help clients ask
and answer for themselves four fundamental questions:

» What's going on? What are the problems, issues, concems, or undeveloped op-
portunicies | should be working on?

» What do I need or want? What do I want my life to look like? What changes
would make me happier?

» What do 1 have to do to get what I need or want? What plan wilt gec me
where I want to go?

o How do 1 get results? How do I rurn planning and goal setring into solurions,
results, outcomes, or accomplishments? How do I get going and keep going?

These four questions—turned into three logical “stages” and an implementation
phase in Figure 2-1-—provide the basic framework for the helping process. The term
stage is in quotation marks because it has sequential overtanes that are somewhat
misleading. Each stage is a set of tasks around a theme that helps clients move for-
ward in managing problems and developing opportunities. The theme of Scage L is
problem/opportunity clarification and ownership. Stage I is about goal setting and
commitmenc ta goals. Stage LI is about strategies for accomplishing goals. In prac-
tice, the three stages overlap and interact with one another as cliencs struggle to
manage problems and develop opportunities. And, as we shall see, helping, like life
itself, is not as lopical as the models used to describe it.

This chapter presents an extended example to bring this process to life. The
case, though real, has been disguised and simplified. It is not a session-by-session
presentation. Raher, it illustrates ways in which ane client was helped to ask and
answer the four fundamental questions just outlined. The client, Carlos, is volun-
tary, verbal, and for the most part, cooperative. In actual practice, cases do not al-
ways flow as casily as this one. The simplification of the case, however, will help you
see the main features of the helping process in action.
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Stage I: Stage il Slags lIk:
What's going on? What solutions meke  How do | get what

* sense for ma? I nead or want?

How do | make It happen?

FIGURE 2-1
The Skilled Helper Model

STAGE 1: “WHAT’s GoINGg ON?”
HEeLPING CLIENTS CLARIFY THE KEY ISSUES
CALLING FOR CHANGE

The present state spells out the range of difficulties the client is facing. What are
the problems, issues, concerns, and undeveloped opportunities with which Carlos
needs to grapple? Here is a thumbnail sketch:

Carlos, a man in his mid-twantles, hag been working for a consulting firm for about & year.-He
{s woll educatad, though unllke some of his fallow workers, hlg undergraduate and MBA de-
grees ame not from the “best” schools. Ha Is bright, though practieal mither than academic intel-
ligence Is bis strong suit. Ha can ba quite personable when he wants to be. But he doesn’t al-
ways wani lo be. He comes from & famlly wilh radlilonal Hispenic cultural valyas, He can
speak Spanish falry well but prafers rat 1o, evan al home,

Troublg started when ona of his colleagues, a consultant some 20 years alder than Car-
los, buttonholed him afler a meeting ona day and sald: “I've seen you In action a few tmes,
You know, you're your own worst enemy. You'rs headed for a fall and don™ even know It, If |
were you, I'd gat some hefp.” With that he walked away, and Carlos hed no further Intersc-
tlon with hirm,

Thouph Carlos was flrst bathered by the Ingident, he sloughed It off. However, a faw
weeks later, while lalking with one of bls colleaguas who had been at the filrm for about three
yoars, Garlas recounted the Incldant In & Joking way. But his colleague didn't laugh. He merety
f:;d l:: a llghthearted mannar, "Well, you never know, Carlos, tharg [ust might be somathing

.

Through the company, he has access 1o a cauple of "developmental counselors,” He [s
somawhat pul off when he finds out that both of them arg womean, but he makes an appoinl-
ment with one. '
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So here is a young man who has received a couple of shots across his bow. While
he certainly doesn't think that he needs help, he is unsettled encugh to be willing
to talk with someone. '

The Three Steps of Stage 1

As we shall see in the chapters that follow, each "stage” is divided into three “steps.”
Like the stages themselves, the steps are not steps in a mechanistic, “first do this,
then do this” sense. And like the stages, the steps are interactive. In Stage I, they
are activities that help clients develop answers to two questions; What's going on in
my life? What should I work on? '

Step I-A: Help clients tell their stories. Though helping is ultimately about
solutions, some review of the problem or missed opportunity is called for. So Elena,
Carlos's counselor, helps him tell his story. Through their dialogue, she helps him
review what is happening in the warkplace. Elena knows that if she can help Carlos
get an undistarted picture of himself, his problems, and his unused opportunities,
he will have a better chance of doing something about them. Her overall goal is to
help Carlos manage the interpersonal dimensions of his work life better. His inter-
pecsonal style is both problem and opportunity.

Carlos gets over his initial reluctance and brings up a number of things that
bother him. He feels that he is being discriminated against at work. He doesn’t feel
that he's on the fast track, and he thinks that he should be. Pecple at work don’t un-
derstand and appreciate him. Though he lives at home because of financial reasons,
he feels distant from his family. “We don't have that much in common anymore.
They don't want to be mainstream.” He and his girlfriend are currently at odds. At
one point he says, "I think ['ve moved beyond her anyway."

Step I-B: Help clients break through blind spots that prevent them from seeing
themselves, their problem situations, and their unexplored opportunities as they
really are. Counselors add great value when they can help their clients identify sig-
nificant blind spots related to their problems and unexplored opportunities. Effec-
tively challenged, blind spots yield to new perspectives that help clients think more
realistically about problems, opportunities, and solutions.

It does not take Elena long to realize that Carlos has some significant blind
spots. For instance, he tends to blame others for his problems: “They are keeping
me back." And he does not realize how self-centered he is. He gets angry when oth-
ers stand in his way or don't cater to his needs and wants. Yer he is quite insensitive
to anybody else’s needs. His arrogant style rubs both colleagues and customers the
wrong way. Without being brutal, Elena helps him see himself as others see him.
She points cut that being Hispanic and coming from the “wrong” school have little
to do with his colleagues’ hostility toward him. Elena, Hispanic hemelf, understands
borh Carlos's struggles and his excuses.

Step I-C: Help clients choose the right problems and/or opportunities to work
on. If clients have a range of issues, help them gain leverage by working on issues
that will make a difference. If a client wants to work only on trivialities or does not
want to work ar all, then it might be better to defer counseling.
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Carlos becomes more cooperative as it becomes clear to him that Elena has
both his interests and those of the firm in mind. He sees her as “solid"—decent,
businesslike, and nor overly “psychological.” He comes to realize that, although he
has a number of concems, he had berter work on his interpersonal communication
style and his relarionships with both colleagues and clients if he wants to advance
in his career. He also needs ro do something about the “victim” mentality he has
developed. With Elena’s help, he realizes that the flip side of his communicarion
style problem is an enormous opportunity. He quickly sees that becoming a batter
communicacor and refationship builder will help him in every social setting In life.
Because they are in a work setting and time is limited, Elena does not push him on
the problems he's having at home or in his social life ourside work. However, she
suspects that the changes he makes at work will also apply outside,

STAGE 1I: “WHAT SOLUTIONS MAKE SENSE
FOR ME?” HELPING CLIENTS
DETERMINE OUTCOMES

In Stage 11, counselors help clients explore and choose possibilities for a bacter fu-
ture—a furure in which clients can manage key problem situations and develop key
ol?portunitiu. Helpers ask, “What do you want this future to look like!” The
clients’ answers constirute their “change agendas.” Stage II focuses on outcomes.

Elena helps Carlos ask himself such questions as: What do I wanc? Whar do |
need, whether I currently want it or not? What would my business life look like if ir
were more tolerable ar—even better—more engaging and fulfilling?

Unfortunately, some approaches to problem solving or management skip Stage
!I. They move from the “What's wrong?" scage (Stage I) to a “What do I do about
it?” srage (Stage 1II). As we shall see, however, helping clients discover whar they
want has a profound impact on the entire helping process.

The Three Steps of Stage 11

Srlage Il also has three steps—chat is, three ways of helping clients answer as cre-
atively as possible the question “What do [ need or want?”

Step I1-A: Help clients use their imaginations to spell out possibilities for a bet-
ter future. This often helps clients move beyond the problem-and-misery mind-
set they bring with them and develop a sense of hope. Brainstorming possibilities
for a betrer future can also help clients understand their problem situarions betrer:
“Now thar [ am beginning to know what I want, I can see my problems and unused
opporttunities more clearly.”

Elena helps Carlos brainstorm goals that would help him repair some damaged
relationships with both colleagues and clients and help him do something abour his
victim mentality. Carlos declares that he needs to become a “bercer communicaror.”
I:rlena, pointing out that "becoming a better communicator” is a rather vague aspira-
tion, asks him, “What do some of the good communicarors you know look like? Car-
los comes up with a range of possibilities. “I'd give great presentations like Jeff,” *I’d
be a good problem solver like Sharon.” “Tony listens a lot berter than | do." “I'm not
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patient at all, but | like it when Abigail is patient with me." “Roger seems to have
good relationships with everyone.” And so forth. All of these become possibilities for
a better communication style. She also enables him to explore further possibilities by
asking him what a “repaired relationship” would look like both from his perspecrive
and from the perspective of customers and colleagues he might have alienated.

Step I1-B: Help clients choose realistic and challenging goals that are real solu-
tions to the key problems and unexplored opportunities identified in Stage I.
Possibiliries need to be rumed into goals because helping is about solutions and out-
comes. A client's goals, then, constitute his or her agenda for change. If goals are to
be pursued and accomplished, they should be clear, related to the problems and
unexplored opportunities the clienc has chosen to work on, substantive, realistic,
prudent, sustainable, flexible, consistent with the client's values, and set in a rea-
sonable rime frame, Effective counselors help clients “shape” their agendas to meer
these requirements.

Elena helps Carlos sore through some of the possibilities he has come up with.
It becomes clear that changes in his interpersonal communication style would help
him manage some problems and develap some opportunities at the same time. If he
were to communicate well—in terms of both communication skills and the vatues
thae support relationship-building communication—he would come across more ef-
fectively and repair damaged relationships. But he needs more than skills. He needs
to change his self-centered and "poor me" attitude. Some of the passibilities Carlos
comes up with in his brainstorming session with Elena can be put aside for the pre-
sent. For instance, things like "becoming a terrific presenter” can wait.

Becoming a better communicaror coupled with upbeat interpersonal relation-
ship values and arritudes Is a substantial package. [t includes Carlos's becoming
good at the give and take of dialogue and the skills that make it work. These skills
include visibly tuning in to others, active listening, thoughtfully processing what he
hears, demonstrating understanding of the key points others are making, getting his
own points across clearly, drawing others in ta the conversation, and the like. It also
includes embracing the values that make conversations serve relationships—mu-
rual tespect, social sensitivity, emational control, and collaboration.

Step 11-C: Help clients find the incentives that will help them commit themselves
to their change agendas. The question clients must ask themselves is: "Whac am |
willing to pay for what I need and want?" Without strong commitment, change
agendas end up as no more than some “nice ideas.”" This does not mean that clients

- are not sincere in setting goals. Rather, once they leave the counseling session, they

run into the demands of everyday life. The goals they set for themselves, however
useful, face a great deal of competition. Counselors provide an important service
when they help clients test their commitment to the betcer future embedded in the
goals they choose.

Becoming a betrer communicarar at the service of repairing and building rela-
tionships is hard work. Elena helps Carlos review the incentives he has for engaging
in such work. One very strong one is chis: He has to. His current interpersonal com-
munication style will probably get him fired and prevent him from being successful in
the future. Developing the values that should permeate dialogue is even harder work.
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It means undoing bad habits developed over years. Undoing bad habits is difficult
even when a client is committed to doing so. Elena does not dwell on Carlos's bad
habits. Rather, she believes that embracing good habits—like showing interest in
others and checking his understanding of what they have to say—uwill drive out his
bad habits. If Carlos does all this wark, the upside is enormous. Because commutnica-
tion is at the heart of everything he does, better commuaication skills and valyes will
serve him well in every dimension of his life, Elena does not find it difficult to help
Carlos appreciate this attractive package of incentives. Posttive psychology wins. In
Carlos's case, developing opportunities is the main way of managing problems.

STAGE 1I1: “WHAT Do 1 HAVE TO Do to
GET WHAT I NEED OR WANT?” HELPING
CLIENTS DEVELOP STRATEGIES FOR
ACCOMPLISHING GOALS

Stage I defines the actions that cliens. should take to translare goals into
problem-managing accomplishments. Stage 11 answers the question: “How do 1 get
there? It is about identifying and chaosing action strategies and plans.

The Three Steps of Stage 111

Stage I11, too, has three steps that, in practice, intermingle with one another and
with the steps of the other stages.

Step IIL-A: Possible actions: Heip clients see that thete are many different ways
of achieving their goals. Stimulating clients to think of different ways of achieving
their goals is usually an excellent investment of time. That said, clients should not
leap into action. Hasty and disorganized action is often self-defeating. Complaints
such as “1 tried this and it didn’t work. Then 1 tried that and it didn't work either!”
is often a sign of poor planning rather than of the impaossibility of che task.

Elena helps Carlos explore different ways of becoming the competent commu-
nicator he wants to be 50 he can establish a better self-image and develop and fos-
ter satisfying work relationships with both colleagues and clients. To acquire the
skills he needs, Carlos can read books, take courses at local colleges, attend courses
for professionals, get a tutor or coach, or come up with his own approach to devel.
oping the skills and atitudes he needs. Elena helps Carlos brainstorm the possibili-

ties, She also points out where he can get more information, but she then lets him
do his homework.

Step I11-B: Help clients choose best-fit strategies. While Step 111-A provides clients
with a pool of possible strategies, Step I1I-B helps clients choose the action strategies
that best fit their talents, resources, style, temperament, environment, and timetable.

With Elena’s help, Carlos makes some choices. He chooses 1o attend an
interpersonal communication program for working professionals. Although more
expensive than university-based courses, the program offers greater flexibility and
fits better with Carlos's rather hectic travel schedule. Second, Elena helps Carlos
see that life is his lab. That is, every conversation is part of the program—an
opportunity to practice the skills he will be learning and demonstrate the attitudes
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thar foster relationship building. To Carlos’s credit, he points out thac he needs ic:
find a way of monitoring the degree that the values of ;]:lff'ec:tn.'ti:lclralogult.al ari pe@th
i i ides to get a peer coach—a colleague that has
ating his conversations. He deci P a2 pgue (hat has both
icatl tionships with colleag
ellent communication style and positive rela onship

:Ee?t: He finds a colleague who fits the bill and who |s"wllllng to help. He says to
his colleague: "Be honest with me. Tell me the way it is.

Step I11-C: Help clients craft a plan. Help clients org-aillize the ac:ionstﬂ:v?'e?:ic}l‘ ;3
lish their goals. Plans are simply maps ¢ ients use to ge
f::ﬁ:ﬁ?:.oz l1:}31311 can be quite simple. Indeed, overly sophisticated plans are often
SE]f'ClcE;i?(t;;‘lf .plan is straightforward. He will begin the inttlerpers_onal communicaci
tion course within two weeks. He will use every converlslatlon Wltll;l cc’lleaguz:-‘stisé)r:Ils
i i king day he will review the convers
clients as his lab. At the end of cach workin, nversations
in rei i lues. He creates a checklist for him
he has had in tetms of both sklllfulr:ess and va : > creates a st for him-
i i {fectively did I listen? How clearly di
self thar includes such questions as “How e . s tom clearly dic |
i ful and collaborative was 17 How did I han
e st o shone wi ' d clients who had been tumed
iti tions such as those with colleagues an eli _ turne:
sol;l:‘l;i-iﬁ:'“;:ts:r;?:rsonal style?” Time and schedules willing, he will meet with his
peer coach once a week and with Elena once a month.

AcTioN: “How Do 1 GET REsuLTs?”
HELPING CLIENTS IMPLEMENT
THEIR PLANS

All three stages of the helping model sit on the “acti?n" arrow, indi_cating that g::nt;
need to act in their own behalf right from the beginning 9fthe ht’.lpll‘llg pl:;-oc[:’c.iss tog s
1, 11, and 111 are about planning for change, not constructive chfmge itself. darflnm.g
r;ot’action Talking about problems and opportuniries, c:}s;czsisilngbglolills. a-nh lful‘l;‘l.lg
: : ishi is j h "blah, blah, blah" without goal-
ur strategies for accomplishing goals is just 50 muc lab,
:ccomplifhing action. There is nothing magic abc;t chanFe,hlt is ha‘:i \::;k[;ri:ﬁ:::
i ‘ tep of the proc
shall see in subsequent chapters, each stage and s 58 €
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i i flicting with even the flexible com
ment his plan. His travel schedule keeps con ' f m
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nication skills program in which he has enro ¢ he f am very
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ion into hi 1 schedule. Although the company is pay
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AP A AP i in using the skills he is learning in the
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i i i hought it would be. Sometimes
“lab of life.” His progress is much slower that he t _ : _ :
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ith hi h proves to be almost impossible. And, w il is doi
gether with his peer coac e almest Impot - And, while he Is dolog
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i is di i e reviews the ups an
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Ecl:swi(; of l?i: program and discusses his discouragement with how slowly some of his

disenchanted colleagues are warming up to him.
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The Skilted Helper Model

Stage |: Stage II; Stay :

: : ol

What's golng on? What solutions make How do EIl geat what
sense for me? | need or want? -

Possibililies Possible
sirategies

Blind spols Besl [l

Leverage

How do | make it happen?

FIGURE 2-2
The Helping Model Showing Interactive Stages and Steps

Following his discussion with Elena, Carlos decides to reser the program. First
he agrees to see her for a half hour every other week. This provides him with an in-I
centive to keep to the program, He wants to give her a good report. Second, he dis-
cusses his “bad attitude.” Even though she said thar the whole program would be a
lot of work, he didn't realize just how much work. He finds that he can’t do the pro-
gram well without changing some basic attitudes and habits. Ic's not just a skills
program. It curs much deeper. He has to recommit. himself to a more fundamental
attitudinal change. New attitudes laok fine on paper, but developing them is an-
other story. So Carlos moves on——two small steps forward and a half step backward.
He resets his schedule so he can get together with his peer coach. His sessions with
both Elena and his peer coach help, and he does make progress.

. Figure 2-2 presents the full model in all its stages and steps and their relation-
ship to the action arrow, It includes two-way arrows between both stages and steps
to suggest the kind of flexibility needed to make the process work.

“How ARE WE DoING?” ONGOING
EVALUATION OF THE HELPING PROCESS
Int the light of the "Does helping help?”’ discussion in Chapter 1, how do helpers us-

ing th}& problen_l-managemenl: and opportunity-development framewark evaluate
what is happening wich each clienc? By making each case a “mini-experiment” in
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itself. Psychological research has a long history of creating what are called N=1 de-
signs, both to evaluate practice and to conduer research {Blampied, 2000; Hilliard,
1993; Lundervold & Belwood, 2000; Persons, 1991; Valsiner, 1986). What's the
value of knowing that helping “wotks” in general if we do not know that it is work-
ing in this case?

In many helping models, evaluation is presented as the last step in the model.
However, if evaluation occurs only ar the end, it is too late. As Mash and Hunsley
(1993) noted, early detecrion of what is going wrong in the helping process can pre-
vent failure. They claimed that an early-detection framework should be theory
based, ongoing, practical, and sensitive to whatever new perspectives might emerge
from the helping process. The problem-management and opportunicy-development
model outlined in this chapeer fills the bill. It is a tool to check progress throughout
the helping process. As we shall see, it provides criteria for helper effectiveness, for
client participation, and for assessing outcomes. In later chapters, questions de-
signed to help with the evaluation process will be provided for each step.

Elena, knowing that helpers and clients need to collaborate in this ongoing
evaluation process, works with Carlos in using the helping model as the evaluation
framework, Carlos comes 1o appreciate Elena’s skill in using the model. Once Carlos
takes ongoing evaluation seriously, he begins to make progress. He gets feedback
from the self-cvaluation process that he begins to use more frequently, from the ob-
servations of his peer coach, and from his sessions with Elena. The ultimate feedback
comes from goal accomplishment. In what ways and to what degree is he becoming a
more competent communicator? How effectively is he repairing relationships with
clients and colleagues? To what degree is he shedding his self-centered approach o
relationships that conrributes to his “others are our to ger me"” attitude?

FLEXIBILITY IN USING THE MODEL

There are many reasons why you need to use the helping model flexibly. The main
one is this: Helping is for the client. Clients’ needs take precedence over any model.
Thac said, a number of poitits about flexibiliry need ro be made.

First, clients start and proceed differently. Any stage or step of the helping
process can be the entry point. For instance, Client A might start with somerhing
that he tried o do to solve a problem but that did not work: “I threarened to quit if
they didn't give me a leave of absence, but it backfired. They told me to leave.” The
starting point is a failed strategy. Client B might start with what she believes she
wants but does not have: "I need a boyfriend who will rake me as I am. Joe keeps
trying to redo me.” Stage 11 is her entry point. Client C might start with the roots
of his problem situation: *I don’t think I've ever gotten over being abused by my
uncle.” Stage I is his entry point. Client D might announce that she really has no
problems but is stitl vaguely dissatisfied with her life: “I don't know. Everyone tells
me I've got a great life, bur something’s missing.” The implication here is that she
has not been seizing the kind of opportunities that could make her happy. Opportu-
nity rather than problem is her starting point.

Second, clients engage in each stage and step of the model differently. Consider
clients’ staries, for example. Some clients spill out their stories all at once. Others
““leak" bits and picces of their stories throughout the helping process. Still others
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tell only those parts that put them in a good light. Most clients talk about problems
rather than opportunities. Because clients do not always present all their problems
ac once in neat packages, it Is impossible to work through Stage I completely before
moving on to Stages 1l and III and launching into action. It is not even advisable
to do so. Some clients don't understand their problems until they begin talking
about what they want but don’t have. Some clients need to engage in some kind of
remedial action before they can adequarely define the problem situation; that is,
action sometimes precedes understanding. If some supposedly problem-solving ac-
tion is not successful, then the counselor helps the client learn from it and return
to the tasks of clarifying the problem or opportunity and then setting some realistic
goals, Take the case of Woody.

Woody, a sophomon In colisge, came to the student counseling services with a varety of inter-
persanal and somalle complaints. Ha felt atirecled to 8 number of women on campus but did
very {litle lo become Involvad with them. Afler exploring this issue briefly, he sald to the counsslor,
“Well, ! Just have 1o go out and do I1.” Two months later be relumed and sald that his experiment
had been a disaster. He had gone out wilh a few women, but the chemistry never seemed,fight,
Then be did meat someona ha iked quita a bit. They wen! out & couple of times. but the third time
hé called, sha sald ihat she didn't wan! 1o see him anymore. Wnen ha asked why. she muttered
vagusly about his being too pracccuplad with himssif and ended the conversation. He fail 5o mis-
erable he relumed 1o the counsealing center. He and the counselar took anolher ook at his soctal
life. Thia {lme, however, he had some axpedences to probe, He wanled o explore this “chemistry
thing" and his reaction to belng described as "loo precccuplad wilh himsel!,”

Woody put into practice Weick's ([979) dictum that chaotic action is sometimes
preferable to orderly inactivity. Once he acred, he learned a few things about him-
self. Some of these learnings proved to be painful, but he now had a better chance
of examining his interpersonal style much more concretely.

Third, since the stages and steps of the model intermingle, helpers will often
find themselves moving back and forth in the model. Often two or more steps or
even two stages of the process merge into one another. For instance, clients can
name parts of a problem situation, set goals, and develop strategies to achieve them
in the same session. New and more substancial concems arise while goals are being
set, and the process moves back to an eaclier, exploratory stage. Helping is seldom a
linear event. One client, in discussing a troubled relationship with a friend, said
something like this:

Every ime L try to ba nlce to her, sha throws it back In my face, So who says being more con-
slderate Is the answer? Maybe my prablem is that I'm a wimp, not the self-canlered Jerk she
mekes me out l¢ ta, Maybe I'm baing a wimp wilh you and you're letling me do It. Maybe It's
lime for me to start fookiryg out for rmy own Interests—you know, my own agenda-—raiher han
{rying o make mysell fit into everyona alse’s plang, | need to leka a closer ook at the persen |
want to ba In my relalionships with olhers.

In these few sentences the client mentions a failed action strategy, questions a previ-
ously set goal, hints at a new problem, suggests a difficulty with the helping relation-
ship itself, offers, at least generically, a different approach to managing his problem,
and recasts the problem as an opportunity to develop a more solid interpersonal style.
Your challenge is to make sense of clients’ entry points and guide them through what-
ever stage or step will help them move toward problem-managing and apportunity-
developing action. :
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Flexibility, of course, is not mere randomness or chaos. Focus and direction in
helping ate also essential. Letting clients wander around in the morass of problem
situations under the guise of flexibility leads nowhere. The structure of the help-
ing model is the very foundation for flexibility; it is the underlying “system” that
keeps helping from being a set of random events. A helping model is like a map
that informs you, at any given moment, “where you are” with a client and what
kinds of interventions would be most useful. In the map metaphor, the stages and
steps of the model are arientation devices. At its best, it is a shared map that helps
clients participate more fully in the helping process. They, too, need to know
where they ate going.

BRIEF THERAPY AND A HOLOGRAM
APPROACH TO HELPING

How long does therapy take? That's like asking, How long is a piece of string? It de-
pends. [ have known people who were in therapy most of their lives. Others need
only one session to reset some area of their lives. Over the past decade, there has
been growing interest in "brief therapies” or what Nick and Janet Cummings (2000}
call “time-sensitive psychotherapies.”

There is a growing body of evidence that time-sensitive psychotherapies are
effective with a large number of patients, perhaps as many as 85% of all those
seen in the usual practice {Austad, 1996; Budman & Steenbarger, 1997;
Cummings, Pallak, & Cummings, 1996; Hoyt, 1995b), but it is not advo-
cated that all psychotherapy be brief psychotherapy. Even L. P. Miller
(1996b), an outspoken critic of short-term therapy, begrudgingly concedes
that there is a place for time-sensitive psychotherapies and that psychothera-
pists of the future must be trained in both short-term and long-term inter-
ventions to know when to use one or the ather. {p. 44}

They advocare “clinically determined” therapy rather than therapy determined by
the economic needs of either clinicians or managed-care enterprises. Effective and
efficient helping (Cummings, Budman, & Thomas, 1998) rather than the length of
helping should remain center stage.

Although the whole helping process can take days, weeks, months, or even years,
it can also take place, literally, within minutes. Consider the following scenario:

Lara, a soclal worker In a tough urban nelghborhood, gels & call from a focal minfsler who says
that a teanager who fears for his fife becauss of neighborhood gang activily needs lo sea some-
ona, She sees the boy, liatens 10 hls concams, leels his anxdaty. Whila 1ha minisier thought that
the boy was under some Immediate threat, Lara reallzes thal his anxlety stems fram a recent
shooling thal had nothing to do with him directly. She talks with him o get some Idea what his
dally comings and golngs are like. It | scon clsar that ha [s nat the kind of person who courls
{routle. She {then 1atks him through the kinds of prudent things ha needs to do ta avald Irouble
“In a nelghborhood like curs™ and In thelr dlafegua polns oul thal he Is already dolng maost of
those things. She genlly challenges his false percepllon that the recent shooting somehow In-
vaolved him directly. Al of this helps aliey his fears. But he discovers thera ara a couple of things
he needs to do diffsrently like having "good" iriends and not latling himsslf be & lone largel on
the streels. She afso points oul that he is more likely to ba hit by lightning than a stray bullet.
"The boy calms down as ha begins 1o realize that in many ways his lifa is in his own hands.
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Lara listens to the boy's immediate concerns and elicits from him a picture of what
his daily life in the community looks like (Stage 1). Realizing that he needs some
relief from his anxiety (Stage II), she “talks him down.” Through their dialogue,
the boy learns some things he can do to ensure his safety (Srage 111). Lara helps him
dispel a couple of blind spors—that is, that he is an immediate target of pang actiy-
ity and that he is in imminent danger of being hit by a stray bullet. So even if you
have only one meeting with a client, it would be a mistake to assume that only
Stage I things could happen. Preston, Varzos, and Lieberr (2000) have writren a
manual for clients who are in or are considering going into brief therapy.

Helping can bé “lean and mean” and still be fully human. A colleague of mine
experimented, quite successfully, with shortening the counseling “hour.” He arrived
ar the point where he would bepin a session by saying, “We have five' minutes to-
gether. Let's see what we can get done.” He was very respectful, and it was amazing
how much he and his clienes could get done in a short time. It is true that the help-
ing industry, driven by politics and the financial dynamics of managed care, is fo-
cusing more and mote on results-oriented, brief psychotherapy. But even if that
were not the case, helpers would still owe their clients value for money. Helping
thar achieves only partial results may, at times, be the best char we can do.

Helpers would do well to develop a “whole process” mentality about helping.
Any part of any stage or step can be invoked at any time in any session if ic proves
beneficial for the client. Think of the helping process as a hologram—that laser-
generated three-dimensional image that seems to float in space. In a hologram, the
whole is found in each of its parts. The helping model is more like a hologram than
a tool kit. [ works best when the whole is found in each of its parts. The hologram
is ac the center of effective brief therapy.

PROBLEM MANAGEMENT AND CULTURE:
A HUMAN UNIVERSAL

Given the diversity of clients, helping models should be vehicles of personal
growth, not cultural domination (see Chapter 3 for a discussion of client diversity).
The advantage of problem-management and opporwnity-development models of
helping is that they are easily recognized across the world. Problem solving seems
to be what McCrae and Costa (1997) call a *human universal.” Many years ago,
before presenting an earlier version of the helping process outlined in this book
some 300 college students and faculty members in Tanzania, | said, “All I can do is
presenc to you the helping process 1 teach and use. You have to decide whether it
makes sense in your own culture.” After the presentation, the audience made two
comments: First, the communication skills used in the helping process would have
to be modified somewhat to fit their culture. Second, the problem-management
helping process itself was very useful.

Since then, this scene has been repeated—in conferences and training events
I and others have presented-—over and over again on every continent. The model
presented here spells out, in a flexible, step-by-step fashion, the way human beings
think about constructive change. The reason this process crosses cultures so easily
is that its logic is embedded in human consciousness. People don't reatly need ro
learn the framework of the model because, in essence, they already know it, It is, to
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use Orlinsky and Howard’s (1987) term, a "generic” model of helping. Of course,
the process as outlined in these pages together with the skills and rechniques that
make it work still has to be adapted both to different cultural sérrings and o differ-
ent individuals wichin those setcings. This demands cultural sensitivity on the pare
of helpers. '

USING THE MODEL AS A “BR'OWSEB”:
THE SEARCH FOR BEST PRACTICE

The claim in this book is that problem management and opportunity development
comprise one of the principal processes—perhaps the principal process—underlying
all suceessful counseling and psychotherapy. What are novice helpers to do in the
face of the bewildering array of models and methods available to them? Even
though there is only a handful of “major brands” of psychotherapy (see Capauzzi &
Gross, 1999; Corey, 1996; Gilliand & James, 1997; Prochaska & Norcross, 1998;
Sharf, 1999; Wachtel & Messer, 1997}, choices must be made,

Eclecticism. Many experienced helpers, even when they choose one specific
school or approach to helping, often borrow methods and techniques from other ap-
proaches. Other helpers, without declaring allegiance to any particular school,
stitch together their own approaches to helping. This borrowing and stitching is
called eclecricism {Jensen, Bergin, & Greaves, 1990; Lazarus, Beutler, & Norcross,
1992; Prochaska & Norcross, 1998). In one study, some 40% of helpers said that
eclecticism was their primary approach .to helping (Milan, Montgomery, & Rogers,
1994}, Effective éclecticism, however, must be more than a random borrowing of
ideas and techniques from here and there, There must be some integrating frame-
work to give coherence to the entire process; that is, to be effective, eclecticism
must be systematic. : o B

Problem management as undeclying process. When any school, model, or eclec-
ric mixture is successful, it is because it helps clients (1) identify and explore prob-
lem situations and missed opportuniries, (2) determine what they need and want,
(3) discover ways of getting what they need and want, and (4) translate whar they
learn into problem-managing action. That is, the problem-management and
opportunity-development pracess outlined here underlies or is embedded in all
approaches to helping, since all approaches deal wich constructive client change.
Therefore, the helping model described in these pages, together with the basic
skills and techniques thar make it work, is a very useful starting point for novices,
no matrer what school or approach or eclectic system they may ultimately choose
or devise,

The “browser” approach. The helping model in t-his book can also be used asa
tool—a “browser,” to use an Intemet term—Tfor mining, organizing, and evaluating
concepts and rechniques that work for clients, no matter what their origin.

* Mining. First, helpers can use the problem-management model to mine any
given school or approach, “digging out” whatever is useful without having to accept
everything thar is offered. The stages and steps of the model serve as tools for iden- -
tifying methods and rechniques that will serve the needs of clients.
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® Organizing, Second, since the problem-management model is organized by
stages and steps, it can be used to organize the methods and techniques that have
been mined from the rich literature on helping. For instance, a fumber of contem.-
porary therapies have elaborated excellent techniques for helping clients fdentify
blind spots and develop new petspectives on the problem situations they face. As
we shall see, these techniques can be organized in Step I-B, the “rurning blind spots
into new perspectives” step of the problem-management model,

* Evaluating, Since the problem-management model is pragmatic and fo-
cuses on outcomes of helping, it can be used to evaluate the vast number of helping
techniques that are constantly being devised, The model enables helpers to ask in
what way a technique or method contributes ro the “bottom line,” that is, to out-
comes that serve the needs of clients. -

The problem-management and opportunity-development model can serve these
functions because it is an open-systems model, not a closed school. Although it
takes a stand on how counselors can help their clients, it is open to being corrobo-
rated, complemented, and challenged by any other approach, model, or school of
helping. The needs of clients, not the egos of model builders, must remain cencral
to the helping process. Our clients deserve “best practice,” whatever its source. -

UNDERSTANDING AND DEALING WITH THE
SHADOW SIDE OF HELPING MODELS

Besides the broad shadow-side themes mentioned in Chaprer 1, there are a number
of shadow-side pitfalls in the use of any helping maodel.

No model. Some helpers "wing it." They have no, consistent, integrated made]
that has a track record of benefitting clients. Professional training programs often
offer a wide variety of approaches to helping drawn from the “major brands” on
offer. If helpers-to-be leave such programs knowing a great deal about different
approaches but lacking an integrated approach for themselves, then they need to
develop one quickly. '

Fads. The helping professions are not immune o fads. A fad is an insight or a
technique that would have some merit were it to be integrated into some overrid-
Ing model or framework of helping. Instead it is marketed on its own as the central,
if not the only meaningful, intervention needed. A fad need not be something new;
it can be the “rediscovery” of a truth or a technique that has not found its proper
place in the helping tool kit. Helpers become enamored of these ideas and tech-
niques for a while and then abandon them. There will always be “hot topics” in
helping. Note them and integrate them into a comprehensive approach to your
clients, Many new approaches ro helping-make outrageous claims. Don't ignore
them, but take the claims with a grain of salt and test the ‘approach.

Rigid applications of helping models. Some helpers buy into a model eatly on and
then ignore subsequent challenges or alterations to the model. They stop being
learners. The "purity” of the model becomes more important than the needs of

clients. Other helpers, especially beginners, apply a useful helping model too
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i inali del even though that is not
igidly. They drag clients in a linear way through the mo :
::-%lat“::lientz nee%l. All of this adds up to excessive control. Effective models effec-

tively used are liberating racher than controlling

ity. Another pitfall that some helpers fall into is becoming a virtuoso, spe-

z?ati::i?l:% certain tecr:)hniques and skills—exploring the past, assessn‘ient. go;l :?st{c
ting, probing, challenging, and the like. Helpers who specufhze not only l:’un T 1-:: fisk
of ignoring client needs bur also often are not very effe.ctwe even in t [Flrfs ; )
specialties. For example, the counselor whose splzlac:alty is challenging cI:J 1clrJ1 is of
ten an ineffective challenger. The reason is obvious: Challenge must be based o
understanding. Challenge is just part of the picj:ut:e. part of the ho]chgram. T be.

The antidote to these shadow-side EC[‘IdEnClES‘lS simple: Helpers need tc;: be
come radically client centered. Client-centered helping means that Lht". needs c; an;
client, not the models and methods of the hv.elpe_r| constitute the s;:a!tllng pcI;lOnUt nd
puide for helping. Therefore, flexibility is essential. [ the end, hE'pllng IS; out so-
lutions, results, outcomes, and impact rather than process. The values that dri
client-centered helping are reviewed in Chapter 3.




