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FOREWORD

This is a repor: of the way in'which survey feedback was used td
conduct a conference of the College Di;covery and Development staff. Survey
feedback consists essentially of obtaining from members of an organization
their opinions about the organizatioﬁ and giving summaries of these opinions
to various groups within that organization for discussion and action. Pre-
vioué applications of survey feedback have been made in industrial and edu-
cational organizations, and in these cases the procedure was used over many
months . As far as we know, the method has never befo:e been used to struc-

ture a single conference.

We felt that the use of'survey feedback would result in accomplish-
ment of certain of our conference goals to a greater extent than would a
usual conference of speakers and workshops. Our conference was intended to
bring about a review and examination of program objectives and performance,

an examination of the working relationships by all the particivants and the

'propoéing of solutions to orgenizational problems. We believed that. such a

conference should give a better basis for administrative decision making than

would a more traditional kind of conference.

The College Discovery and Develumment Program began operation
September, 1965 in five high schools of New York City and has the general our-
pose of increasing the numbur of students from disadvantaged backgrounds who
will be able to enter City University and successfully complete programs of
post-secondary education. This conference of the Coliege Discovery and Devel-

oprant staff was held November 18-20, 1966.

The report is a detailed exposition of the development of the Com-
pressed Survey Feedback Technigue and its use at the College Discovery and
Development Conference. . It should provide assistance for those who may wish
to apply the technique in organizing a conference. It is also written for
those who have interest in the progress of the CDD: program. In chapter 1,
survey feedback is-examined as a technigue of organizational change and a pre-

viouz application of survey feedback to a school district is reviewed.



Chapter 2 describes the CDD organization and its problems. The reasons why
survey feedback was chosen to structure the CDD conference are explained.
Our development of the compressed survey feedback method for the conference
is set forth in chapter 3. The final vlan for the conference is described
in chapter 4. We have provided in appendices coples of gquestionnaires and
other materials produced in the development and execution of the conferénce.
In chapter 5 we evaluate how well the mechanics of the conference were
carried out and suggest some improvements. The effects of the conference on
the participants are the subject of chapter 6. The comments of the vartici-
pants following the conference are summarized and the after effects of the

conference are discussed.
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CHAPTER I

THECRETICAL PACKGROUND OF THE SURVEY FEEDBACK TECHNIQUE

In this chavnter a theoretical background for survey feedback as
a technique for stimulating organizational change will be sketched.
Pirst, organizational'change is discussed in general, and it is mnointed
out that survey feedback is one of several possible means for endéavorihg
to bring about change from within the organization. Next, it is sug-
gested how survey feedback might be expected to bring about organizational
modification, and an actual utilization of survey feedback for an entire
scheol district is described. Implications of structuring a conference by
means of sufvey feedback are then considered: previous applications of
survey feedback to organization have required several months, and this use

required condensation of the process to a few days.

Organizational Change

‘One of the most pervasive characteristics of our complex society

is that it censists of sccial entities called organizations. Organizations

are constructed to merform a particuler function or to accomnlish a sveci-

fic task. When we consider such typical social corganizations as the school,
the army. the corporation. the family and the church, we realize that mosﬂ
of our social life consists of organizational sctivity. Although orgsniza-
tious ﬁay exist for many different vurposes, they have in common the quality
of relative permenence. In fact, the stability of a éociety depends to a
large extent upon the durability of its organizations.

~ However, although an organization may continue its existence as an
entity for a long period of time, it does undergo change. An obvious ex-
amﬁlé is the turnover among its personnel. But of greater relevance to this
discussion are the Xinds of changes that occur in an organization in respdnse
to changing conditions in its environment. There are many ways in which an
organizatior may change. It may modify its objectives; it may change the
way it performs its activities in pursuit of these objectives. Changes may

occur in the way organizational personnel are organized to do work, or in

‘the rules and procedures which goverﬁ the way they work together, or in the

tools and materials that they work with.
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For example: the school system in a modern city currently féces
the challenge presented by a changing school po~ulation which has a dif-
ferent cultural background and different educational requirements. Pro-
grams of decentralization, new teaching materials and procedures, and
ideas for extending the boundary of the school system to include diverse’
community agencies, all constitute potential changes of the school organi-
zation to meet these challenges} Indeed, it has been proposed tha%t the
basic goals or objectives .of the school system be changed so that, instead
of existing merely to instruct the young, the urban schools assume the

function of educating the entire community.

Since organizations have such a great degree of built-in stabil-
ity, it has been speculated that the major impetus for change comes from
the organizational environmenti rather than from inside aﬁ organization
(Griffiths, 1962). Why should this be so? Experience has shown that per-
manent organizations find it.difficult to change themselves. The major
portion of their energy is used in carrying out routine goal-directed op-
erations and maintaining existing relationships within the organization.
There i35 little energy remaining to devote to matters of diagnosis, plan-
“ning, innovation, and deliberate change. Other anti-change forces exist
within permanent organizations. /Restriction of communication occurs and
results in the maintenance of existing status relationships; different
parts of the organization have incomplete, or distorted, ideas of what is
‘occurring in other parts; there is a tendency to blame other persons or
groups who are seen to be "causing difficulties"; the need to maintain sta-
tus results in the lack of inclination to evaluate current procedures and

to look for better ways orf doing things.

It is of considerable importance, not only to students of organi-
zational behavior, but to all who must work in and perhaps administer the
operations of organizations, to learn about and understand the mechanisms
by which adaptive innovations can be successfully and efficiently incor-
porated in an ongoing organization. Miles (1964) has offered a systematic
analysis of the problem of organizational change mechanisms and his formula-

tion will be followed here.
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Miles suggésts that one very imvortant change-producing mecha-
nism is a group that is appointed or sci up specifically to study recog-"
nized organizational problems and to suggest an innovation which can cor-
rect the situvation. These groups are called temporary s&stems. A
temporary system can have as its foéus_of attentioh either a varticular
person, a group of people in the organization or the organization as a
whole. A temporary system can be composed of individuals from within the
organization, for ekample, an ad hoc group; or .from an external organiza-
tion, fgr éxample, s systems analysis'consulting firm, or some combination
of these. A temporary system may focus its attention upon vroducing
change in an individual rather than in a group or organization. Table A
shows various kinds of familiar temporary svstems. In the table they are

classified by function and by focus of attention.

As has been indicated previously, temporary systems have as their
function the production of some sort of change. There are three kinds of
changes that we can recognize: treatment: reeducative; and educative.

Tredtment systems have as their function the correction of some sort of

’deviancy or the restoration of a state of health to a person, group or or-

ganization. Reeducative systems begin with an unlearning or corrective
phase in the change effort, fqllowed by a relearning vhase in which new
materiél replaces that which as been discarded. An eduéative system is de-
signed to add new knowledge, skills, practices, or attitudes fo~a person or

group with little attention to prior unlearning of established material.



Table A

Temporary Systems Classified by Funet;on :
(Adapted from Miles, 1964)

Function I FOCUS OF ATTENTION
of Person : : Groun or Organization
System -
Treatment ' Psychodrama ' _ Consultative - organization
' ' relationship
. Psychotherapy
Social Casework
Re-educative Sociodfama ' Simulation exercise
Human Relations/ _ Survey feedback method

_ tralnlng‘laberato?y Team training
Teacher training inst. Lo

Brainwashing
‘Educative School or college class Ad hoc committee

_Bducational experiment

Whether the idea for an innovation or the change mechanism-comes
from inside the organization or the outside, in order for an adaptive change
to increase the efficiency of the organization, it must be accepted and oput
into effect by the people who are affected moet; the personnel of the organi-

“zation. Miles, himself, has developed and is experimenting with a.ehange-

producing mechanism called the survey Teedback technicue which is directed

- toward helping organizational personnel to develop self-evaluation techniques
and adaptive inno#ations.. The assumption underlying this technique is that
if people in the organization are able to evaluate the organization probleﬁs
and suggest solutions, these are more likely to be accepted by okther organi-
'zation personnel. Thus the likelihood of their being adopted and implemented

in an efficient and productive manner is increased.

‘

r—
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Survey Feedback as a Method for Stimulating Organizational Change

The major elements of the survey feedback technique are the
following: the members of an organization are questicued concerning
that organization and their role in it; these answe»s are summarized and
fed back for a series of group discussions. Various stevs may be taken
to facilitate discussion such as creating and enforcipg a particular set
of discussion rules. Typically the social scientists who administer the
survey feedback attempt to facilitate the discussion but avoid making
evaluations or interpretatioﬁs of the dats. Representatives of the or-
ganization take major responsibility in planning and carrging out the

survey feedbvack.

Before suggesting why change might occur as a result of the
survey feedback technique when appliéd tc a large organization, it is
necessary to state some characteristics of large organizations. In a

large organization there are different tasks calling for different train-

ing and skill. The versons performing these tasks are usually.at various

status levels. This situation tends to generate differences in the
opinions which various groups within the organization have concerning
that organization. Furthermore, it is assumed that communication within
organizations are necessarily imperfect. The imperfect communication
results from the size and complexity of the organization as well as from
the need for individuals to protect their organizational position in
various ways. Informal associations are foﬁnd within large organizations,

and these informal groups may oppose norms of the large organization.
: t . )

Survey Feedback nmight stimulate or support organizational change
by three different mechanisms. First, it may reveal a consensus on cer-
tain issueé among those in the organization. The fact that most members
agre2 (or that key members agree)ir certain opinions can point to innova-
tions which would be most likely to receive suvport. Secondly, the
method ;hould reveal discrepancies in important organizational vbeliefs and
opinioﬁs held by various groups of individuals within the organization.
Discussion of these revealed discrepancies should suggest conditions re-

quiring change and provide some leads as to how to carry out the change.



.and identification on the part of those who consider themselves unimportant

B
Finally, the Survey Feedback could promote a greater sense of participation

and peripheral in the organization. Such persons come to feel that manage-
ment is concerned about them. Such enhanced identification can support
change efforts. Growth of such identification may decrease dissonances be-

tween the formal organization and its inherent informal subsystems.

Even in theory there are considerable obstacles to oroducing or-
ganlzatlonal change by means of survej feedback. The same conditions

which produce differences in o:ganlzatlonal values can render difficult the:
grasping of iﬁplications of the discrepancies between various groups ﬁithin
the organization. Even if the implications are fully understood one would
anticipate defensiveness from various members of the organization toward
what they may see as a critical examination and an undermining of their
organizational status and security. On the one hand, the technique may be
seen as taking some of the power away from the top administrators of the
organization, cn the other, it may be seen as a threat to those informal %
subsystems to which each membef feels committed. In addition, the system )
may lack the resources to oroduce the particular desired changes or ﬁhere
may be other constraints from outside the organization, for example, variogs

forms of rules and regulations.

An Investigation of Survey Feedback and Organizational Change in a School District

Survey Feedback was used in an entire school district by Matthew
Miles and others of Teachers College, Columbias (1945). Tﬁeir aporoach was
based in large part on the methods and concepts of "Sensitivity Training” or
"P Groups"™ of the National Training Laﬁoratories. They assessed the extent
to which organizational health had been improved by before and -after ratings;
organizational health was defined by a number of dimensions. especially,

power equalization and communication adequacy.

After a few months of plannlng w1th the dlstrlct schoo] stafp a two-
hour guestionnaire was given to a random sample of teachers and to all ad-
ministrators in the school district. "The questionnaires were designed to ob-
taih measuremehts in the following area: nérception of existing norms in the
system; perception of goals and goal achievement: perception of the informal
psychdlogical reward system; perception'of actual and preferred amounts of in-
fluence in decision-making; perception of the inter-personal climate of the

organization; and perception of superior-behavior."(Miles and others, 1956,

Page 25.)
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The first data feedback occurred with a grohp of the eleven.too
administrators in the school distriect six months.after_the questionnaire ‘
had been administered. Two trainers as well as four psychologists from the -
county office attended the meetings which occupied four full days. The
administrators were given a list of the data displays available. "The mimeo-
graphed data displays----were to be simple, showing the frequencies of re-
sponses to the selected items, for the system as a whole and for different
role groups within it, and occasionally for different buildings in the sys-
tem." (Page 17.) Two examples of data disvlays furnished by Miles and
others wére: 'a gravh of participation in decisicn-making as seen by teachers
according to what the teachers thought should be the varticipation and what
was the actual participation of a number of grouns of people, ranging from
the schocol board and superintendent to the local teachers' organization and
individual teachers; a fable showing the importance of various goals to
orincipals as ranked by the princivals and by others. The m#in purvcse of
these administrative sessions was to plan the conduct of the meetings a few
months later when the data would be fed back to the teachers. A second
purpose was to encourage the administrators to examine their owa groun
process; participants rated their own behavior and that of the group, and
summarized ratings were returned and discussed at the next session. The
administrators formed committees'andvprepared specific proposals for the

management of the data feedback to teachers.

i | Five monthly meetings weére held with the teachers in éach school
building. In advance of the first meeting all the teachers received a set

i . of the data displays which had been gelected by the administrative group.

Each teacher meeting was generally preceded and fbllovsd'by a vlanning and

evaluating administrative meeting with the aid of the county office psycho-

B

logist. "The first three of these meetings focused vpretty closely on the

data displays. By the end of the third meeting, rating data {modeled on

ESNCRPRR
. b

that used in the four-day administrative feedback sessiong) indicated that

teachers were beginning to feel the meetings less valuable. At this point.

DS

the administrative group decided to. switch attention from the prepared data

displays to system problems which were thought important.

e
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At the fourth and fifth building-level meetings,'teachers made nominations
. for problems of imﬁortance.‘ The administrators organized these vroblems
into coherent areas (e¢.g., ‘policy on classroom groupings) ‘and assigned
-teachers to nroblem-solv1ng committees on the basis of their indicated in-
terest.” (Page 20.) The administrators met many times to consider various
solutions to the problems and to draft revlies to the committees. "Form-
ulating the replies served to clarify the thinking of the administrators

on the issues raised; it was also hoped that the solutions they agreed to
(and proposed) would incorporate the teachers' concerns, and help to resolve
them.f (Page 21.) '

The results of the survey feedback methéd applied to the school
district were examined in several ways. Concerning the group process at
the meetings it is reported, "thé observer records also show that from dis-
cussion of these data there evolﬁed vigorous interaction, responsibility
taking by the group, problem-solving.efforts, and action plans--all accom-
panied by increased process analysis among the Dartlclpants. Rating scales
collected during this session suggested that success experiences had occurred "
(Page 22.) There was, however,’ little evidence that the meetings resulted in
action in the school system. "Action decisions flowing from the feedback
were absent, and new change-§upporting structures were few." (Page 23.)
Comparison of the before and after ratings gave no.evidence that organiza-
tional health had been impréved. "In spite of the -fact that many of the con-
ditions we theorize were necessary for organizational change were met, quan-
titative system-wide data did not indicate durable change on the variables
examined here (power, communiéation,‘and the normative structure related to-
these)". (Page 26.) Administrators, however, did have a favorable evaluation
of their meetings. "In response to the question: 'In general, how have you
felt about the administrative meetings which have taken place since August?'
Six principals spontaneously, mentioned better gémmunication; two mentioned
more openness. The superintendent felt that a lot of valqable process work

had been done, and the assistant superintendént said he felt that the prin-

cipals were talking a lot more. In speaking of their own roles in the meetings,

five of the eight principals reported themselves as being more active, really

saying what they thought, and not holding back." (Page 30.)

Yoo
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The authors of the investigation comment in conclusion, "without
tryving to sneculate on the relative sensitivity of interviews and cuantita-
tive questionnaires, the most sanguine conclusion would be that the survey
feedback program did begin a nrocess of organizationsl change at tile ton
of the school system. which then showed some regression following the ini-
tial active involvement of lower-echelon veonle, with the net effect that
no durable changes were found."” (Page 32.) "The most vessimistic conclu-
sion would be that the survey feedback program represénted a momentary per-'
turbation in the'functioning of a stable system, and that no fundamental
shifts In information flow, power handling, or normative structure had

occurred." (Page 33.)

Avpplication of Survey Feedback to a Conference

We Felt that survey feedback was a promising technique to avoly to
a conference despite the limited success achieved by Miles and others (1365)
in stimulaﬁing innovation within a school district by sufvey feedback. Our
objectives were considerébly more modest than those of Miles and othgfs;

they were attemPting to change "organizational health". We believed that

'the use of survey feedback would result in accomolishment of certain confer-

ence goals to a greater extent than would a usual conference of speskers and
workshops. These goals included: the review and examination of program ob-
jectives; study of performance and working relationshivns by Ell the partici-
pants; and, the vrovosing of solutions to organizational vroblems. We
believed that such a conference should give a better basis for administrative

decision making than would the traditional conference.

Our avplication of survey feedback was the first time to our know-
ledge that this technique has been anplied to a weekend conference. What are

the implications of using survey feedback under these conditions?

The short time veriod limits certain activities carried out under

previous applications of survey feedback such as Miles and others. There is

little or no opportunity for working with the data initially with the too
administrators before data is fed back to the entire organization. Little
time is available for: statistical analysis; evaluation and replanning on

the basis of discussions sessions: and training of discussion leaders.

T B g > CLCEOM Vi a £ e g N R e Ty ek M




O

ERIC

Aruitoxt provided by Eic:

=10~

Certain characteristics of the conference situation may act to
make the discussion session more productive fhan a series of mnonthly
meetings in the work setting. The fact that the survey feedback is an
all day concern for several days may generate more invél'vemuant and more
carry over from session to session. The presence bf colleagues from
outside the immediate organization may act to stimulate ideas. Removal
from.thé usual locale and the normal nressures of work may act vo facili-

tate problem solving.

We need to take into account the fact that most partiéipants
have attended various confefences in the past and probably have built up
expectations of what a conference should be. Some may aovproach a con-
ference as furnishing opportunities for recreation and socializing while
others may come to a conference.primarily to get expert help with their
specific work problems. On the other hand, the exmerience with tradi-
tional conference pfocedures‘of sveakers and workshops may have left some
individuals dissatisfied with these procedﬁres; these traditional confer-
ence methods tend primarily to encouragze communication from "above", i.e.
from high status to low status members of the organization and from high.
status individuals.outside the organization. Survey feedback acts to

facilitate communication from low status individuals.
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CHAPTER II
DESCRIPTION OF THE COLLEGE DISCOVERY AND DEVELOPMENT PROGRAM (cop)

The compressed survey feedback technique was’developed for use
at the weekend conference of Prong IT of the College Discovery and De=~
velopment Program as an.attempt to assist ir the resolution of some of its -
operational and organization difficulties. 1In this chapter, the history
'and.fuhctioning o this part of the CID program will be described briefly.
We will outline the major organizational problems of this CDD program
and explain why survéy feedback seemed: more promising for attack on these

problems than a tradilional conference method of speakers and workshovs.

Sources .
This Prong II of the College Discovery and Develogment Progrom
. is one of two projects established by the City University with the basic
purpose of increasing the number of'students {rom disadventaged backgrounds
‘able to enter the City University and to successfully complete a program
leading to a bachelor's degree. A Steering Committee to plan the project
began work in February, 1964. ' '

Two "prongs" were planned. Prong I was to be a special

freshman year program, starting with an intensive sum~

mer session, located within the transfer program of the

University's community colleges...Prong II was to be a

special three-year senior high school vrogram for dis-

advantaged students with mediocre records through the

'ninth grade.! (Harris and Brody, 1966, P.1)

Throughout the following chapters we will use the term College

Discovery and Development Program to mean ohly this Prong II program.

Purposes
- . Five elements of purpose were defined for this Prong II vrogram by
its planners: . '
a) to identify disadvantaged youth who, at the end of the
ninth grade, had heretofore been "undiscovered" in their
potential for college.
b) to improve their motivation for Schoollwérk.

¢) to improve their levels of school achievement.
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d) to develop their expectations fer_college entrance. ' I
e) to improve their chances for college success.

Several fundemental problens underlie these objectives.’
The first is to seek and test means of identifying such
young people. A second is to intervene in the high
school experiences of such adolescents so as to increase -
their academic success and aspirstions. A third is to '
select and use appropriate ways of evaluating the results. o
(Harris and Brody, 1966, P.4)

Organlzatlon and Implementation

The organization whlch has evolved is very comnlex* for a variety
of - legal and traditional reasons,- the College Discovery and Development Pro;
gram is staffed and operaped'jointly by two public education institutions.
These. are the Board of Education of the City of New York and the City Uni- ; E
versity of New York. EFach of the two agencies maintains final control of ' 5
all responsibilities it ﬁould normally ﬁold for College Discovery and De~
velopment students as if they had not been enrolled in this program. Poli-
cies for conducting the program are the substance of formal agreements be-

'tween the Chancellor, City University of New York, and the Suverintendent of. i
Schools, These agreements, and the general structure of procedures to imple-
-ment them, are developed by & Steering Commlttee composed of revresentatives
of the two 1nst1tut10ns.

Steering Committee o ' _ ' {

The Steering Committee includes:

For the Board of Education:  For the City University:

The Executive Deputy Superiﬁ- : The Vice-Chesicellor ' : {
tendent A Special Assistant to the Chancellor |
The Assistant Supe.intendent for The Director, Office of‘ResearcH and }
Federal and State Funded Programs Evaluation, Division of Teacher Educa- :
The Assistant Superintendent for tion.}

the Office of High Schools The Director, College Discovery and -!
The Coliege Discovery and Develop- Development Progrem ' .
ment Project Coordinator for: - Staff Seecialists of City University ’i
the Schools of New York as needed and invited from
The Principal or his representa- ' time to‘time

tive for each of the Schools
Staff Specialists in Guidance,
Curriculum, etc. ag neededl and in-

vited from time to time

|y s
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Onerational Organization

The operational organization of the College Discovery and
Develooment Program includes two semi-autonomous components, one made

up of City University personnel, the other of Board of Educatitn staff.

The City University staff, under the administration and
supervision of the Director, College Discovery and Development Program,
includes a central administrative and research staff of four professo-
rial members, five research or teaching assistants and two .secretaries
It also includes a panel of. fifteen college professors, each assizned
part-time as a curriculum consultant in his own academic discipline to
the te.chers and supervisors of the program; The City University elso
provides a large number.of college students, employed under the College
Work Study Program, as tutor-mentors to the students in the High School

Development Centers.

' The Board of: Education staff includes a Project Coordinator
for the Schools who is'provided a secretary and who acts as the Superin-
tendent's liaison with the principals and faculties of the five host high
schools. In each of these five schools, a College Discovery and Develop-
ment Center has been established. Each center is administered by a School
Coordinator whose staff includes two guidance counselors and a secretary.
Each center is provided by the Board of Education with approximately
twelve teachers beyond the usual high school student-teacher ratio. In
addition, the services and resources of the Board of Education are avail-
able to this program, as to other high school activities. Thus, the Co-
ordinator of College Counseling and the Assistant Director of the Bureau
of Educational and Vocational Guidance meet regularly with the College
Discovery and Development Center guidance counselors in an outgoing gui-

dance staff and activity development program.

Innovational Aspects

The activities conducted by this complex orgenization include
many innovations. In some cases, the organizatioﬁ was developed to con-
duct specific innovational activities. However, some of these activities
are significantly modified by factors which have their sources in the
structures of the institutions. One of the important innovational asvects
of this program is an attempt to develop a "new learning environment" for
its disadvantaged students. (Tanner and Lachica, 1966, P.8) A variety

of measures have been built into the program to this end.
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The full commitment to the College Discovery and
Development Program on the part of The City Uni-
versity is exemplified by the fact that admission ' -
to one of its units (a community college or a
senior college) is guaranteed any student who con-
pletes the program and is recommended by the High
School Development Center.” (P.3)

The guarantee of college admissior to its students described above is one .

of these measures.

A second measure *ntendem to develov a "new learning environment'
is the establlshment of the five High School Development Centers. Each is - . {
intended to become a schoolvw1th1n a school.” Among the innovations in- N
tended to accomplish this are smaller classes, block time instruction
(double periods in certain subjects such as English and Algebra), the as-
signment of college students as tutor-mentors to work with pupils during
the regular school day, individuslly and in small groups: ‘Classes have ‘ )
been held to a maximum.of twenty-five students, with most classes below
eighteen; to accomplieh this, ﬁhe Board of BEducation has assigned twelve {
teachers per Center in addition to the normal high school student-teacher '
ratio for each Center's student population. - This provision of extra teachers }

also made possible organization of the double period classes mentioned above. -

One other aspect of the "school within a school” involves the award {
of a $5.00 per week scholarshjp-stineﬁd to each student in the program. This !
money , needed to pay extra costs of student travel, sunnlementarv books ,
educatlonal and cultural enrichment trips. is also seen by the student as a

demonstration of the program's belief in him and of its accentance of him. \

_ A third measure which is related to the above is the effort to modi-
fy materials and methods of instruction so as to improve learning by the dis-
advantaged .students of the program. Tifteen college professors, all specia-
lists in their own disciplines. are assigned to the high schools on a regular
part-time basis. Their responsibilities include: regularly scheduled con- \(
sultation service to the high school teachers and supervisors; identification,
collection, provision, and stimulation of use of materials and methods unigue- .{
ly adapted to use by College Discovery and Development students: assistance in
orlentlng, training and evaluat;lg tutor-mentors, and research projects in t{

,

their fields of svecizlization.
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‘A .Yourth neasure is the provision of ‘strongly augmented zuidance
service to the students in this vrogram. Trained and licensed nrofessionel
guidance counselors are vrovided bv the Board of Education on the basis of
one, counselor per hundred students. The counselors meet With their students
individually and in small groups, confer with marents and with the teachers
and tutors of the students whom they counsel. These counselors, through
monthlv staff -development 1nst1tutes,\have developed svecialized insights
and working vatterns focussed on the DrobIems of their disadvantaged students
In addition. they work with the school facultv to develop more effective ways

for the school to work with pupils to reaﬂh normal goals of achievement.

Problems of the College Discovery and Development Progrem,

'AThe joint operation of this program by two compiex institutions
posed serious problems. These were of three kinds: first, there was conflict
within each of the host schools themselves. Underlying the notion'of:a host
school was the idea that, in each host.center, a "school within a schcol” )
would be created within which the objectives® of the program could be imple-
mented. However, the existence of the CDD progran created conflicting pres-~
.sures.in the host schools due to the fact that CDD was an experimental ovrogram
"and was superimposed upon an on-going, established organization with well-
organized hierarchical relationshirs and traditional modes.of operation. On
the one hand, there was the desire to create a learning environment which ‘
would be suitable to the requirements of the disedvantaged students; on the
other hand, there was the desire to allow the vrogram to disrupt on-going
school operations as little as ﬂossible. But. sinece each school was uvpnicue.

the manifestations of such intra-school problems and attempted solutions varied.

Second, the unique characteristidsvof each host school differed.
.Some of them were in old buildings, were extremely crowded. and were not able
to provide necessary physical facilities which were available in other schools.
The different neighborhoods in which the schools were located, the different
socio-economic backgrounds of the school populations, the different ways of avn-
proaching the sane academic objectives by the several schools, all contributed

to the production of different CDD programs.
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AZQuestion'which had fo bé:reéolﬁed by thé_program administrators
was whether there should be a'ﬁonolithic CDD program with common criteria’
for selecting, reﬁéining, tésting, and grading studénﬁs? or whether the 
progfam should bec allowed toidevelov at each of the. schbolsfsepafétely in.
accordance with the climate there. If the latter course were to be |
adopted, 1t would be necessary to 1mprove communlcatlon among the centers
S0 Lhab admlnlstratlve and teaching personnel could exchange information

about materials and techniques.

Third, the involvement of the personnel of two massive educational
1nst1tutlons in this shared program created a variety of problems.. Each
institution as a whole has its own 1ega1, structural and traditional ways of
viewing and working toward achieving purposes, solving prdblems and evaluat-
ing progreés. Administrative respdnsibilities, supervisory relationships,
and the loci of initiatife are different in the two struétures. Cooperative
efforts, therqfdre, involved the development of new roles for workers in
both -institutions. These new roles must continue to satisfy fbrmer require-
ments whenever these had 1egal or fiscal bases. .When there were variant

fole eipectations between the staff of the two agencies, there was the need

"to clarify and resolve them. At the same time, however, the new roles must

produce effective functioning with regard to the goals of the College Dis~
covery - -and Devblopment Program, and there was not concurrence regarding

these goals, thelL meanings, or appropriate means of" achieving the obaectlves.
These disparate perueptlons existed at all three levels, w1thlq individual

schools, between schools, and between the college and school personnel.

- The relationships'df'the guidance counselors in this orogram demon-

strate this complexity. These counselors aré Board of Education employees;

. they are responsible td the high school principal who rates their professional

services. In each high school, however, they also have coordinate responsi-

" bility to the College Discovery and Development .School Coordinator. In addi-

tion, the Bureau of Educational and Vocational Guidance  of the Board of Educa-

tion includes a guidance supervisor in each school district whose functions

~include supervision of guidance counselors. Further, at the Board of Educa-

tion's central offices; a Project Coordinator for the Schools is responsible

1

for "... administration and supervision of the guidance program in College

Discovery and Development ...," as specified in her letter of apvointment from

the Supefintendent of Schools,

ey
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Finally, the City University provides pfofessors who are guidance svpecial-
ists; they visit the schools regularly to assist the counselors to'develop
effective means of meeting the unique needs of College Discovery and
Development students. The difficulties involved in developing functional
and mutually asccepted roles for College Discovery and bevelopment personnel

a¥e clearly indicated by this example of relational. complexity.

Another source of problems grew out of a change in the Program’'s

Directorship. The first Director had been involved in the entire planning

"process and had served through the first year of implementation. The new

Director came to the Program with only few prior relationships with its
personnel and none with the Program. Two sources of problems were'evident.
First, there were differences between the perceptions, working patterns and
knowledge of the two directors: this required new interactional. "shake-
downs" to determine how things would go on this year. Second, voreviously
established understandings and procedures which had been resolved now needed
re-resolutiong there-ﬁere some attempts to move into new positions which the
former Director had blocked. There were, also program changes necessary in
response to changes in the extant situation in the Fall of 1966, as perceived

by the new Director and by University and school staff.

Another problem had its roots in thé limits of time for reorganiza-
tion of the Program. Schoél personnel whose daily activities have the effect
of functionally determining vpolicy were not even theoretﬁcaliy available to
the staff or to the new Director, nor they to the school staffs, until the
day their new academic year began. This first day of the academic year was
also the first day of operation of the second year of the Program with students.
Once begun, both legally and culturally enforced patterns prevented grouv
meetings and the press of routinely necessary academic year initiation activi-

ties reinforced these strictures.

A further set of problems manifested itself in staff discontent

‘which had broadly variant sources. The delineations of vermissable use of funds

and staff in the legislation, under which the Program was funded, were not clear

to school perscanel.
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‘ For example, many teachers werevuﬁhappylwith the abundance of mbney for tu- V ,i

" tor salaries as contrasted with the limitations on expenditures for teacher
workshops or for teacher purchases of materials. While it was legally im- !
possible to transfer such funds from one purpose to another unde1 the fund-

ing arrangements, the teachers did not know this. B

‘The 1nnovatlonal_purposes of the program,'its over-speedy intro-
duction, and its intricate and unconventional staff relationships combined (
to produce misunderstandings, variant patterns of action and defenslve com-

petition. It was necessary to create productive ways to resolve these
difficulties.

Let us summarize the organizational problems of the CDD program

o m——

that arose during the Tirst year of operation.

1. Rapid introduction of the program resulted in inadequate in-
doctrination of the program versonnel regarding the program
objectives, and the role and responsibilities of each person.

- New problems arose during the first year and further problems
" seemed imminent because of changes in student and staff ver-
sonnel. ' : ' ' ’ R

2. Differences in climate, facilities, and academic objectives

. among the host schools and differences. in the economic and

ethnic student povulation among these schoois vroduced a

~different CDD.program at each sehool.

Yoy

- 3. Lack of clear and agreed criteria for selecting and drovp- -
ping students from the CDD vrogram!
U, Uncertainty regarding the role and function of staff, es-
sﬁecially with regard to the college consultants.
5. Uncertainty regarding methods and measures to be used for
determlnlna rate of progress of CDD students.
o. Uncertalnty recardlng how to introduce and evaluate emperl-
: mental 1nnovat}pns in teaching methods and curriculum
meterials. V ‘
7. Uncertainty regarding how to administer the CDD program in
the host schools.
8. Unceftainty regarding criteria and methods for selecting._
CDD teachers.
9. Uncertainty regarding the selection, effective use, and

supervision of the activities of tutors.

SN PN Sm e ey ey ey
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As college and school Dersonnel of CDD rmoved into'thelsecond
year of implementation and began to identify their vroblems more clearly,
it became obvious that they needed an opnortunity to'get together and
discuss their experiences and to work out more efficient:methods for vpro-

ceeding. -

Early Preparations for the Lake Minnewaska Conference

A considerable amount of work was done with staff of the CDD Pro-

. gram in prepvaration for the conference. In Sevtember the Director and his

. staff made a number of visits to the high school development centers.

Although their original purvose had focussed on aomlnlstrat1ve concerns, it
became clear in the course of these dlscu551ons that the oroblems summarized’

above poirited toward a large scale total staff conference.'

Initial steps.in planning for a magor staff conference were there-
fore taken. An ad-hoc committee of CDD staff explored locations, facilities,
transportation and costs.. This committee visited key versonnel to solicit
their suggestions for format and content. Diecossion of the pronosed confer-
ence was made part of the agenda of each CDD meeting during October and’early
November. During this period there wefe separate meetings of guildance,
English, Math, Science and Social Science spvecialists as well as meetings of
administrative workers and college consultants. Suggestions were solicited

from these personnel and transmitted to the ad-hoc committee.

The First and Second Year Conferences of CDD

One major source of ideas for the ILake Minnewaska conf'erence was a
conference held at Arden House for the CDD staff during the first year of the
program’s implementation. The Arden House conference overated in the tradi-
tional manner with speakers and workshoos. Since the Arden House conference-
had been successful, it would have been reasonable to use this first conference

as a model for the second. After describing the Arden conference briefly, the

reasons why a different method (i.e. survey feedback) seemed avoropriate for

the second annual conference will be discussed.

The CDD Arden House conference (Tanner et al., 1966) was organized
as a series of workshops, general.sessions, and presentations by several guest .
lecturers. There were six workshop sessions conducted at the conference, with
the conference varticipants divided into subject area Jroups: 1) English,

%) foreign languases, 3) cuidance, 4) mathemat1(>. 5) science and 6) social

. studies.

RN e
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The meetings.ﬁere conducted by ‘the college consuitants from each of these 1 g‘
areas. The”eessions.were organized around instructional techniques for each .
 of these onbjectvareas and the special problehs inVolved in each of fhem. In
the first session of the English_workéhopg for example,:the'panejists die--' o
cneSed such general issues as the rating of the.CDﬁ student, their relation- o
ship to the tofal English program, implications for curriculum enrichment,
and the use of the double period, the use of tutors, and relationships
between the English nrogram and guldance. The second session was devoted to
L study skills for use in the anllsh class (i.¢ e. SORRR Method) and specific
references. where other speclflc material can be found. The third session . i
focussed on the selectlon of appropriate literature which wouid compensate_
for the students limited backgrounds with the whole culture and reading lists

were made of this literature. _ : a S

In addition to the workshop sessions, there vere four general ses- s
éions‘at the Arden House Conference. The first three were devoted to lecture i
presentations'By outside experts. Dr..A. Harry Passow of Teacher College,
spoke on "Talent Development Among Disadvantaged'Youth." The talk in the a -
'second general session, by Dr. Musafer Sherif and Dr. Carolvn Sherlf of the .
. Department of Psychology, Unlver51ty of Oklahoma was "Self-Images and Goals {
of Youth in leferentlated Settlngs. The thlrd lecture "The Magor Question”
was plven by Dr. Harry N. Rlvlln, Dean of Teacher Educatlon, The City Univer- g
sity of New York. The fourth general session consisted of presentatlons from ‘
the 6 subject area workshop groups, and summed up their work in the workshop ]
groups to inform all groups of whaﬁ had been discussed. Several soecial ses- -
sions were held for higher level personnel. These included a speclal se551on 3
for: 1) prlnclpals, administrative assistants, and coordinators, 2) a session i

. for.coordlnators, 3) and a meeting of the planning committee ari principals.

It can be argued that the two different klnds of conferences were -t

approprlate to different organizational needs sallent at the time of each con-

t .
oy

ference. During the first year, the major need was orientation to the charac-
teristics of the CDD student and to means of teaching them. During the second
year problems of cooperation and coordinaticn between various CDD personnel

' and suborganlzatlon demanded attention. We believed that the survey. feedback
procedure would allow the participants to quickly identify significant organi-
zational problems and then to become involved in diagnosing and propos;ng
solutions to these problems. Consequently, Professor Brody made the decision

to try the new method.

F-m_'h-n oy ooy
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An inportant difference between the two counferences was the part
played by university personnel. At the Arden House conference university
professors planned and directed the workshops and gavé lectures while at
the second conference they had a more modest role; some o; the moderators
vere University personnel but no presentations were asked of them. As will
be described ih Chapter 5 the moderator with'survey feedback had less con-
trol over the content of the sessions than did the chairman at the Arden |

House Conference; his role was to facilitate discussion of the results of

" the questionnaire in which the participants commented on the CDD ofgani-

zation. Before the conference there had been considerable disagreement con-
cerning what role was to be played by the college consultants.. A conference
procedure which assigned them a directive role might have increased the

differences between Board of Education and University CDD versonnel.
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DEVELOPMENT OF COMPRESSED SURVEY FEEDBACK FOR THE CDD CONFERENCE

‘In this chapter we will give an sccount of how the compressed
survey feedback'technique was developed fér use with the CDD weekend con- 1
ference starting with the initial rough proposal. The idea of survey B
feedback is a simple one; the members of an organization are questioned i
concerning the'organization; their responses are summarized' and presented

to various groups for discussion. Previous applicationé of survey feed- : '{

‘back to organization had required a period of several months, and since we

were compressing the process to three days wé faced some novel problems.

" discussioh of organizational problems in the short time of the conference.

Furthermore it was not clear to what extent we could stimulate vroductive [
Prior users of survey feedback led us to anticipate-cohsiderable resis- (

tances from the participants in dealing with their organizational problems.

[ ;
E N |

The application of survey feedback to the conference was developed
in these main steps: (2) an initial rough plan was drawn up by Professor
Thurlow Wilson of the Office of Research and Evaluation staff. (b) the

R —

research staff raised questions and suggested modifications of this plan.' h
(¢) CDD school personnel were consulted and their suggestions and support

were bbtaingd. (d) the plan was presented to the entire research staff -

U

together with illustrative data displays. (e) Conferenée discussion sessions

were simulated or role played by members of the research staff. The initial

————e

plan, written 7 weeks before the conference, is quoted below in its entirety.
The reader can note how the ideas for conducting the conference evolved from {
this rough vlan and compare it to the final plan presented in the next chap-
ter. i

Initial Rough Plan For The Use Of Survey Feedback At The CDD Conference

A three day conference is to be held of certain participants {
in the College Discovery and Development Program--teachers, o
administrators--with a tentative date of November 18-20.

The proposed research is a method of conducting the conference. 1
This is a first draft. It is anticipated that there will be

many revisions and elaborations.

ey
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" Ainms of the Reseafch

To determine how the CDD program .is seen by various
participants with regard to: goals, accomplishments,
roles of varticipants, personal satisfactions and
dissatisfactions.

To stimulate participants to review objectives of the
program, performance, and working relationshivs.

To stimulate the participants to make recommendations
concerning the CDD program in the light of their cri-
tical review of the program, recomméndations which
can and will be translated into action.

To assess the willingness of various participants to
recognize and deal with various problems of CDD such
as conflicting role expectations, discrepancies be-
tween desired and actual performance, communicdation
difficulties. .

To assess whetner followinz the conference any action
is taken eoncerning the recommendations made at the
conference.

To determine the participant's reaction to the re-
searchers and the method of conducting the conference.

Summary of Method of the- Proposed Research

Participants will complete a questionnaire giving

their beliefs and opinions concerninz the CDD program.
This information will be summarized and will be pre-
sented to small groups of participants a few hours
after the administration of the questionnaire. The
information given, to the groups will also include ob-
Jective data such as dropout rates and objective test
verformance. E:ach grouo will be encouraged to dis-
cuss the information with the instruction to arrive

at evaluations and recommendations which will be pre-
sented to the entire conference later. A member of

the research staff will be vresent at each discussion
to give the information and to observe. These ses-
sions will be tape recorded for later analysis. The
session of the entire conference where the small groups
report will also be tape recorded and observed. The
varticipants will final: comolete a brief guestionnaire
to elicit comments on the conference procedure.

Description of CDD Pro3zram by Conference Participants

At beginning of the conference, each particivpant will
be asked to describe the CDD program by means of a

-questionnaire. The director of the CDD orozgram will

explain how the questionaire information is to be used
durins the conference. The cuestionnaires will be
strictly anonymous but certain Information will be asked
concerning the status of the varticivants: assignment
(teacher, suidsnce. devartment head, etc.) Teachers
will also be asked to identifv their schools.
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- For purposes of analysis it would be desirable for all
varticipants to specify -assignment, subject matter, and
school but such informatioan would identify individuals
and would conflict with ihe guarantees of anonvmity.

The questLonnzlre items shculd be entlrelv or mostlv

. of the check, multiple ch01ce, or ranklng variety. The
information has to be summarized in a short time. Also
some participants may be concerned that their identity
can be determined from handwriting.

The following is suggesﬁed'as the content of the guestionnaire: .

1. Description of actual and ideal rbles of teacher, tutor,
ruidance counseldr, college coordinator, devartment
head ‘and prinicipal in the CDD program.

2. Goals of the program, nature and. relative importance

" 3. Needs of a specific kind (or klnds) of dlsadvantaged

child (chlldren)
L. Immedlate_accomplishment of éoals 6f CDD vrogram
5. Prediction of college success of CDD students
D. Information to be Fed Back to Participants

Ansvers to the questionnaires will.be tabulated by
assignment and statistics such as means and vercentages
will be derived. Forms for tables and grephs will be

" wrepered in zdvance so that results can be entered.

It is important that the data to be presented to the
participants be clear and simple, Some of the informa-
tion presented will t> concerned with relationships
(e.g. the extent of agreement of teachers, coordinators,
counselors and principals concerning the goals of the
program). In advance of the conference certain objective
information will be prepared for presentation. The objec-
tive information might include drop out rates, test
performance of students.

E.:Dlscu351on of Information by SmaLl Groups of the Participants

The small groups could either be organized by subject
.matter and specialty (English, Science, guidance, etec.)

or by school. Research on human relations training and
evaluation suggests that this kind of experience is most
likely to have results in the work situation if the
actual people in the work situation are involved together.
‘Perhaps both kinds of discussion group are needed.

If school groups are used the actual_leader of the group
would be appointed chairman of the discussion. The group
would be asked to arrive at evaluations and recommendations
to be presented at a meeting of the entire conference. -
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Objectives and ground rules of the discussion would be
developed in advance and copies of this information would
be given to each participant. It would seem necessary -
and desirable that each group would have considerable
latitude in how they would carry on their discussion,
however. A research worker would be present at each
group discussion. His role would be to provide the data
. to the group and to give objective and non-evaluative
information or how the data was obtained and summarized
(if requested). He would make certain that the session
was tape recorded proverly. Otherwise he would act as a
non-participating observer.

It is probably not desirable that all information be given ,
at one time. Certain information could be given to the
group initially with a list of other information which the
observer could furnish upon request.

F. Final Meeting of the Entire Conference

The chairman of each group would make a report and the
director of the CDD program would lead a discussion. The
session would be tape recorded. Finally, all participants
would complete a brief gquestionnaire to evaluate the con-
ference.

G. Analysis of the Tape Recordings of the Small Group Meetings

The tape recordings will be analyzed after the conference to
answer the following questions: .
1. What problems of CDD are recognized?

2. What solutions are proposed and who does.the vroposing?
(chairman or other)

3. To what extent does the group take responsibility or
shift blame to outside forces.

l. What solutions are adopted?

5. To what extent does the group resist or evade the as-
signed task.

6. What kinds of communication are addressed to the research
worker?

Reactions of the (DD Research Staff to the Initial Plan

The initial plan evoked a number of questions and suggestions
‘ from the research staff. Some of these are listed below.

1. How snould the research project be presented to the
conference participants? The conference opverations
should not be explained as 4 research vroject bul as
a way the varticipants could assess their own opera-
tions. The research credentials of the research
workers should not be emphasized. :
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2. How will the personnel in the five CDD high school centers react
to the plan? Various school people would like to construct the
agenda and they should be consulted. The chairman will be con-
cerned for what his teachers get out of the conference. It mus
be recognized that schools are not administered by democratic
policy-peking processes. Some questions such as regents' exami-
nations—are clearly cut of the province of teachers. The greatest .
source of anxiety to administrators is "how is my school doing in ‘
comparison with other schools."

[ERE——
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3. What discussion groupings should be used? It was recognized that
there are advantages in confronting the veople who actually work
together with the problems. A question was raised about the tea-
chers' willingness to discuss with the principal there. If meetings -
are organized by school groups where would the consultants go?
Perhaps it would be desirable also to have a meeting by dicipline
(English, math, guidance, etc.) which could be inserted somewhere .
in the sequence. If there is a meeting of the entire conference {
where reports are presented, would personnel from one school be :
sensitive about "airing their dirty linen in public" that is, to
the other schools? Would one principzl be conterned about losing
face before others if dissension is shown in his ranks? It is
desirable that provision be made for groups with special interests
(e.g., selecting CDD students) to meet sometimes during the con-
ference. : 1

4. Is anonymity necessary? It would be highly desirable to be able
to organize data by both school and discipline, but teachers may be
worried that their contribution will be identified by their chairman !
or principal. '

5. What should be the role of the researchers? The researchers should f
play a minimal delivery role; perhavps they should not even be pre-
"sent during the discussion. The discussion groups could even be
given a list of data and could then call for it by telephone.

6. What kind of data should be collected and fed back? The data col-
lection and feedback should be structured so as to focus each group's.
attention on actual major organizational problems. The hypothesized |
major organizational problems should be identified in advance. Nc
interpretations or evaluations shoull be offered by researchers with
the feedback. )

7. How much can we actually expect the participents to be willing to _
discuss the organizational problems? The resistances may be massive. |
The initial resistance is expected to be directed toward the whole ‘
procedure. (Why are we being asked all these questions instead of
getting some real help?) After the discussion is initiated the var-
ticipants might be expected to spend their time identifying outside
forces to blame. We may not be able to get beyond the blaming stage
in the two or three days allowed.

L
R

1. In New York standard statewide examinations are given at the end of
certain courses. High school students are required to pass these
exeminations to qualify for academic divlomas.
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8. How may'problem centered discussinn be promoted? The
role of the discussion leader could be designed in
advance so as to maximize the likelihood of oproblem
centered discussion.

Consultatlon with School Personnel Concerning Survey Feedback Method

The College Discovery and Develonment staff dlscussed the tentative
conference plans with school personnel in visits to their schools and at all
‘ regular conferences of the CDD school personnel. Among these meetings were
monthly guidance, English and social studies meetings. The director also cbn-
ferred individually with princimals. chairmen and college consultants. In
these cqnversatlons the purposes and ﬁlanned structure of the conference, and
the proposed use of surver-feedback techniéue were discussed. Criticisms.
suggestiohs and recommendations of school personnel were solicited and revort-
ed back to the planning group for their consideration in refining the confer-
ence plan and its instfuments and pfoéedures. It was the general consensus of
the school personnel that the proposed conference structure and the use. of

survey-feedback technique interested them and seemed potentially productive.

Presentation of Modified Plan to Entire ORE Research Staff

As a result of the various suggestions from school personnel and

research staff, a second version of the conference plan was developed, and

this plan was presented at a meeting of the entire ORElstaff for criticism.
Before the meeting each member of the ORE research staff received a brief memo
exnlaining the modified plan (see appendix A.) It will be nqted that two ob-
jectives and a tentative conference schedule have been added to. the initial
plan. This staff meeting was orgznized to demonstrate some of the methods pro-
posed for the conference, and this meeting also permitted some assessment of
these methods in operation. Prior to the meefing, étaff members received a
‘copy of the tentative cuestionnaire (see appendix Bj and they made ratings of
the importance of the "ideal goals" of CDD. Mean ratings of junior and senior

staff were obtained and were indicated on a large chart.

At the_meeting Professor Thurlow Wilson of the ORE staff described
prior applications and theoretical rationale of surwvey féedback as a method
for stimulating organizational change. Professor Brody., director of the CDD
Program, commented on the application of survey feedback ﬁethod to the CDD

orzanizatiomn.

1. Office of Research and Evalustion of the Division of Teacher Educa t.on
of the City University of ¥ew York. ’
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The chart displaying the ratings of ideal goals by junidr and senior staff

was displayed and discussed. The participants broke into small groups each

-with a chairman'aﬁpointed to lead discussion of the survey feedback method

as applied to the conference. The discussion leaders were provided'ground
rules which were similar to those we hoped to use at the conference with
the exception of the fact that a suggested list of Questions were supplied.

(see appendix C). The entire staff reassembled and the recorder of each

. discussion group reported. The comments focussel on how to minimize resis-

tance and unproductive discussion. Suggestions included:” that research or
tryout of technique be deemphasized at the conference, that discussion
1eaderé intervene when the group.attaqks what can not be cha.nged,l that the
comparisoﬁ of groups be avoided, that individuals be made aware that their
indiQidualbopinions will be not singled .out, that statistics presented be
simplified. There were some cfiticisms of the wording of the tentative
questionnaire; e.g. the notion of "ideal" goals is ambiguous. There was

some diséussion as to tae closure tc be provided to conference participsants.

- Besides cdntributing ideas for the conference, the meeting generated con-

siderable research staff involvement in the conference.

"simulation of Conference Sessions by ORE Staff

Final development of the conference plan was accomplished largely
by simulations of conference séssions-designed by Professor Alexander and
participated in by the ORE research staff. We'attempted to make simulations
as close as possible to what we anticipated the aclual future conference
sessions would be. Fictitious but meaningful data displays were provided.
Soc far as possible, role playing of school personnel was done by those who
had had experience in these schocl roles. As a result of the fifstvsimula-
tion and its subseqguent critique modifications were made in materials and

procedures and these were tried in the next :imulation.

The ultimate product of the simulations will be seen in the descrip-~
tion of the final plan in the next chapter, but we will note here the major

lessons we derived.

(a) Observation method. Originally it L2d been hoped that the
research obserQer would categorize all the suggestions. produced by the dis-
c&ssion group, It was found that there was insufficient time to develop the
classification and to train observers. The cbservers were therefore given a .

more modest task which required less ‘training.

l. For example, changes of funding_allocations which are not possible under
existing grants. ' '
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(b) Data disvlas. The first disvlay of data tended to be com-
plex and confusing for discussion purposes; simplifications were developed.
We also discovered that it was helpful if each member of the discussion
group had a copy of the guestionnaire during discussions in order to refer

to the actual questions.

(c) Role of the moderator. It became obvious that if a school
administrator was to.function as the moderator, he would tend %o restrict
the freedom of discussion. Conseguently, the moderétor was selected from
among the session participants. We discovered that moderators found it
difficult to refrain fron eﬁtering into the discussion and thus tended to
dominate it. The moderator's participation also prevented him from pro-
viding the guidance and supervision that was necessary if the discussion
was to be focussed on couostructive problem-solving instead of wandering off
on tépics over which the participgnts had no control. We found i* neces-
sary to provide instructions for the moderator which would serve to guide

his.conference behavior.

(d) Role of the recorder (or varticivant who wrote down the -
ideas produced by the group.) iIf the recorder tried to take down the sug-
gestions as they were produced in the grouv it was nec:.s3sary to halt the
discussion frequently so that suggéstions could be transcribed; this inter-
fered with the flow of discussion and the system of Periodic summaries was
developed. The recorders were bothered if they were not allowed to partici-

pate in the discussion.

(e) Relation of the research observer to the particivants. We
found that a mention of research could complicate the relationship of the
observer to the group:; it could open the door to questions about the pur-
pose :of the research-and the gqualifications of the observer. We therefore

had the observer introduce himself as a "data specialist”.
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CHAPTER IV

DESCRIPTION OF THE FINAL PLAN i

In this chapter we present the final plan for conducting the CDD
conference, the way we hoped to carry out this conference. The final plan
included: +the schedule of events; the introduction of participants to thé
conference; the guestionnaire; methods of data anal&sis, summary and feed-
back and of discussion at the various meetings; methods of observing the
meetings; the data displays; special interest meetings with no survey feed-
back; a post-conference questionnaire; the administration of the research
staff at the cénference;-and decisions left open. In the following chapter
we will describe the actual implementation of this plan. The final plan has
been'written as 1f it were a memo given to the research staff immediatély
prior to the conference. It is a~compilation of memos and materials given

to the research staff or the participaants before the conference.

Schedule of Events

The schedule of events will be mailed to the conference partici-
pants prior to the conference (see appendix C). The first session, which
will include all participants, will consist of opening remarks, CDD guestion-
naire, and a keynote speech. On the second day morning meetings will be or-
ganized by position of the participants (e.g. teacher, college consultant,
administrator). Afternoon meetings will be organized by spedializaticn (e.g.
English, Science, Mathematics), and evening meetings by school. Sunday
morning will be devoted to meetings of specilal interest groups. Along with
the program sent to participants, an attached sheet ﬁill give them their

assignﬁents for the meeting on the second day. (see appendix C.)

Introduction of Participants to the Conference

Participants will be introduced to the conference in the initial
general meeting Friday evening. After the introductions and greetings the
CDD program director will introduce the questionnaire. He will point out
that the results of the guestionnaire will be used in the meetings the follow-
ing day in order to save time by making clear how various CDD personnel feel

about the CDD program.
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He: will emphasize tﬁat the qqestionnﬁire embodies their suggestions and
that these questionnéires will be anbnymous. - After the questionnaireihas
been completed the keynote speaker will discuss "CDDP, Goals, Progress,
and-Problr~s". This talk should serve as a bridge between the concerns
raised by the questionnaire and the discussions to be héld the following

day.

Conference Questionnaire

. The questionnaire used for gathering data to be fed back to con-
ference participants is presented in appendix E. The questionnaire
was designed to gather information about: . the importance and accomplish-
ment of CDD goals; suggestions for additional goals; ratings of tasks
accompliéhed by CDD personnel: modifications which would improve the CDD

program; and, adequacy of the communication between various CDD personnel.

Procedure for Data Feedback and Discussion

For the meetings with data feedback, roles of moderator recorder
and data specialist have bgeﬁ specified. The moderator will run the meeting
-according to a set of rules. The recorder will take periodic notes on CDD
problems and suggestions. The data spécialist will give a non-evaluative
presentation of the data and will write observations on certain events oc-
curring during the meeting (e.g. deviations of'the moderator from the rules-
and requests for data.) The data specialist will be a member of the ORE
research staff, while the moderator and the recorder will be.selected from

among those scheduled to attend that meeting.

Prior to the meeting, discussion moderators will have been appointed

and given information concerning their role. The information provided mod-

. derators (appendix F) was a guide for moderators and a checklist. The guidé

for discussion moderators contains an explanation and discussion of the mod-
erator’s job while.the moderator checklist contains specific steps which

the moderator is to follow during the meetings. -All discussion moderators
will meet for about a half hour Saturday morning before the meetings to review

the checklist. The checklist for moderators specifies the following sequence

~of events. After introductions have been made, the moderator will announce

the discussion objectives and outline the discussion vrocedure to the group.
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One half of the group will be assigned résponsibility for summarizidg the

_ problems raised and the other half responsibility for summerizing solutions

at the end of thirty minute periods. A recorder will be appointed to take
notes for the group. The data specialist will then present the data. At
each of the thirty minute summary points indicated by the data specialist
the group will summarize the problems raised and solutions suggested for
the recorder to write down. Ten minutes before the end of the session the:

recorder will read the notes aloud for any corrections or additioms.

In carrying out the role of data specialist the ORE stafflmember _
will bear in mind the following points: (1) our role is to provide data
for use by CDD participants, to facilitate their discussion. We are con-
cerned with the developmént and utilization of feédback.techniques for
similar conferences in the future. (2) introduce jourself as a staff member
in the Division of Teacher Education. (3) do not promise to supply any date
in addition to those scheduled, either at cénference or'afterwards. Be
willing and eager to récord any request for additional data, summaries, or
different ways of organizing data. Indicate plans for publishing a summary
newsletter about two weeks after the conference. (M) When presenting aata
at the discussion sessions, do not interpret. Remind participants that the
data are summaries of théir perceptions and one purpose cf the conference is
for them to share interpretations. (5) do not make aﬁy statements regarding
preserving anonymity or méking invidious comparisons amorngst schools (or in
any other way anticipate perceived threat). If these questions come up.
point to the anonymous questionnaire, the forbidding of identification of

discussion participants on the tape, énd the group organization of the data.

Observation of the Discussion Sessions

There will be three sources of information in the conference
meetings: the recorder's notes; the tape recordingsj; and,the research obser-
vers' notes.

As indicated in the preceding section, the recorder will téke notes
on CDD problems ideatified and solutions proposed.’ The reccorder will write

notes only during the summation period oécurring every thirty minutes.

A tape recording will be made of every meeting. It is not intended
that these tapes be analyzed in total following the conference. The tape
recordings will be available for reference in case something happens which is

not adequately described by the other two data scurces.
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The data specialists' notes are primarily intended to describe
. how faithfuliy the moderator followed the rules and the kinds of resistance
to problem solving which cccurred. ' The data specialist will noté: departures
from the moderator's checklist; criticism of the survey feedback method;
requests for additional data; and other remarks directed to the daté special-

ist and his job.

Data Displays

Displays of questionnaife data will be prepared for each of the
Saturday meetings. The initial meetings will be provided feedback on CDD
goals. Information on ratings of accomplishment of CDD workers will be given
at the discipline meetings while, at the school meetings on Saturdsy evening,

ratings of communication and effects of program modification will be furnished.

In the peer group meetings. the data will be the mean ratings of im-
portance and accomplishment of the stated CDD goals. The ratings will be
diplayed on charts of oak tag, twenty by thirty inches, with strips of dif-
fereﬁt colored maskiné tape to indicate degree of importance or accomplishment.

- A sample of this data display is included in.appendix G. All charts have been
prepared in advance of the conference and only the data remains to be entered.
Eoch meetirg will receive the ratings of goals made by their peers. Teachers
will receive the ratings of teachers; guidance counselors will have the ratings
of all %the guidance counselors and so on. The administratof group, however,

will have available the ratings of goals made by all the peer groups.

In the discipline meetings, the evaluation of accomplishment of each
kind of CDD worker will be reported in the form of the two tasks considered
accomplished best and the two tasks reported as accomplished most poorly by
the worker. Thé evaluations reported to a discipline meeting will be those
made by conference particivants in that discivline. Those attending the meeting
will be given a blank copy of the questionnaire and will prepare their own dis-~
plays of the ratings of accomplishment 6f the various tasks as the déta special-~

ist reads them aloud from his summary of data.

» For the school meetings, communication inadequacy will be reported
by chart, twenty by thirty inches, in which the five relationships receiving
the most votes for communication improvement will be marked with red "x's".
(see appendix G.) At these sessions also the data specialist will read aloud
the mean ratings of improvement which wduld result from various program modi-

fications; the participants will mark down these ratings on blank copies of the

questionnaires.
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Research Staff and its Administration

The conference research staff consists of five data specialists
and’ five data analystsl The data analysts have the responsibility of sum-
marizing the data and preparing the displays, and twc of thém vill also be
needed to serve at certain sessions as data specialists or observers. To
insure that each person on the research staff knows what'they are to do
and where, a deﬁailed schedule of activities of the research staff has been

prepared. (see appendix H.)

Poét-éonference Questionnaire

The participants' evaluation of the éonference will be cobtained
by means of a second questionnaire to be given at the close of the confer-
ence or at a later time. In a series of five point scales, thé questionnaire
asks for ratings of: data feedback, sequence and assigﬁment to meefings,
conduet of meetings, topics discussed, and degree to which the conference
resulted in suggestions which could be implemented in the schools. After
each_of these ratings specifig information and discussion of the ratings

is requested. The questionnaire is found in appendix I.

Special Interest Meetings

Special interest meeting groups will meet on Sunday morning. On
the basis of suggestions received the seven sessions tentétively scheduled
are; cultural enrichment, tuﬁors, selection and dropout, criteria and pro-
cedures in researcn, group identity, problems of teaching, and evaluation of
the survey feedback technique. At the conference the participants will be
asked to indicate their preferences for attendance at the varibus sessions.
Members of the ORE staff will moderate these discussions. No specific data

feedback will be provided, but any data previously given will be available.

" Decisions Left Open

The conference has a flexible schedule for Sunday morning. Which
special interest sessions will be held will depeﬁd on the votes of the par-
tieipants. The form of élosure has been left undecided. The final general
meeting may be one in which the post-conference qugstionnaire is distributed

and the director sums up the accomplishments of the weekend.
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" CHAPTER V

AN.EVALUATION OF THE MECHANICS OF THE
COMPRESSED SURVEY FEEDBACK TECHNIQUE

A\ . .

The evaeluation of the CDH Conference has been organized into two
parts; the effect of the survey feedback technique on particivants will be
assegsed in the following chapter. The mechanics of the technique will be
discuissed in this chapter; after describing how the final plan was actually
implemented, we evaluate the questionnaire, the data feedback, and the roles 3

of moderator, recorder, and data specialist.

Implementation of the Final Plan

For the most part, we were able.fo put into effect the details of

the final plan as described in Chapter V.

The plans for the final morning of the conference had been left
flexible. Tﬁe»conference participants rated their preference for the pro~
posed special interest meetings to be held Sundﬁy morning, and three of these
' meetings were dropped for lack of interest. A special meeting of science
consultants to discuss a proposed summer science program was scheduled. A
meeting of topbadminiStrators to discuss selection and retention criteria
was also held at this time. A final closing session of all particivants was
not held, and the post—confefence questionnaire was mailed to the particivants
immediately after the conference. Tt was felt that the participants were sa-
tiated with meetings and questionnaires by the end of Sunday morning, and in
fact the extreme lateness of completion of luncheon service would have made

the proposed closure meeting very difficult.

There was some deviation from the finsl ﬁlan. One departure from
the plan was that the meetings started at least one-half hour late, due largely
to the slowness of meal service, with the result that meetings were shortened
and the questionnaire administration vas somewhat rushed. Other deviations
occurred when, éontrary.to plan, two principals dominated their school meetings.
In ..4ddition, some tape recorders failed to operate, and there were some last

minute changes in moderator assignments.
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The Questionnaire on CDD Operations

The questionnaire could be improved to make it easier for respon-

dents to complete and easier for later coding for data analysis.

The time available for completing the questionnaire proved less
than we had planned because of the lateness in starting the first géneral
meeting. 1In addition, there was pressure not to keep the keynote speaker
waiting any long than was ébsolutely necessary. Under these conditions,
the questionnaire seems to have been too complex and demanding. From the
questions on communication (28 judgments) and the ratings by CDD workers
(35 ratings), a nwiber of items were omitted or uniform ratings of "satis-
factory" were obtained. In addition to calling for a large number of judg-
ments, the session probably demanded judgments from many of the.participants
which they had not thought about prior to the conference. We found that
the "not applicable" rating was used for CDD workers more often than seemed
reasonable. It is likely that the use of this rating was not well understood
under the rushed conditions of questionnaire administration. In addition,
the demands on the respondent would have been lightened by adapting a more

uniform method of recording judgments throughout the questionnaire.

We should not 1éa§e the reader with the impression that the
majority of the questionnaires were filled out carelessly; mosf of the queé-
fionhaires gave evidence of thought expended. Half of the reéponaenté wrote
additional CDD goals and almost all participants seem to have gréded their

own CDD job carefully in terms of accomplishment and adequacy of communication.

Further evidence on the "carelessness” factor is obtained from 77 question-
naires completed by CDD teachers who did not attend the conference but com-
pleted the instrument at their schools after the conference. Despite the fact
that the non-participants could f£ill the questionnaire out "at their leisure"
the questionnaires from conference participants were more complete. It should
be pbinted ont, hdwever, that.the motivations cf the non-~participants in taking

the questionnaire may not have been the same as those of the particivants.

Some changes in the questionnaire would facilitate coding for data
anélysis. On the first page of the questionnaire, the question numbers should
be equivalent to the column numbers of data punch cards. The symbol "O"
should not have been used as a response alternative in parts of the question-

naire so that the "O" could have been saved to represent omitted responses.
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Thus, in the section of the goals, the scale used should not be 0-4, but
. rather 1-5, with the O reserved to code omissions. On the modification
items, instead of using the scale of +? through -2, the scale of 1-5
should have been used instead to eliminate necessity for using signs.
Turthermore, a numbéring system should have been developed for both-the

task items and the communication items.

Evaluation of the Data Feedback

At first glance the data feedback methods.seem to have been a
complete success. During the meetings few complaints were made copéerning
the data displays and in fact some admiration was expressed for the'facﬁ '
that the data summarizing job had been done literally overnight. We
should not rest on these laurels, however, but rather benefit by hindsight
and examine further. First we should voint out thet some data feedbéck .
was probably too complex for a single meeting, e.g., the descriptibn of
jobs of CDD workers. Seven kinds of workers and five jobs géve thirty-
five possible items to discuss in the meeting of one and a half to two
hours. Thé second criticism of the data feedback method is that the form
of the data presented to the group did not make clear the extent_of éis-

satisfaction with the college consultant’s role.

Finally we should ask how the data were actually used by the groﬁps.
From the experience of the observers it seems that the data served primarily
to establish an agenda, a list of items to be talked about. In the discus-
sion groups there was relatively little concern with why some items had a
higher rating than other items. Could we have accomplished our objectivgs
merely by furnishing for the discussion groups a display with agenda items?
We would afgue that the survey and the feedback did serve to identify items
which the varticivants generally considered imvortant. This allowed them to
establish discussion priorities quickly. Othe: reasons could be given for
the use of the survey procedure such as the encouragement it seems to have
provided for formulating of opinions and gquestions about a wide range of or-
ganizational issues. Furthermore, it is likely that the moderators would have
stimulated more examination of the relationships within the data had they
been given further training to encourage this. On the other hand, we suspect
that the use of data display simply to create an agenda, represents a natural,

obvious, and preferred approach for most of the participants.




-38-

Carrying out Roles of Moaerator Recorder and Data Specialist
How faithfully the moderators followed the points of the checkllst

can be determined from notes taken by the data spec1allst The data special- -
ist notes on deviations from the moderator checklist are recorded in table 2.

Seveh of the moderators were observed to deviate from the thirty minute sum-

mary rule. This is probably explainable.by the fact that the moderators might‘

have found it difficult or inadvisable to summarize the discussion at precise

thirty minute intervals. We see that six of the 15 moderators failed to fol-

‘low the procedure of assigning half of the group responsibility for summarizing

problems raised and half for summarizing solutions. Perhaps the moderators
considered this division of labor an artificial one and not helpful for discus-
sion. Seven of the 15 moderators were observed to take the rolé of an active
participant. This is not necessarily a depaiture from the assigned moderator
roie since the moderators were in fact instructed to try not to dominate the
discussion and were not forbidden to actively engage in it. The most seriocus
deviation in the moderator role occurred in the school meetings. In the school
meefings the CDD coordinator had been assigned the job of moderator. In two of - :
the school meetings the principal took.over the meeting and proceeded to occupy
the greatest part of the available time by delivering a speech to his staff.
Two reasonable explanatlons for this v1o;at10n were that the principal wanted
to reassert his authority and that he wished to protect his organization from

outside interference by preventing'a discussion of vroblems within his school.

It seemed to several observers at these two school meetings that this
active role by two principals was an effort to resume their control of school
staff. It should be noted that in the two prior sessions, participants had been

organized in groups which included peers from all five of the schools and from

the colleges as well.

Concerning the role of recorder, we have already noted the devartures
from the thirty minute summary role. Perhaps the best evaluation of the record-
er is from the notes whicﬁ they produced. Immediately after the meetings an
attempt was made by two of the research staff to summarize from the recorder's

notes the kinds of problems and solutions raised by the various groups. Most

of the notes proved quite unsatisfactory for this purpose; although they were

undoubtedly clear to the person taking the notes they were too fragmentary and

disjointed for another individual to interpret easily.
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The zood notes seemed to have been taken by those few individuals who
"happened toc have conciderable prior exverience in note taking. The notes
would have probably beeﬁ considerably improved if the recorder had spent
sume time immediately after the meeting in the editing of the notes. There
would, however, have been considerable difficulty in getting the recorders
to accept this additional editing assignment, largely because of schedule

pressures.

The role of the data specialist went smoothly. We had become
especially alert to the possible difficulties in this area such as question-
ing the data specialist's gualification and the data specialist was asked
to take note if any occurred. There were no reports of negative reéctions

to the data specialist; several positive reactions were noted.
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CHAPTER VI ‘ -
EVALUATION OF EFFECTS ON PARTICIPANTS OF SURVEY FEEDBACK .

For the most part, the final conference plan was successfully
carried out. In hindsight we can see some ways in which the mechanics
of the conference could have been improved, as discussed in the previous
chapter. Of course, a conference could be mechanicélly perfect and have

little desired'impact.on the participants.

It is assumed that a survey feedback conference would have
given maximum benefits to the organization if the following had_océurred.
The participants accepted survey feedback as a method for conducting the
conference and spent little of their problem-solving time in attacking
the procedure. The discussion procedures created an opportunity for free
discussion and allowed the participants to discuss topiés which were of
value to them. Organiéational goals were clarified and there was consid-
erable learning about and understanding of others on the organization
team. The participants were actively involved in proposing solutions to
organization problems and many of these were suggestions which could ac-
tually be carried out in the organization. The conference provided gui-
dance for decision-making and action by the top administrator, and a num-
ber of organizational changes were madc following the conference. In
this chapter we examine the extent to which the CDD conference measures
up to this model. We first turn to a descfiption of the participants'’

acceptance of this use of survey feedback.

Acceptance of Survey Feedback as a Method for Conducting the Conference

We had anticipated that the survey feedback technigve would
arouse considerable resistance on the part of the particivants, that.the
technique would run counter to their experience with conferences, and that
they might not be ready for an open discussion of CDD problems. One form

of* résistance expected was criticism of the method.

In general, the participants accepted survey feedback as a
method for cdhdueting the conference. They set to work with only a few
minutes of meeting time devoted to criticism of the method. Data special-
ists noted all the occurrences of criticism of the questionnaire (twenty-two -

occurrences, and of criticism of the data oresentations (10 occurrences).
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All of these are given in table 3.1 We are impressed by the preponderance

of constructive suggestions. 1In addition, during the meetings and in the

‘post-guestionnaire no participants expressed a desire for lectures, demon-

strations, and formal instruction in place of what was provided at this
conference. The outstanding exception to the acceptance of the conference
plan occurred when two principals took over control of their school meetings

from the moderator and gave lectures to their staffs.

Conference Procedure and Opportunity for Free Discussion of Valuable Topics

From the post~conference questionnaire we learned that partici-

pants' opinions about the conference. had.pravided. opportunity.for.free dis-. . ...

cussion of valuable topics. Comments given to the question "please indicate

specific points of approval or disapproval with the use of questionnaires
and the su:mary of their answers at the CDD conference" are summarized in
table h}' There was a division of_opinion'concerning the effects of the
guestionnaire and data display on discussion six. Individuals commented to
the effect that the feedback stimulated and directed discussion. On the
other hand, eight individuals made comments to the effect that the feedback
method hampered discussion and generally was too directive. The other
thirty-six individuals made no comment on this subject. Table Slpresents
answers to the question, "please indicate specific points of approval or
disapproval of the ways in which the meetings were conducted." This had

been defined by the preceding rating as referring to the "job of the modera-
. , : J

tor and of recorder on the discussion rules."

Again there is a division of
opinion by comments indicating that the meetings were properly structured

and some comments stating that the meetings were over or under structured.

Table 6lpresents responses. to the question, "please indicate spe-
cific topics discussed which you found especially valuable," The tutorial:
program together with selectién and retention of CDD students head the list
of valuable topics. When asked at ths beginning of the conference to rate
how much improvement would result from various modifications in the program,
the tutorial program and the selection of students received the highest
ratings. The college consultant function was the-third most frequertly men-
tioned valuable topic. The initial questionnaire had found that the college
consultant had received the highest proportion of unsatisfactory rafings in

communication and job performance among various CDD personnel.

1. Trese tables are collated senmarately following Chenmter Six vages 49
to 63. ' :
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The initial meeting was devoted to goals of the: College Dlscovery Program
but it will be noted that only two partlclpants singled out goals as an

espe01ally valuable topic.

Topies which wefe felt to need attention or mofe sttention during
the conference are summarized in table 7. Selection and retention of stu-
dents is mentioned most prominently as a topic which needed further discus-
sion. (One of the special interest meetings was concerned exclusively with
this topic.) The area which the participants felt needed more attention at
the conference is the future of the CDD program. They wer : concerned about

~the.funding .of.the. program,.what. will happen fo the.students at. college,

plans for selection of students, plans for research and so on.

Clarification of Organizational Goalc

Clarification of organizational goals is a desired effect of such
a conference, No systematic asséssment was made to determine whether the
participants had indeed developed a better understanding of the organiza-
tional goals., but perhaps we can make inferences from the time and effort
expanded on goals. The keynote speech and the initial session were con=
cerﬁed with CDD goals. In the questionnaire half of the participants wrote
in'additional goals for the program.

Suggestions at the Conference and Post-Conference Action --
Post Conference Oueutlonnalre

Most conference sessions elicited active dlscussion of CDD prob-
lems, and a number of suggestions were given. Did these suggestions have
impact on the CDD organization? We can answer this guestion from two kinds
of information: the commenté of participants given.to .a questionnaire
shortly after the conference, and from a report made by the £DD program di-

rector on the effects of the conference.

Opinions of the participants whether or not the conference was
productive of ideas which could be put into effect ir the schools was élici-
ted by the gquestionnaire sent to them shortly after the conference. Twenty-
nine of the h? individuals returning the post-guestionnaire listed specific
recommendations from.the conference which they believe can zctually be
carried out in the schools. Six individuals wrote comments questioning
whether the conference had been productive of suggestions which could be

carried out in the schocls.
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One commented: '"None of th:e recommendations can be carried out because the

' Another commented: "It

school tends to perpetuate its own practices.'
appears that much of what was said can not be implemented witlout probing
decisions being made at the very highest level." A third commented: "I am
not sure of sgecifig recommendations having been made. A general interest
in improving the CDD Program was certainly develovned." It will be seen in
table 8. A number of the suggestions fell in the area of improved communi-
cation concerning the CDD Program. A science teacher commented: ."I now
send dittoed outlines of each study unit to the tutors, via the students,
since my free time does not coinqide with the:time when they are'available,
and I confer more freéuently with the guidance counselors. An Fnglish tea~
cher remarked: "As a result of conference we have been meeting in small
groups with princinal, coordinatof, college personnel, ete. for purvoses of

evaluation and future plamning." A foreign language teacher mentioned:

"Articulation between the tutors and the teacher." A guidance counselor

mentioned: "Exchange of information between teacher and counselor." A gui-
dance supervisor listed: "Information to junior high school counselors re
selection process." TIn addition to improved communication other kinds of
specific recommendations cited which could actually be carried out in the

schools included scheduling and tutoring.

The respondents were also asked to: "Please'indicate specific rec~
ommendations made which you believe can not actually be carried out in the
school,” It will be noted in table 9 that many of the recommendations men-
tioned are similar to those listed by other participants as ones that could

be carried out in the schools.

Report of CDD Project Dirzctor
The summary of effects of the Lake Minnewaska conference included

below was prepared by Professor Brody four months after the conference. Tt
is based upon field notes made at the conference, interviews subseguent to

the conference, staff meetings and letters from CDD staff.

Meeting and getting to know members of the CDD team from other loca-
tions was reported by many conference participants as valuable to them, -Two
aspects of value were mentiorned in discussions at ILake Minnewaska, in later

meetings, and in letters.
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_School and college.personnel in the past had each tended to take
' stereotyped and somewhat negative views of the other group. The intense
interactions which occurred in workshops, mealt1me and recreation during
the conference seem to have weakened such stereotypes thus, a group of
science specialists from different parts of the two major institutions
requested, held, and favorably reported their experience during a Sunday
morning meeting to explore a suggestion made by one of the teachers for a
summer science program for CDD students. One product of this session was

a rough draft of a proposal for which several members of this group are
currently seeking funding- an equally valuable product was the report by
all members of this group that they had ‘come to see the others as excellent
science educators although their v1ewpoints had differed early in this con=-

ference.

A second reported value tas the opportunity for incumbents of the
same status in different places to share problems, practices and viewpoints.
Thus,teachers.and counselors from one High School Development Center found
that peers in other centers held opposite views of certain policies and pro-
 cedures. A meeting of the principals and key City University personnel
which was held at Lake Minnewaska examined some of these variations. One
outcome of this administrators' conference was the negotlation and formula-
tion .in wr1tten form of an agreed policy concerning retention or dropping

of CDD students from the program.

Collaborative Planning

A number of examples of collaborative planning were observed during
the Minnewaska workshop sessions and in the succeeding months. These are
grouped for convenience in the following categories: policies; administrative
procedures; curriculum modifications; and, transition of CDD students to

college.

Policies - It became clear in the first working sessions (organized
by status, i.e. teacher, administrator, consultant, etc), that there was.
limited clarity and agreement of perceptions among CDD staff concerning pro-
gram purposes and derivative procedure. For example, the students selected
- for the program were seen as appropriate to the program's purposes by some
participants, but other participants regarded the selection process very nega-

tively.
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The discussion made it clear that the difficulties were the result df dif-
ferent understandings of program purposes rather than attacks vﬁon the
brocedures used in recruiting, screening ahd referring applicants. It

was proposed in two different workshops that subseqdent meetings be held
in the city to clarify these purposes and to restate relevant policies
concerning selection. These meetings, one in December and one in January,
led to recommendations submitted to and apnrovéd by the Steering Committee

in March.

A similar situation ohtained with regard to volicies for retain-
ing_or discharging students from the program. Requests were made for a
meeting of top level Board of EAucation and City University administrators
to resolve the differences; such a meeting was held at Lake Minnewaska and
an agreement reached. A written policy statement was subsequently prevared

and distributed early in December.

A number of policy questions were raised in discussions. ' The
underlying issues were defined at Lake Minnewaska in some of these problems.
Examples of this develooment were seen in the Questions raised concerning
‘competence of the tutors referred to the centers. It was made clear at the
conference that acadeﬁic vroficiency of tutors was not, in many éases as
good as the teachers wished it to be. However it also became clear that
before this conference school personnel in general exciuded from their fiew
all values of tutors to tﬁeir students excevt subject matter training. On
the other hand, guidance and CDD administrators included ego support and
role identification processes in their vpercevtion of the tutor-student rela-
tionship. The underlying issues in this case were not resolved at this con-
ference. However there was progress toward clarification of v1ewn01nts,
future discussions of the tutoring program which were planned at Lake
Minnewaska were held later in the year; a considerable number of tutors were

replaced for the spring 1967 semester.

Administrative Procedures - The vrocedures used vrior to this con-

fer=nce for tutor selection, assignment and sunervisionj; for student stipend
payment, records and control; for ordering, inventory, issuing, and account-
ing for materials, equipment and supvlies; as well as certain research acti-

vities were all the subject of much discussion.
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In each case some level of collaborative planning took place seeking ways

to define problems and issues, explore answers, and suggest actions. The
amount and level of such collaborative planning varied widely from one

issue to another as well as between different workshop groups. Thus, a
guidance group ranged widely over a number of separate probl.ms, accomplished
some movement toward more closely agreed definition of these problems and
possible future actions, then came up with a clear plan for continued work

on these problems at future monthly guidance staff meetings back in the city.

This plan has continued in operation to date.

Regularly scheduled participation of school coordinators in gui;

dance meetings was suggested and subsequently implemented.

Curriculum Modifications - Initial discussions of several curri-

culum modifications took place in four separate workshops. In each case

plans for future action were made. Thus, a group of English specialists
suggested a city meeting to investigate the discussant's belief that oral

and written composition were much more serious problems for CDD students than -
reading; it was agreed that a major need was the planning, writing and test~
ing of a composition program especially designed for CDD. Such a program was
instituted and this plan is now in action. Similarly a mathematics group
proposed investigation of the need and possible structure of special algebra
and geometry programs and such a program is now under development by a special
committee of college and school personnel. A social studies group proposed
examination of the special needs of CDD students in that subject. A meeting
of social studies chairmen and college consultants was held during the early
winter and plans adopted which are now in operation. Thus, this spring all
CDD students in one center were tested with a standardized instrument; the
scoring and analysis have been completed and implications of results for next

year's social studies teaching are being summarized at this time.

A major problem involved definition of the intended role of college
consultants in the CDD progran. This has been mentioned shove but is in-
cluded here since initial plans to work at this problem were evolved at the
conference. A later.series of city meetings resulted in satisfactory arrange~
ments among consultants and high school personnel regarding functions and
responsibilities: for example, only one situation among the twenty-five high
school departments remains at this time in which a high school chairman and
college consultant have not agreed on a pattern for the consultant's wrrk in

that department.
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Transition of CDD Students to College

Another serious-oroblem toward whose resolution initial plahning

"began at Lake Minnewaska was concerned with high school-college articula-

ion for CDD students. The City University had guafanteed that it would

~admit.every successful graduate of the College Discovery and Development

Program to a unit of the University. However, prior to the Lake Minnewaska

conference, there had been no definition of differential standards of suc-

"cess for admission to baccalaureate, junior college liberal arts transfer,

or two year community college terminal programs. Many inherently related
problems were raised during the Minnewaska meetings. Planning for subse-
quent works on these problems was begun and a number of stens have since

been corpleted.

Thus, the monthly guidance conferences have pleanned and begun a

zuidance staff deveélopment program to provide information, suggest tech-

nigues and prepare materials for the intensive counselling of CDD students

whose first class‘will-betgraduated in June 1968.

Similarly proposals for definition of criteria for college pro-

.gram acceptance are under formulation at this time.

A Genergl Note on Problem Solving at Laxe Minnewaska

It seems evident that a lsrge number of suggestions were made at
the conference for attempting solutions %o the program's problems. It
should perhaps be emphasized et this point that., in almost all of these

discussions by a large number of separate groups, there was a consistent

‘need to reexamine the proposed problem, its sources, the proposed solutions,

the ranges of freedom of action by CDD staff, the focus of legal power for
decisions and of staff access for persuasion where such power was actually

beyond CDD staff possession.

In some of the situations which arose, the action suggestions
made were outside the power, or bevond the control of participants; The
orientation session of discussion moderators which had emphasized the need
to explore this kind of distinction was found extremely valuable. For
example, the dissatisfaction of teachers with the results of the tutoring
program led one group of teachers to demand that the funds for tuﬁoring be

re-allocated to other program aspects.
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The moderator's questions, "Are we_abie to make such a decision ‘in this
- group?" "How can we find out what the facts are?" led to an immediate
call for the Director to join %hc group. The Director exﬁlained the .
funding and the law unde» which the tutoring funds had been g¢ranted.
This made it clear that it was in fact not possible to carry out the sug- ;
gested fund transfer. This general pattern also obtainrd in other group

meetings. As a result most of the .suggestions given by conference parti-

.~ —y

cipénts were in fact proposals for actions within the immediate power of
school or university personnel to implement, or were proposals for nego-
tiations.with those who possessed such decision powers, or were prbposals
for subsequent actions. Many such subsequent actions have OCCurrea or are

now in process.

It is perhaps germane to ask whether the positive actions seen

resulting fron this conference are attributable solely to the use of com-
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pressed survey-feedback. The writer mekes no claim that this is so: it

is evident that the techniqﬁes used led to productive engagement of parti-

o ———

cipants at the conference; it is clear that many misunderstandings were
ciarified; it is certain that fhe technique was only minimally resisted by
pafticipants and that but few negatives were expressed to the data feedback
process. It is also evident that a large ambunt of collaborative planning
occurred at the conference and that a considerable amount of this planning
was subseauently implemented. It is certain that there was little search

for solutions outside areas 6pen to activity by participants.

However, whether equally or more productive results might have
come from another kXind of conference structure and activity must remain

speculative.
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‘ CHAPTER VII
i SUMMARY AND CONCLUSIONS

This report has described the application of survey feedback to a
weekend staff conference of the College Discovery and Development Program.
Separate chapters have dealt with: (a) the CDD organization and its prb-
blems (b) the survey feedback technique as a method for stimulating
organization change (c) the mefhod used to develop materials and procedures
for conducting the conference by condensed survey feedback (d) the detailed
final plan for conducting the conference (e) an evaluation of the mechanics
of running the conferencs (£) an evaluation of the effect of the conference

on the participants and on the CDD organization.

The College Discovery and Development Frogram has the overall goal of
increasing the number of students from disadvantaged backgrounds able to
enter the City University and successfuily complete a bachelor's degree
program. The CDDP, operated at five high schools of New York City, pro-

- vides special educational assistance to high school students who have

.- social disadvantages and generally unsatisfactory school performance, but
| who nevertheless show pctential for college. The special educational
assistance includes small classes, augmented guidance services and
tutoring. The program also includes the use of college professors as con-
sultants to the high school staff. At the time of the conference,

! November 1966, the program was in its secona year of operatidn. A number

L

of organizational difficulties existed including; differences in climate,
facilities and academir objectives among the host high schools; uncertainty
regarding role and function of staff, especilally with regard to the college
consultants; lack of clear and agreed criteria for selecting and dropping
students from the CDD program; uncertainty régarding the selection,
effective use, and supervision of the activities of tutors. It was felt
that the use of survey feedback would result in accomplishment of certain
conference goals to a greater extent than would a usual conference of
speakers and workshops. These goals included: the review and examination
by all participants of program objectives, performance and working
relationships; and, the proposing of solutions to organizational problems,
It was believed that such a conference should give a better basis for

administrative decision-making than would the traditional conference.

Survey feedback as a method of stimulating problem diagnosis and
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change in organizations involves determining by questionnaire the opinion

- of participants coacerning the functioning of the organization and their

own roles and wotivation; these answers are summarized and are presented
to various groups from the organization for discussion and action.
Coliaborating behavioral scientists attempot to facilitate the exauination
of the implications of the survey findings but generally do not interpret, -
advise or recommend. ' In the past, survey feedback method has been used in
industrial and educational organizations and has reguired a year or more
of collaboration between the behavioral scientist and the organization.

In the situation reported here, the investigators compressed and adapted
the survey feedback method for the weekend conference of the CDD stéff.

To their knowledge, this conference became the first one in which survey

feedback was used for structuring.

The application of survey feedback to the conference was developed
as follows: (a) an initial rough plan was drawn up by Professor
Thurlow Wilson of the Office of Research and Evaluation, DTE staff.
(b) The research staff raised questions and suggested modifications of
the plan. (c) CDD school personnel were consulted and their suggestious
and support were obtazined. (d) The revised plan was presented to the
entire research staff. (e) Conference discussion sessions were simulated
orrole played by members of the ORE staff and discussion rules, method of

data presentation and observation method were revised as a result.

The full report gives a detailed exposition of the f_o. 7Plan for
the conference including: the schedule of events; the introduction of
participants to the conference; the questionnaire; methods of dats feedback
and discussion at the various meetings; the data displays; methods orf
observing the meetings; special interest meetings with nc survey feedback:
the post conference questionnaire; the responsibilities of the research
staff; and, a list of matters upon which pre-conference decisions had not
been made. All memos and materials used in running the conference are

given in appendices.

Some one hundred people attended the weekend conference. Those
attending from the five CDD high schools included: teachers, guidance
counselors, department chairmen, and principals. The central office of
the New York City Board of Education was represented by guidance
supervisors and administrators. City University personnel at the conference
included the central staff of the CDD Program, college curriculum con-

sultants and staff of the Office of Research and Evaluation.
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The first seséion, held Friday evening, ﬁncluded all participants
and consisted of opening remarks, the'administration of the CDD question-
naire, and a keynote speech. Replies to the CDD qu;stiénnaire were
summafized and displays were ﬁrepared for.use at each of the-meetings
held on Saturday. Saturday morning discussion groups coﬁsisting of those
'in the same position (e.g., teacher, college consultant, administrator)
were given a summary of obpinions concerning dDD goals. Saturday afternoon
disciplines {e.g., English, Science, Social Studies) met together and
. reacted to opinions from the CDD questionnaire ccncerning accomplishments
of variqus types of CDD workers. Each of the five CDD high schools held
individual meetings Baturday evening. CDDIquestionnaire data fed back
to the school meetings dealt with communiéation between CDD versonnel
and anticipated effects of proposed changes.in the CDD program. Sunday
morning gatherings were each focusséd.on a topic of svecial interest to
conference participants, as determined py a poll taken during the
conference, (fdr example, cultural enrichment, turors, and selection of
CDD students). ' '

'For éacﬁ meeting with data feedback, a moderator and a recorder
were chosen from all thoseuattending. A data spacialist ﬁhp was ah ORE
staff member, was also designated. The moderator was to run the meeting
according to a prescribed set of rules. The recorder was to take periodic
notes on CDD problems and suggéstions. The déta specialist was to give a
non-evaluative presentation of the_data and write observations on certain
events occurring during the meeting (for example, deviations of the

moderator from the rules or requests for additional data).

The conference fan according to the final plan with a few excevtions, .
The most important deviation occurred when, contrary to instructioms, two
principals took over their school meetings and gave lengthy speeches to
their staff. These two meetings comprised two of a total of twenty-two

meetings, in fifteen of which data feedback was used on the planned basis.

The mechanics of the conference were evaluatéd by examining the
CDD questionnaire, the data feedback, and the ways in which the specified
discussion roles had been played. As a result of the conference
experience, recommendations are given for improvementvof the questionnaire
and the data fsedback. The major need was for simplification and reduction
of the material covered. The observer notes described to what degrees the

discussion moderators had carried out their specified role; the major
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problem proved to be'overparticipation by moderators. Whenlthe investigators
used the recorders' notes to summarize for all meetings the’prdbleﬁs raised
aﬁd.solutions proposed, they'found'these nnteﬁ ralher unsatisfactory. Care
had been taken that the data specialist or research staff observer not
become a focus of attention in the meétings, and.it was found that the data

specialists did manage to remain unobstrusive.

The effect of the conference on the ﬁarticipants and on the CDD
organization in general was determined from observer notes, from a post-
conference questionnaire and from informal observations made by the CDD
directb: in the months following the éonference. The major findings were:
(1) participants showed only minbr resistance to the survey feedback method
of conducting the conference with the notable exception.bflthe two prin-
cipals who took control of their school meetings, (2) CDD personnel cited
a number of topics of value to them'which had been discussed, especially'
the tutorial program, se;ection‘and retention of students and the function
of college consultants, (3) participants were approximately equally
divided as to whether the data feedback and discussion procedure had
hamperéd or stimilated and guided their discussions, (4) half of those
responding to the post-conference questionnaire listed one or more specific
recommendations emanating from the conference which they believed could be
carried out in the schools; these recommendations most commonly concerned
improved ccmmunication between CDD staff. On the other hand, approximstely
one-third expressed skepticism as to whether recommendations made at the
conference could be carried out in the schouls. (5) Conference.discussions
were at least partly responsiblé for a number of decisions and actions
taken after the conference relating to student selection and retention,
.special programs in English, methematics and social 'studies, and the role

of the college consultant.
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Table 1

Numbers of Various CDD Personnel Completing Conference and
Post Conference “uestionnaires

Number completing guestionnaire:

Conference Post Conference

Teacher 3k 21
Guidance Personnel 10 T
Guidance Counselor 7 3
other guidance .3 L
College Consultant- T 7
Administrators 17 18
coordinator -5 5
dent chairman 6 8
principal b l
admin. assist. 1 1

1 0

other admin.

TOTAL 68 58
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Number of ) Table 2

Qgpg;ﬁgzgi'.'“. : Departures from Moderator Checkllst

(based on observer notes for 17 conference groups)

DISCUSSION PROCEDURES

1 1. Announce composition of gfoup; ask participents énd data special-
) ist to introduce themselves. .

2 2. Turn on tape recorder.
o - 3. Announce discussion objectives:
"to consider the questionnaire data )
to discuss CDD problems implied by the data
to suggest possible solutions
k. Outline discussion procedure to group'as follows:
a) Session will be two hours long.
b) Ouestionnaire data dlsplay will be preqented by data
specialist,

2 _ ¢) We will summarize the discussion at approximately 30

minute intervals, at a convenient point.

-1 d) A recorder will ncte down problems raised and solutions

: suggested but without identifying the contributor. These
will be collected at each session and summarized at end
of conference.
Tape recorder is.being used to énsure us against loss of
suggestions.
e) Recorder will read notes at end of session.

6 5. Assign one-half of the group responsibility for summarizing pro-
blems raised and the other half responsibility for summarizing
soclutions at each of the 30 minute summary breaks.

3 6. Appoint a recorder; recorder is not to take notes during the dis-
cussion but only to take down summarized points distated by group.

0 7. Ask data specialist to keep track of time and to 51gnal 30 minute
points. .

1 8. Ask data specialist to present data. Data spe01&llst will not
1nterpret dataj; this is for the group to do.

1 9. Allow time for data study and ask for comments.

7 10, At each 30 minute summary point, ask group to summarize problems
ralsed and solutlons suggested.

2 11l. Ten minutes before end of session, -ask recorder tc read notes.

12. At end of session, data specialist will collect reccorder notes
and tape.
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v ~ Table 2'(continued)'-

Number of

: Qggartures

Discussion Tips

~ 1. Try to limit discussion to one topic.at a time.
1 © 2. Try to stop private discussions; suggest that all comments
_ ~ should be heard by entire group.
1 . - 3. Continually ask pa;t1c1pants to suggest solutions. Ask,
' "What can we do about the problem?" .
Lk, Limit vague grives with such comments as:
' "We are not here to assign blame."
"We are here to suggest possible solutions for future action."
"We are here to flnd out how our colleagues .perceive the
- CDD Program"

No departures from plan were reported by two observers
'Other -departures:

Moderator also took role of active participant.
Summary too long for time limits

No moderator, data spe01a11st was moderator

No data specialist

Moderator called partlclpants by name

Discussion during summaries

Principal delivered speech

No moderator, principal took over moderators role

R
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Table 3

Comments on Survey Feedback Method During Conference Meetings:.
Criticisms of Questionnaire and Data Presentation, Requests for Additional Data -
(from observers' notes of 17 conference meetings).

A, Criticisms of Questionnaire

-Questions should have been completed by students.
=Questionnaire not clear enocugh in all respects.

-Item 41 not clear. '

-QB5 is loaded

=Description of coilege consultent's role not realistic.

=Instrument not valid--How can we evaluate what a guldance counselor
is doing. .

~Have people in area prepare quest!lonnaire (i.e.lTasks)

~Not enough time given to take questiocnnaire--data may not be that valld (3)
~Instructions not clear on questlonnalre.

~"Accomplishment" is an interpretation.

~Circulate qﬁestionnaires in advance. _

~Teachers should nct rate some cells for cbmmunication.

-Why have students inh interaction chart?

~Communication matrix does not include communicetion amongst teachers.
-Difficulty understanding + and - ratings. '
~Cuestion validity of some items in questionnaire.

~Items not specific ' '

~-Provide further clarification about suggestion for "additional goals".
-Lack important goal--self-esteem

-How could teacher(know about’ identification of students?

B. Criticisms of Data Presentation
-Wanted interpretations, which data specialists could not give.
-N did not represent all CDD
-Insufficient data
-Data summaries are meaningless.
=Impression of Data Specialist that d&ta.not necessary, and that partici-
pants discussed topic without referring to data (2)
-Criticized clarity of items on chart.
-What does "moderate" mean?
~Numbers on display toco small

ll n

-Data in sessions dcesn't time with information in earller session.
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Table 3 (continued)

A. Requests for Survey Feedback Dats’

_Data too general - needs clarification ‘

-What is method of determining top and bottom é in accomplishment
-Number of individuals answering

-Déta on range or dispersion

-Distribution of ratings of suggested chanées

-Reduest for data which will be given -later

-Wants to see charts of the other groups (2)

B. Reguests for data about CDD Program
-Conditions of coliege entrance
~Drop-out data
-Identification criterion
-Attendance record comparison
.-Criterion for determiniug disadvantage (2)
-Personality problems of child _
-Comparison of summer program students with the others.
-Need for further assessment of attitudes of CDD personnel
-Results of standardized tests

-Absenteceism data
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Table U4
Evaluation-of CDD Lake Minnewaska Conference by Participants 

Questionnaire and Data Presentation .

"please indicate specific points of approﬁal or disapﬁroval'with the use of
questionnaires and the summary of their answers at the CDD Conference.” ‘

A

NO COMMENT MADE S Teachr Guid. Coll Con Adxlr:in Total,
- 2 .1 . 13
CONTENT AND WORDING OF QUESTIONNAIRE .
Ambiguous, complex C . 5 : o 2 7
No allowance for differences in inter- ° : )
pretation to questions 2 ) 1 3
Some did not have the information to answer 1 2 33
How were questions selected? . .2 2 -
too superficial R 1
ommltted important areas 1 : ) )
"quantifying the obvious" to protect oD . o . ;s
program 1 ’
Some questlons allowed only all or nothlng - . .
response A ' v : ' !
should have had more opportunity to 1nd1cate ) ' I -
dissatisfactions 1 '
Should teachers evaluate administrators? 1 :
ADMINISTRATION OF QUESTIONNAIRE
Give gquestiommaire before the conference 1 1 . 2 L !
Not enough time to complete, too long 2 1 1 3
Too tired Friday to take gquestionnaire 1 :
SUMMARIZING AND REPORTING DATA -
liked rapid feedback ' 1 ' 1 -
no presentation of write in comments L ' ' l
summaries were good . 1 ) _ I
" no, of cases too few for discipline groups i
for meaningful statistics 1 l
Did not take into account thcose in CDD who . ’
did not attend the conference - 1 '
EFFECT OF QUESTIONNAIRE AND DATA DISPLAY ON DISCUSSION .l
stimulated and directed dlscu551on, spring- '
board for discussion 1 2 2 1 6 i
hampered discussion, too directive . 3 2 1 ' 2 8
related individual sessions to total theme
of conference . 1 !
Gave long list of questions for discussion .
and only discussed first few . o . 1 .
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Table 4 (continued)

. B

Teachr Guid, Coll Con. Admin.
CoL L . MEAW RATING OF SATISFACTION WITH 2.68 - 2.85 3.28 . 2.75
I - © QUESTIONNAIRE AND FEEDBACK PROCFDURE
- : 4 = complete approval
0 complete disapproval

I . o
!, . NUMBER OF CASES 22 T 7 14
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: Table 5

Evaluatlon of CDD Lake Mlnnewaska Conference by Participants
Wey in Which Meetings were Conducted N ‘ ) -

"please indicate specific points of approval or disapproval of the way in which.
the meetings were conducted"

. o Teachr Guid ~Coll ‘Con Admin Tc¢
NO COMMENT MADE . o 12 3 3 10 zo

MEETINGS PROPERLY STRUCTURED ‘

Meetings were well structured 2

free discussion . : : . 1 e
recorder promoted focus ' 2 '

MEETINGS OVER OR UNDER STRUCTURED

moderator cut off discussion where it might o
have been profitable . 2 . -4

rules were "straitjacket" : ' ‘ 1 ;

lack of opportunity to discuss some problems we , ‘ Lo
had hoped to discuss

we strayed from J=ssues

too much stress on questionnaire results

too much concern with meeting technique

TAPE RECORDER .

inhibiting : ) 1. : ;
good -idea . _ l 1
211 meetings should have been taped : 1 Lo
recorder unnecessary with tape recorder i ' :

RECORDER(ASSIGNED TO WRITE NOTES)
recorder promoted focus
recorder unnessary with tape recorder .
30 minute summaries interrupted . . 1 1
recorder should have been provided so that a ‘ ’

group member did not have to assume this duty j
recorder was able to participate in the meeting 1l a

OTHER COMMENTS

presence of status person was 1nh1b1t1ng 1l
needed information critical to the discussion 2
not enough time for deep examination of prob=

H

)
r.‘

[ S

Py

N

lem 1l h
meetings too long : 1l N
some people not aware before conference of

their role ‘ 1 .- %
need moderators with stimulating personalities. : _ ‘ 1 j
orderly procedure but no insights , 1 I
dividing group in half to keep track of problems’ ,

end solutions was no good 1 }
MEAN RATING OF SATISFACTION WITH WAY OF CONDUCTING . '

MEETINGS ( 3.0k .43 2.71 3.28 3.

No. of Participants 22 7 7 L 3

o bty
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Table 6
"Evaluation' of CDD Lake Minnewaska Conference By PartlclnantS'

Valuaole Topics. Dlscussed

"Please indicate specific toplcs dlscnssed‘wnlch_you found especially valuable.”

: o Teachr Guid Coll Con Admin Tot
NO VALUABLE TGPICS LISTED S Iy 16

CDD  PERSONNEL AI'D RELATICHSHIPS
collese consultant funetion
clarification of guidence role
relationship between CUNY and BOE
teachers reports on CDD students
consultant-teacher
consultant-dept chairman

rcole of vrineipal

problems encountered by teachers 1 :
tutorial , , ok 3 1 3 1
OTHER ‘ :

how riy subjeet is handled in other centers
lack of comaunication

structurlnp of teaching nrocedures

class size

Tunds for materials

curriculum

W
S i
HEEH WO

o

e

R s N P

Coordination within school
articulation with jr. high counselors _ 1
procedures in different centers . ' 1 1
problems of different centers . i _ 1
help aveilable £t~ schools ‘ ,

goals, aims 1

future of CDD :

HUOURLDWHE O PW

e e el



retention of students

“problems of staffing
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Table 7

'Eﬁéluation of (DD TLake Minﬁewaéka Conference by Participants
Toplcs Needing Attention-or More Attentlon S !

"Pléase 1ndlcate CDD toplcs ‘which needed attentlon or more attentlon durlng the
Conference." : . . . ' i

: Teechr Guid Coll Con Admin Tot™
NO TOPICS LISTED - .. 6 1 2 3. 12

CDD PERSONNEL AND RELATIONSHIPS _
tutorial program -1 o _ 1
intercenter communication -1 '
how various people are supposed to work

together . 1 . _
teacher selection ’ - : 1
problems encountered by teachers ; 1
orientation of CDD teacher 1
functions of guidance counselor . S | :
coping with lack of prof. c¢linical help ' 1
articulation Univ. and high school ; : ] ] 1
role of consultant N . : 2

CDD STUDENT ° ‘ ‘ L o o

new approaches to CDD student 1 ' '

criteria for selection . _ 2 - 1 : 3
- .

L
Al

i

DY e b

g

A O e

development of leadership gqualities ln

students 1 :
what will happen to CDD student in college 1 . _ 1
emotional problems of CDD students 1 .
plan for CDD students with reccrds of fallures , 1 1
plans for selection of CDD students ) 1 '

FUTURE OF CDD PROGRAM

funding of cultural program 1

future of program ' 1
1
1

.'—."“."m.'”

=

what will happen to CDD student in college
whether to retain CDD classes in senior year
plan for CDD students with record of failures
retention of students 2
plans for selection of CHD students

vocational guidance

plans for research ' ' 3 3

OTHER . : ' . !
specific teaching techniques
purpose of CDD program
curriculum construction
subject area )

cultural enrichment

H o e
e
e P ~

.

articulation of CDD and Columbia summer session
comparison between centers-«%pass1ng, regents
stipends

HERP PP

R =

e
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Table 8

Specific Recommendations Which Can Actually Be Carried
Cut in the School ' .
(Summary & Analysis of Items 6 & 7 of Post Conference Cuestionnaire)

(v=10) ~ (W=7) (N=16)  (m=3L4) (N¥=67)
cc AD : T -

ac TOTAL
COMMUTICATION ‘ 6 3 11 7 27
Between departments & other CDD . .
personnel, teacher & Adm. GC, etc. 1 2 1 L

Sharing of experiences with other
teachers & schools (in writing) 1 : 1

Weekly or frequent conferences at
the schools 1

w

Improved communication between HS
and feeder scheols (i.e. re se=~’ .
lection prccess) -2 : 2 h

Better liaison between teacher &
tutor (teachers send dittoed
outline of Study Unit to tutor) : 1

Periodic teacher-parent meeting 1

Ny
w

Have inter-center newsletter for
different subject teachers 1 . ’ 1

Closer articulation of Dept. ch. , )
with teachers & tutors 2 2
Meeting of college consultant & ' . .
tutors : ’ 1 1

Feedback & information about selec-
tion process

=t
o]

Guidance counselor should acquaint
JES counselcrs with emotional
problems to be considered in
student selection

SCHEDULING

Better scheduling

ot

o}

Smaller classes

)

Released time for teachers

ot

2 periods for all FL students

S ST I SR ST
Lot

[}

Reducéd work load for DD coordinator

More double periods (& homework in
school) 3

Teacher remaining after school occa-
sionally to assist tutor 1 1

(]

Schedule students jinvc classes
[ERJ!:‘ not designated as CDD ) 1 ' 1
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' Table 8 (continued) ' -
(v=10) (N=7) (§=16) = (m=34) . (N=67) }
. GC "CC AD T TOTAL -+
TUTORING = R 3 1 5 1 10
Better coordination of tutors ' 1 2 3
Recruitment & training of tutors 2 2 - L
More effective wtilization of. tutors ‘ 1 1
On the job assistance frcm Dept. Chmn. 1 1
Give progrcmmed materials to tutors ' : 1
'ROLE | 1 1 3 0 5
Curriculum development by chairman 1 1.

[

Problem of role & function of consultant . -1

Determining bfvresponsibilities of HS .
chairman & college consultants : 1 1

College consultant helps in working with _ .
individual case material . 1 T : : 1

Department chairman has role in select-
_ing CDD teachers 1 1
OTHER ' 2 1 h N 11
Better screening procedures . ' 1 . 1

Improved teacher & pupil orientation ,
to program : 1 . 1

Retaining of pupils on other than ccllege .
preparatory tract 1 1

Enrichment procedures (excursions, col- . . ' »
lege visits, supplementcry materials, l

& machines : 1 1 1 3

Description of emotional problems
making candidates unsuitable for .-
program )

¥wed for higher level decisions

Aims of program must be learned as
commitments of students 1 1

Increased emphasis on study & test- :
taking habits ' 1 1
Adaption of English to other subject
areas : 1 1

Number of suggestions » 13 © 10 24 16 63

NO ANSWER 3 i 6 9 22




- 65 -
" Table 9

Specific Reédmmendations.Whiéh Cannot Actually be Carried .
Out in the School

(Summary and analysis of items 6 & 7 of post conference questionnaire)

(v=10)  (N=7). (n=16) (n=3l) (N=67).

GC . ¢ . AD T TOTAL
COMMUNICATION : | 2 2 ) 2 6
Special meetings with teachers for ‘ ) » -
"isolated cases of superior students . T & v . 1
Private & group conferences with _
Guidance counselor 2 o E 2
More college consultant/teacher
conferences : R o 1
More cooperation from chairmen - ° . L ' 1
Greater communication of CDD teacher : o ‘
with CDD versonnel outside the school 1 1
SCHEDULING . o 3 . 3 7
More double periods (for science, o '
for math 9 & 10) ' 1 1 2
3-term, rather than 2-term courses 1 2
Released time for program teachers ' . 1 1
Smaller class size 1
Problem of space 1
TUTORING , 1 1 2 1 5
Hiring of retired teachers &/or stu- '
dent teachers as tutor i 1 : 1l
Screening & adequate supervision of
tutor 2 1 _ 3
Facilities for tutors : 1 ' - 1

OTHER 3 o2 2 5 12

Teachers should proceed at pace com-
mensurate with student needs (stu-
dent directed, not content directed) 1 2 ) 3

Curricular adaptions for CDD pupils

Accent place on mastery of subjéct, not ]
memorization of a set of responses ' 1

Innovations in teaching technlques 1 ' 1

Clearly structured role for college _
consultants, make it more creative : ' 1 1l
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Table_9 (continued)

(w=10) . (N:T)j
6 cc

Use of Pronx HS of Science on ex~
perimental basis (to provide bet- -
ter motivation)

Better timing of funding -1
Alternate college programs than
" 4 years E 1

Weekend- camping trips (3-week coed
trips, summertime trips)

None of the recommendations c¢an be
carried out, because the school
tends to perpetuate its own prac-
tices, for convenience

Number of Suggestions 7 -

NO ANSWER . R 3 . 5

(v=16) (N=3b) (N=67)
- AD. T | TOTAL

1 1
1

1

1 1

1 1

7 11 30
2 .12 31
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Table 10

Total und Responding Number of Participants to -
In-Conference and Post-Conference Questionnaire

Institutional Affiliation Number'Coleeting Questionnaire
Official Status of Parbticipants .
Status : Post
-Total Conference Conference
College Discovery Center Personnel
Coordinator 5 5 5
Secretary 1 - -
Teacher L 34 21
Guidance Counselor 7 T . 3
Chairman, High School Department 7 6 . 8%
Principal or Administrative '
Assistant 5 5 5
(] 57 v
Board of Education Personnel _
Guidance Supervisor 3 3 Y%
Administrator 3 1 0
[ iy %
City University Personnel
College Discovery and
Development Staff 9 - -
Office of Research and Evaluation 9 - -
College Curriculum Consultant -9 T T
Secz tary 1 - -
g kid 7
Columbia University
Observers from Double )
Discovery Project 2 _ - -
165 8 53

¥Additional questionnaire collected from participant not officially registered
a2t conference,




)» | . . APPENDIX A .
THE USE OF SURVEY FEEDBACK IN THE 1966
z ' COLLEGE DISCOVERY AND DEVELOPMENT CONFERENCE

(distributed to ORE staff for discussion at ORE staff meeting.)




A three day conference of certain participants in the College Discovery and
Development Program--teachers, counselors, college coordinators, administra-
tors--will be held on November 18-20 at Lake Minnewaska. The theme of the
conference will be "CDD Goals and Realities". The planned research is a
method of conducting the conference,

Aims of the Research

l. To determine how the: CDD Program is seen by various participants with
regard to: goals, accomplishments, roles of participants, persconal
satisfactions and dissatisfactions.

2, To stimulate participants to review objectives of the program, perform-
ance, working relationships.

3. To stimulate the participants tc make recommendations concerning the CDD
-program in the light of their critical review of the program, recommen-
dations which can and will be translated into action at the school level.

L. To assess the willingness and ability of various participants to recog-
- nize and deal with various problems of CDD such as conflicting role ex-
pectations, discrepancies between desired and actual performance, communi-

cation difficulties.

5. To assess whether following the conference any action is taken at the
school level concerning the recommendations made at the conference.

6. To determine the participant's reaction tc the researchers and the method
of conducting the conference.

7. To aid the administrators in making policy decision about CDD,

8. To help the ORE research staff in the development of research about CDD.

Summary of Method of the Planned Research

On arrival participants will complete a questionnaire giving their beliefs and
opinions concerning the CDD program. (See attached copy of tentative question-
naire). This information will be swmmarized and will be presented to small
groups of participants the next day. The information given to the groups will
also include objective data such as dropout rates and objective test performance.
Bach group will be encouraged to discuss the information toc arrive at evalua-
tions and recommendaticns. A member of the research staff will be present at
eacti discussicn te give the information and to observe. These sessions would
be tape recorded for later analysis. The participants will finally complete a
brief questionnaire to elicit comments on the conference.




Friday Night

Saturday Morning

Saturday Afternoon

Saturday Evening

Suriday Morning

Sunday Afternoon

A-2

CONTERENCE SCHEDULE

" Opening speeches

Administer questionnaires (20~30 minutes)

Teachers assigned to 12 man discussion groups
randomiy. Guidance, administrators, will have
their own meetings. Survey feecdback.

Teacher and college consultants meet by specialty
(English, math, science, etc.). Survey feedback.
Guidance and administrative personnel will have
own meetings.

The pérsonnel of each of the five CDD high schools
will have a meeting. Survey feedback.

Special interest group meetings. -(No survey feed-
back). Individudls will elect which session they
wish to attend. Examples of possible topics:
enrichment, using outside agencies, special learn-
ing problems of the disadvantaged., dropouts from
the program, &te,

'Summlng up of conference and clos1ng speech. A

brief questionnaire.
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; APPENDIX
FIRST DRAFT OF CDD OUESTIONNATIRE
- (distributed to ORE staff for discussion at

ORE staff meeting.)
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Ideal Goals of the CDD Program

{

Here is a list of 8 goals which varicus people have mentioned
for the CDD program. We want to find how important you think each of
these goals are for an ideal CDD program. Rate the importance of each
goal in the ideal program 1, 2, 3, 4, or 5 with these meanings:

L )

2 = if you think the goal is quite important

—

if you think the goal is extremely important

- if yoﬁ think the goal is somewhat important

3
[ 4 - if you think the goal is slightly important

5 - if you think the goal is of little or no importance

i Your Rating for
IDEAL CDD Program

improve teaching methods for disadvantaged children
develop self esteem and self confi ence of CDD students

‘ prepare the students so'that a maximum number will complete a -
- _ h-year college . ' :

develop the students' appreciation for, and desire to partici-
pate in--the middle class way of life ‘

enable the maximum number of CDD students eventually to get a
a well paying job

develop in the students a deep appreciation for, and interest
in the arts (music, literature, etc.)

develop the students' understanding and pride in their own
racial or ethnic group

A

make sure that u maximum number of CDD students complete high
school
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Actual Accomplishments of CDD Prbgram
Now we would like to know how well you think each of these 8 goals

is being accomplished by the CDD program. Rate the accomplishment of each
goal 1, 2; 3, 4, 5 with these meanings: . . .

1 - if you think goal is being accompllshed extremely well by
CDD program .
2 - if you think goal is being agcomplished quite well by CDD

- program

3 - if you think goal is belng accompllshed somewhat by CDD
program

b -~ if you think goal is being accomplished only slightly by
' CDD program

‘5 ='if you think there is little or no accomplishment of this
goal by CDD program

' Your Rating of
Actual Accomplishment
of this Goal
improve teaching methods for disadvantaged children

develop self esteem and self confidence of CDD students

prepare the students so that a max1mum number will complete
a b-year college

develop the students' appreciation for, and desire to parti-
cipate in--the middle class way of life .

enable the maximum number of CDD students eventually to get
a well paying Jjob

develop in the sﬁuﬁents a deep appreciation for, and interest
in the arts (music, literature, etc.)

develop the students’ understanding and pride in their own
racial or ethnic group

make sure that a maximum number of CDD students complete high
school
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Description of CDD Jobs

COLLEGE CONSULTANT

Mark + before the two JObS that you think that co)lege consultants are .accom=-
plishing most and - before the two JObS that you think they are accomplishing
least.

Supply needed material to teacher'or expedite.the obtaining of the materials
Help evaluate how well the CDD program is working and where it can be improved

Acquaint the teacher V;th new and promising approaches for teachlng the disad-
vantaged student -

-Make.colleges aware of the needs of teachers and other school personne] in the

CDD program ,
Talk over the day to day classroom problems with teachers
Help teacher to understand and deal with the emotional needs of CDD students

Help the teacher to make lesson plans for the week

* CDD SCHOQOL COORDIHATOR

Mark + before the two jobs “hat you think that school coordinators are accom- .

- plishing best and = before the two jobs that you think they are accompllshlng

least.
Supply needed material to teacher or expedite the obtainipg of the materials
Help evaluate how well the CDD program is working and where it can be improved

Acquaint the teacher with new and promising approaches for teaching the disad-
vantaged student :

.Make the prinicipal aware of the needs of teachers and other school personnel

in the CDD progran

Talk over the day to day classroom problems with teachers

Help the teacher to understand and dea’ with emotional needs of CDD students'
Help the teacher to make lesson plans for the week,

Plan and carry out the training of CDD tutors

CHAIRMAN OF HIGH SCHOOL DEPARIMENT

Mark + before the two jobs that you think that thP department heads are accom-
plishing best in the CDD program and - before the two jobs that you think that
they are accomplishing least.

Supply needed material to teacher or expedite the obtaining of the materials
Help evaluate how well the CDD progran is working and where it can be improved

Acquaint the teacher w1th new and promising approaches for teaching the disad~
vantaged student

Make the principasl aware of the needs of- teachers and other school personnel in
the CDD program
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CDD Conference--Description of CDD Jobs

'Talk over the day to day classroom problems with teachers

Help the teacher to understand and deal with emotional needs of CDD students

Help the teache» to make lesson plans for the week

Plan and carry out the training of CDD tutors

Now we would like your opinion concernlng what various kinds of people in CDD
~ (teacher, guidance counselor, tutor, etc.) are accompllshlnb.

TEACHER

Mark‘a + before the two jobs that you think CDD teachers are generaily accom-
plishing most.

Merk a - before the two jobs that you think CDD teachers are accompllshlng
least.

Bring out hidden academic potential of students

Get students to recognize the importance to them of high school and col;ege
Make sure that students study the assighed materlal thoroughlyr -

Help students overcome def101ency in basic academlc skills such as reading

Impress students with the importance of good manners and good personal appesr=-
ance

Maintain order in the classroom

~Serve as a model or object of identification for the student

GUIDANCE COUNSELOR , |

Mark a + before the two jobs that you think CDD guidance counselors are accom-
plishing most. ' .

Mark a - before the two jobs that jou think CDD guidance counselors are accom-
plishing least. '

Help the “teacher to understand the emotional needs of CDD students
-Help the CDD students by counseling them

lSupervise the testing of CDD students

Deal with discipline problem cases

Help teacher design instructional material suited to -special needs of CDD stu-
dents ‘

Serve as a model or object of identification for the student

CDD TUTOR

Mark'a + before the two jobs that you think CDD tutors are accomplishing most.
Mark a - before the two jobs that you think CDD tutors are accomplishing least.

Provide children with first hand information concerning what colleges are like




CDD Conference-~Description. of CDD Jcbs

Help the teacher to understand the emotional needs of CDD students

~ Correct papers

Explain important subject watter concepts to the CDD student
Serve as somecue with whom the student can identify

Assist the teacher in maintaining discipline



APPENDIX C
GUIDE FOR DISCUSSION LEADERS

(Dlstrlbuted to ORE staff for use at ORE staff meeting
concerned with CDD conference. )
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Role of Discussion Leadef: The discussion leader should try to facilitate

“the discussion, act as a springboard, introduce the. several topics and

give ample time to each, etc. He should'not try to lecture or dominate
th2 discussion. _—

Tlming The Dlscu551on groups w111 be formed at about 10:00 a.m, and w1ll

"end about 10:45 a.m.

Appointment of .a Reporter:. At the beginning of the discussion period, each
discussion leader will appoint a recorder for his group. .The recorder will
be responsible for Jottlng down the essentials of the on-going -discussion,
and to make a 2-3 minute presentation to the meeting after the whole group
reconvenes. (It should be noted that the reporter is a responsible position
and no? Jjust secretarial, so that the selection should be carefully consi--
dered

Suggested Questions

The following are a 1list of suggested questions which should serve to indi-

- cate the scope and direction of the dlscu551on.

1l.. What are the advantages and disadvantages of the survey feedbackbdiscué-

sion method of conducting the conference as compared to the usual confer-
ence methods?

2. What behavior at the CDD conference might result from the use of survey
~ feedback?

3. What behavior aL the CDD conference mlght result from the presence of
observers and researchers?

L. What forms of data display would be hest for the conference?

5. At the discussion, what should be the role of the discussion leader?
the researcher° the reporter?

6. Under what conditions would the survey feedback discussion~techhique
lead to actual change in the CDD operations of the school?

7. What types of data gathering is needed at the final session aﬁd/or after
the conference?
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COLLEGE DISCOVERY AND DEVELOPMENT PROGRAM
Lake Minnewaska Conference

Tentat1Ve Program
Theme CDD, Goals, Progreos and Problems

Friday November 18, 1966
4:00 - 7:30 P.M. ~ Registration
T:30 Dinner
8:30 . General Session
' Introductions and Greetings
survey of Conferees' Opinions
Re: CDD Goals, Progress, Prcoblems
Keynote Address
Dr. Jaccb Landers
"CDDP, Goals, Progress, Problems”

10:00 Informal Social Activities
Saturday November 19, 1966 - ’
8:00 Breakfast
8:45 = 9:15 ' Briefing for workshop moderators, recovders
9:30 ~11:30 Workshops A - organized by positicn
" A1 - Teachers '
‘A 2 - Teachers
A 3 - Teachers
A L - Teachers
.A 5 - College Consultants
A & ~ Guidance Workers
. A T - Administrators
11:30 ~ 12:30 Free Time
12:30 -~ PM . Lunch :
2:00 - h:OO ) - Workshops B - oraanlaed by specialization

-~ English

- Sccial Studies

- Mathematics
Science

- FForeign Language
- Guidance

~ Adwinistirators

[seBlevMiveMloeRvsMlor v
~J OV Fw
i

L:00 ~-6:00 ~ Free Time '

6:15 _ Register for choice of Sunday ﬂroups
6:30 Dinner

8:00 ~10:00 Workshops C -~ orgsnized by school

- Seward Park

- Thomas Jefferson

Jamaica

-~ Port Richmond -

- Theodore Roosevelt

Informal Sccizl Activities

QQQaQQ
N1 Fw
¥

Sunday November 20, 1966

7:30 - 8:30 Breakfast

9:00 -11:00 Special Interest Grouns
(to be defined)

1:00 ~ Lunch and Closing
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COLLEGE DISCOVERY AWD DEVELOPMENT PROGRAM
Lake Minnewaska Conference

Workshop Scheduls

Name

Dear Conferee:
'iﬁ order toc balance the workshops, especiélly’with regard to the size of

available facilities, we .ask that you attend the following sessions, as
checked below. ' :

Ffiday, November 18, 1966

8:30 P.M. General Session - Library

Saturday, November 19, 1966
9:30 ~ 11:30 A.M. Workshops A

A 1 - Library ' A 4 Conference Room A
A 2 - Parlor ' _ A 5 Conference Room B

A3 - T.V. Room A 6 Game Room

A 7 - Card Roam

2:00 ~ 4:00 P.M. Workshops B
B1 ) B L
B2 B S
B3 | ______BE6
BT
/8:00 - 10:00 P.M. Workshaps C
c1 : c3 |

cz2 ch

c5
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COLLEGE DISCOVERY AND DEVELOPMENT PROGRAM
LAKE MINNEWASKA CONFERENCE

OUESTTIONNATRE

The purpose of this questiomnaire is to provide you with an objective
summary of the opinions of participants in this workshop concerning

. .CDDP. Experience with other conferences has shown that meople usually
spend much time getting to know how others feel about their work. Much
of this time can be saved by collecting and organizing this information
in advance. To this end, the data will be organized tonight and oro-
vided for your use in tomorrow's workshoo.

Information is needed concerning how various kinds of personnel (such
as English teachers, Guidance counselors and College consultants) re-
spond. The responses of individuals will not be identified. Your an-
swers to the following gquestions will make the categorization of in-~
formation possible, but will conceal the identity of each individual.

INFORMATION NEEDED TO CATEGORIZE DATA:

Check dne in each category
L. Position

1 Principal 6 CDD School Cdordinator
2 Administrative Asst. T School Guidance Counselor
3 Devt. Chairman’ 8 College Consultant
by ‘Teacher 9 Guidance Suvervisor
5 Other: Specify . :

B. Discipline or 3pecialization
100 English © 13 o Foreign Language
11 Math i Science
12 Social Studies 15 Guidence

16 : Administration

C. Organizational Affiliation
17 Board of Education
18 City University
19 Other: Specify

D. Location (Omit this resvonse if you wish)
20 Manhattan 23 - Richmond
21 © ' Bronx ' 24 nueens
22 Brooklvn

When responding to the questionnaire, nlease resvond to evrery item even if
you do not feel thoroughly familiar with the subject of the item.
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Stated Goals of the College Discovery and-DevelopmentiProgram

,Al

25

26

27 _

28
29

The goals for the College Dlscovery and Development Program as. stated by

"the Board of Education and City University are listed below. Please rate
_the degree of importance (0, 1, 2,.3, 4) you would assign to each of these

goals- by entering the appropriate number next to each. Note that you may
use a rating more than once; for example, three ‘goals could be rated "o"
or "no 1mportance_. .

0 If you thlnk the goal is of .no importance
1 v of slight importance
2 " ' of moderate importance
3
L

" : B of much importance ‘
" : of extreme importance

Your rating for each goal

a) to identify disadvantaged youth who, at the end.of the ninth
grade, had heretofore been "undiscovered" in their potential
for college oo a .

b) to improve their motivation for sehool work

c) to improve their levels of achlevement in school

.d) to develop thelr expectatlonb for college entrance

d) to improve their chances for success in college

Bl

Enter below any other goals you- feel should be offlclally accepted by the

Board of Education and City’ Unlver51ty for -the CDD program and rate each

as to its importance as above.

Your rating for each additional goal

f)

g)
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1

30

31

3

33
3k
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Degree of Accompllshment of Stated Gosls of the Collece
Dlscovery and Development Program

A.
Given below are the stated goals of the College Discovery and Development

Program. Please rate the degree to which you feel each goal is being
accomplished by enterlng the appropriatz number (0, 1, 2, 3, or h)

0 If you thlnk this goal is not being accomplished at all

1 being accomplished only slightly

2 " being accomplished moderately well
3
L

" : _ being accomplished to a great degree
" . _ being accompllshed fully

Your rating of. degree
of accomplishment of stated goal

a) to identify disadvantaged youth who, at the end of the ninth
grade, had heretofore been "undiscovered" ‘in thelr notentlal
for college ’ :

b) to improve their motivation for school work

c) to improve their levels of achievement in ‘school

d) to develop their expectations for coliege entrance

e) to improve their chances for success in college

B.
If you gave additional goals, please enter below your ratlnbs of the

accompllsnment of each.

f)
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uollege Discovery and Development Oonference
Description of Tasks of College Dlscovery and Development Program Personnel

Please indicate below your judgment of the degree to which various: klnds
of workers in CDD are currently accomplishing the listed tasks.

+ tasks which are being accomplished satisfactorily

- tasks which are being accomplished unsatisfactorily
NA tasks which are not appropriate for the individual
Teacher

Cirele rating of task accomplishment

35 + - A Helping the student to perform academically in accordance w1th hlS
ability

36 + - NA Making remedial measures available to students to enable them to
overcome deficiencies in learning skills

37 + -~ NA Encouraging students to make use of outs:de resources; i.e. libraries,
museums, ete,

38 + - NA Helping students to recognize the 1mportance to them of high school
and college -

39 + - NA Helping students develop respect for themselves and - respect for
others '

Guidance Counselor

Circle rating of task accomplishment

40 + - NA Helping student to understand hlmself, his needs, capa01t1es,
emotions, etc.

41 + - NA Helping student to explore his educational end vocational future

42 + - NA Supervising the special testing of CDD students, (interest, attitudes,
aptitudes, ete.) and interpreting results for teacher

43 + - NA Suggesting to teacher means of dealing w1th students with special
emotional problens

b + - NA Identifyin; studenbs who need professional help outside of school
and referring them

Chairman

_ Circle rating of task accomplishment

45 + - NA Acquainting the teacher with new and promising techniques for
teaching the disadvantaged student

46 + - NA Making the princival aware of the needs of teachers

47 + - NA Talking over the day-to-day classroom problems with teachers
48 + - NA Expediting the obtaining of materials for the teacher
49 + - NA Helpwing to evaluate how well the CDD program is working w1th1n the

department
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Tutoe

Circle vrating of task accomnlishment

=4

- HA Helping students to complete work assiwnments

50 +

51 + -~ MA Servinz as someone wath whom the ctudent can identify

52 + - HA Bxplaining important °ubvect matter concents 4o the CDD student

53 + - A Hélpi ntudent to develop more efficient study habits

5L 4 - WA Pwnv111nv the teacher with additional inTormation abzut CDD . stuoent

College Consultant

‘Clrcle rating of tasik accomplishment

5 + - WA Suonlying needed materials to teachers or expediting the obtain-
©ing of the materla]s :

g1

55 4+ - WA Making co llebes aware of the 1eeds of Leachers ané cther school
versonnel in the CDD pro:;ram

57 + - KA Helnin; teachers to understand and deal with the special ‘educational
‘ needs of the CDD students : . '

58 + - HA Helopingz to evaluate how well Lhe CDD vrogram is workzing and where it
- cni e immroved
59 4+ -~ #h  Acrusinbing the teacher wibth new instructional materials fur vorking

with dlgadvantaged students

CbD S”h’ol Cosrdinator.

Circle Tating of tasy accomuplishment

60 + - MA Implementing and supervising the cultural nrogram £2r CDD students
61 + - NA Assicning and supervising of COhD tutors '

$2 + = YA Plarning and carrying cut the training of CDD tutors

63 + - K& Assisting in the scheduling of curriculum

6k + - NA Implementing meetings in which CDD mersonnel within the school can

exchanze ideas and feellngs:

ERIC

Aruitoxt provided by Eic:
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| EFFECTS OF CDD PROGRAM MODIFICATION

Here is a list of ways in which the CDD'progfam could be modified. Do you
think these modifications would improve the program? Rate each according
to the effect you think it would produce. '

+2 == 1if you think the modification would pfoduce much iﬁprovémént;
- if you think the modification would produce some ihp¥ovémenf;

.0 -f.'if you think the modification would have no effects

—i == if you think fhe modification would impair the program;

«2 == if" you think the médification would be seriously détrimeﬁtal.i

Your rating for program modification

65 uée better methods for ideﬁtifying'and selectiné]CDD students

66 obtain teachers through volunteéring

67 . develoﬁ special instructional méterials and techhique: only when
need for them is demonstrated

68 ___ " require participation of CDD students in extra-curricular act1v1t1es
at the Center .

69 _______ assess stuéent potential and progress ﬁpre frequently

70 ____-standardize grading and drop-out cfiteria throughout all Centers

71 ____ schedule CDD teachers for CDD studenté only

72 _____ use better methods for éelecting and supervising tutors

73 ______ assign responsibility to individual departments for trying out new
CDD instructional materials and techniques

Th ______ Dprovide regulafly scheduled meetings between principal and CbD teéchérs

75 ____ locate CDD program in Centers which have streng college preparatory
programs

76 give teachers information about the physical, psychologlcal and

family backgrounds of students



-

§ i,

E~7
Exchange of Information and Ideas Concerning the CDD"Program

A source of major difficulty in many organizations involves the effectiveness
with which information is exchanged. This section is concerned with ‘this
matter. .

Please rate the adequacy with which information is tyoically exchanged be-

tween various kinds of varticivants of CDD by entering the ammromriate symbol
in each box below, '

N  No improvement needed
S Some improvement needed
G 'EESEE imbrovemeqt needed
Example: Teacher B in X High School believes that:
tutor and consultant exchange needs great imnmrovement

chairman and consultant exchange needs no imnrovement
chairman snd tutor exchange needs some Imnrovement

Teacher B would make the following entries:

Chairman - tutor consultant

s w1717
Consultants G ///////
rtons /111111

Juapnig
TB8QToUTId
[0 BUTPIOO)
Tooyog
aao
JuByINSUO)
93aTT0D
Joqnj,
UBWLITBYD
JOTIasuno)
JouspIny

Teacher

Guidance
Counselor

Chairman

Tutor

College
Consultant

CDD School
Coordinator

Princinal
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APPENDIX F.

CHECKLIST AND NOTES FOR DISCUSSION MODERATORS
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- o : CDD CONFERENCE
B . . . Lake Minnewaska

 November, 1965
Checklist1fof'Discuséion'Moderator
] ) ~ General: Your role as dlscu5510n moderator is to vulde ‘the particivants
) toward identifying CDD problems and suggesting posunble solu-
tiocns.  Try ot to domlnate the dlscu551on. .

- .. DISCUSSION PROCEDURES

1. Announce composition of group: ask participants and data specialist
- W ’ ' to introduce themselves.

} - 2. Turn on tape recorder.

3. Announce discussion objectives:
) conv'de“ the ¢ucstionnzire data
tﬁ dismnea CDD provlems laplied by Lhe dals

L ,gest possible solutions

i : Lk, Outline discussion procedure to group as follows:

i - a) Session will be two hours long. - :

" b) fQuestionnaire data dlsnlay will be presented by data

4 ' specialist.

' ¢) We will summarize the dlSCuSSlon at apvrroximately 30
minute intervals, at a convenient moint.

d) A recorder, will note down problems raised and solu=-

‘ . tions suggested but without identifying the contributor.

=9 These will be collected at each session and summarized

at end of conference. '

Tape recorder is being used to ensure us against loss

of suggestions.

o e) Recorder will read notes at end of session.

5. Assign one-half of the-group respon51b111ty for summarizin: ovroblems
L raised and the other half responsibility for summarizinz solu-
tions at each of the 30 miaute summary breaks.

Appoint a recorder; recorder is not to take notes during the dis
cussion but only to take down summarized points dictsted L roun.

I ‘
[}
.
o.
P
%)
]

i
~3

Ask data specialist to keep track of lee and teo signal 30 minute
points.

Asic data SpeCJallSt to present data. Data specialist wiil not inter-
pret data; this is for the zroup to do.

e
oo
.

Allow time for data study and ask for comments.

| Bl
\O

10. At each 30 minute summary point, ask group to summariz: wproblems
raised and solutions suggested.

ERIC

/ [Arurnen poicod e



11. Ten mlnutes before end of sess1on, ask recorder fo read notes.

12. At end of sess1on, data speclallst w1ll colrect recorder notes and
tape. _

Discussion Tips

1. Try to 1limit discussion to one topic at & time. :
2. Try to stop private discussions; suggest that all comments should
be .heard by entire group.
3. Continually ask participants to suggest solutlons. Ask,'"What can we
do about the problem?™ :
L, Limit vague gripes with such comments as-
"We are not here to assign blame.”
"We are here to suggest possible solutlons for future action."
"We are here to find out how our colleagues perceive the CDD Program.

1



i . . 'CDD ‘CONFERENCE -

.Lake Minnewaska
November 1966,

’ ) . . Guide for Discussion Moderator

IA' : ‘ The CDD Conference at Lake Minnewaska has a threefold purpose:
- l) to provide an 6pportun1ty for participants in the CDD Program to
review progress to date; 2) to consider current problems in operating

2 _ Lbe progran; and 3) to discuss plans and procedures for improving the
program.

I ' " Experience with other conferences has shown that people spend
an inordinate amount of time trying to find out how others feel about

their work, what difficulties they are encountering, and which technigues
they have found to be effective. However, it haz heen demonstrated that
rwuch of this time can be saved by collecting and organizing the informa-

- tion in advance and making it available in summarized form to the wparti-
cipants for their use in discussion sessions. '

s

} . ) The participants will be asked to fill out a questicnnaire con-

" cerning their perceptions and opinions about how the CDD Program is opera
ing. The data from the guestionnaire will then be made available at work-
shop discussion sessions which have been scheduled throughout the remainder
of the conference. You have been asked to serve as a dlscu551on moderator
at one or more of these sessions.

Rt}

}-’ It is expected that the questionnaire data will highlight current

o CDD problems and stimulate discussions from which suggestions for program

2 improvements will emerge. OQuite obviously, the extent to which the discus-
sants engage in effective problem solving will depend upon the elffectiveness
of the discussion procedures and upon the skill of the discussion moderator
in implementing them. The following procedures are recommended for your

{ consideration. They will be condensed and made available to you at the Con~
ference in the form of a checklist.. All discussion moderators will meet in

? the library on Saturday morning at 8:45 o'clock to review the checklist.

Discussion Procedures and Leader's Role

1. The discussion moderator should assume a passive role, gulding
the discussants toward identifying problems and swggesting
possible solutions. Because of his contrziling vwosition he

} . should try not to dominate the discussion.

i

2. Each session will be approximately two hours long. The modera-
' tor should begin the session with a statement of discussion oh-

? jectives, viz., to consider the data presented; to discuss im-

- plications for the program; to focus on problems raised: to sug-
gest possible solutions. There should be a warning against
spending too.much time on matters outside the realm of the grouo'

s' influence. '




3..

s,

A data specislist will be available at every session. He
should be given the opportunity to introduce himself to the
group. The data specialist will have two functions: to
present the summarized information to the group (but not to
interpret it since interpretatzon is"the proper function of
the perticipants): -to take notes on how effective the method

. of providing informmtion for discussion by the participants

is in this Conrerence.

At each ses:ion one of the participants (a recorder) will be

‘appointed by you to record salient points in the discussion-
~ for summarization at the end of the Conference.

In addition,
the discussion will be recorded on tape to ensure that no
suggestions are loat.__‘ .

A% the beginning of each. séssion, the moderator'should indi-
cate to the group the procedures vhich will be followed. In
general these are:

a) The moderator will ussign +to one~half the Zroup respon-
8ibility for keeping track of problems raised and o
the other half, re:ponnibility for keeping track of solu
tions suggested.

b) A sumuary of the questionnaire information will be pre-
sented by the data specialist.

¢) The discussion will be summarized at approximately 30.
minute intervals. The data specialist will signal to.
the moderator when these time intervels have elapsed.

At each summary point the moderator will ask the group
to state the problems raised and the sclutions suggested

d) The recorder will note down the problems aud solutions
and will read his notes to the group at the end of the
session, _ , : :

These procedures will be ligted in deteil on the checklist,

6.

During the session the moderator sicnuld attenct to Foeus the
discussion on the sumaries of answers to the guestionnaise,
material, For example, one of the questions asks the partici-
pants to rate the goalz of the CDD Program accerding to their
perceived importance snd another one asks them to rate their
Perception of the degres of accemplisitment of these goals,
Supy-.:ing the surmery of the answers to these questions shows
that the importance of the goal, "to identiry disadventaged
youth with potential for college", was rated 4.5 (on a 5-pcint
scale with 5 being high} and the degree of sccomplishment of
this goal was rated 2.0.
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Discussion about this discrepancy could be stimulated by asking such

‘questions as:

"Why might this discrepancy have occurred?’”
"How may it affect what -you do?

"What kinds of problems dﬁes it create?"
"What can be done?"

Moderator should limit general gripes. This might be done with the
following statements: ’

"We are not here to assign blame.’
"We are here to learn about how the program is operzting."
"We are nere to discover what our colleauues think about

the program.'
"We are here to suggest p0551b1e solutions for future action."

Moderator should not allow. prlvate discussions. Suggest that all comments
are importart end should be ‘made to the entire group.

’Mdderator should not allow comments which attack another particivant per-
sonally but may allow attacks on ideas. ' '
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No Importance Slight Moderate Much Extreme Importance
_ Y

IDENTIFICATION

MOTIVATION

4 _

Average Rat-
ing of Stated

G-1

ACHIEVEMENT LEVEL
.oomwm A\ ’
: COLLEGE EXPECTATIONS
/ g
N
) 4
Average Rat-
ing of Accom-
: COLLEGE SUCCESS
plished. Goals
0 1 2 3 4
‘Not Accomplished Slightly Moderately Great Degree Fully Accomplished

TEACHERS' RATINCS OF GOALS

HA o proviaed oy ic

\‘l
E

1

ek R | + )
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X = Needs Improvement

('OLLEGE CONSULTANT

CDD SCHOOL
COORDINATOR

PRINCIPAL .

o g 5 2 e o
Communication 2 8 H MmN M = 3) m
. , E = 5 B B B o B m | 2 8
=l e “g | | & |£% |AE
E| 2 |gs (88 | E |BE |88
(7] vy O O
' TEACHER X X X X
GUIDANCE
© COUNSELOR
DEPARTMENT
CHATRMAN X | X
TUTOR

EXCHANGE OF INFORMAT ION
AND IDEAS
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APPENDIX H

RESEARCH STAFF SCHEDULE FOR CDD CONFERENCE




Staff Schedule

Location

A7 Administration

.Day Time _Activity Staff
~ Wed  9:30-' Briefing of staff 1437 ‘all staff
" Thurs %:30- 1. Conference plan
12 questionnaire
data analysis and dlsplay
2. Discussion of roles and general rules
3. Discussion of Procedures
L, Briefing and practice on observation.
instrument
5. Moderator guide and checklist
6. Practice with tape recorder
Fri Registration .
Dinner : Din.Rm. all
1. Set up mike and tape recorder
2. Distribute questionnaire and pencils
3. Collect questionnaire and pencils
, Keynote address
9:30 . Data analysis
- all DA's
DS's
. . ) on call
- Sat 7:30 Set-up and test tape recorders Rm 128  B. Harris
tablets, pencils, ashtrays, blackboards LTA
' et.al.
8:l5- rief discussion leadérs on discussion - Library LTA- )
9715 - checklist; distribute discussion check- : all DS's
: list to 1eaders & data specialists
9:15 Obtain materials for A session ‘Rm 128  all Ds
goals and accomplishments data display
(per assigned grp) typed list of addi-
tional goals (per assigned grp) one
copy of questionnaire
observer forms .
9:30-
11:30 Session A assignments::
Al Teachers Library Schulman
A2 Teachers Parlor Lohman'
A3 Teachers TV Rm.  Lachica
Ak Teachers ) Conf .RriA Alexander
A5 Consultants ' Conf.RmB Steinhoff
A6 Guidance Game Bm Brod
Card Bm Wilson



Day -

“Time

CH-2-

Act1v1ty

Location

Sat

11:30°

12:30

1:15
1:30

2:00-
Li00

L:00

6:30-
7:30

7:15

Se551on A operations

Dictate session identify on tape (before
start of. session)

present data

give moderator 30 minute time. hack

£ill out observer form

collect recorder log and ﬁape

identify tape box (eg. al)

“Post A session debriefing

deliver tapes and logs and forms
discuss procedural problems and flres

Lunch (except Wilson, who collates recorder
log data)

Set up new tapes

Obtain materials for B session —_—
task data for assigned. group (p. 4&5)
recorder log. summﬁry (Brodv onlv)
observer forms
questlonnalre form for group (p..h4&5)

Session B assignments
Bl English
B2 Soc. St.
B3 Math
B4 Science
B5 For. Lang.
B6 Guidance
‘B7 Administrators
Session B operations:
dictate session identity on tape (before
starting) .
distribute questionnaire (p. 4&5)
dictate data to group
give moderator 30 min. time hack
£ill out observer form '
collect recorder log and teznz
identify tape box (eg. B5)
Post session B debriefing

Dinner {except T. Wilson who collates
recorder logs)

Set up tapes

Obtain materials for C session
data: “red spot" chart (all schools)
improvement summary (p.6) (all schocls)
questionnaire (p.6) (for group)

observer forums

Bm 128

Parlor

Library
Conf.RmA
Conf.RmB
Geme Rm
TV Rm

Card Rm

0\
(@8]

Rm 1

Rm 128

Harris
Lohman
Alexandei
Wilson
Schulma |
Brod i
Steinhoff

211 DS
all DA

Harris
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Activity © - Location Staff

Day Time
8:00~
10:00 Session C assignments _ DS~
Cl Seward Park . Parlor Wilson
€2 Thomas Jefferson Library Alexander
C3 Jamaica _ ' o . Game Rm - Steinhoff
C4t Port Richmond Conf Rm A Lohman
C5 Roosevelt . Conf Rm B Braod
" Session C operations
dictate session identity on tape (before
start)
" distribute questlonnalre (p.6)
dictate data to group
give moderator 30 -min. time hack
f£ill out cobserver form
collect recorder log and tape
identify tape box
10:00 Post session C debriefing Rm 128 all DS
DS specifies data for. special interest :
group sessions (D) as appropriate DA's
prepare data for special interest group
session
Sun 8:15 Set up tapes Harris
8:30 Obtain materials for D group sessions _
appropriate data (e.g. improvement data,
digest of recorder logs)
observation form
9:00
11:00

Session D assignments (2z required)
D1 Cultural Enrichment .

D2 Tutor

D3 Selection & Dropout

D4 Criteria, Procedures, Research

D5 Group Identity

D6 Problems of Teaching :

D7 Evaluation of Survey Feedback Technique
Session D operations

DS who leads session will identify session
on tape
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COLLEGE DISCOVERY AND DEVELOPMENT PROGRAM CONFERENCE

Final 2uestionnaire

Please circle the number (0, 1, 2, 3 or 4) which best describes your
your satisfaction with Lake Minnewaska as the site of the CDD confer-
ence, where O means complete dissatisfaction and h_means complete
satisfaction. - : : :

(Complete Dissatisfaction) 0 1 2 3 L (Complete Satisfaction)

Please indicate other locations which you feel might be desirable as
the site of future CDD Conferences.

Please circle the number which best describes the degree to which you
approve or disapvrove of the procedure used at this conference of
giving questionnaires, summarizing the answers, and presenting them
for discussion. . ' S

(Ccmplete Disapproval) 01 2 3 L (Complete Approval)

Please indicate specific points of approval or disapporoval with the
use of questionnaires and the summary of their answers at the CDD
Conference. :

Please circle the number which best: describes the degree to which'you
approve or disapprove with the way in which people were assigned to
meetings, and to the sequence of the meetings.

(Complete Disapproval) 0 1 2 3 L4 (Complete Approval)

Please indicate specific points of approval or disapproval with the
way in which people were assigned to meetings and to the seguence of
the meetings.

Please encircle the number which best describes the desree to which
you approve or disapprove of the way in which the meetings were con-
ducted (the job of moderator and of recorder, and the discussion rules).

(Complete Disapproval) 0 1 2 3 L4 (Complete Approval)
JY

Please indicate specific points of approval or disapproval of the way
in which the meetings were conducted.



CDDP CONFERENCE - Final Questidnnaire

5.

Please circle the number which you feel best describes the degree to
which the CDD Conference covered useful and valuable topies.

(Not at all) 0 -1 2 3 L4 (Very much $0)

Please indicate specific topies discussed which you found espe01ally
sluable.

Please indicate CDD topiecs which needed attention or more attention
during the Conference.

Please circle the number which best best describes the degree to
which suggestions made at the conference can actually be carried out
in the schools. - :

(Not at a11) 0 1 2 3 L (Very much so)

Please indicate specific recommendations which you bellpve can ac-
tual be carried out in the school.

Please indicate specific recommendations made which you believe cannot
actually be carried out in {the school.

Please circle the number which best deseribes the degree to which you
think you can carry out suggestions made at this conference.

(Not at all) 0 1 2 3 L (Very much so)

Please indicate specific suggestions which you think you can actually
carry out in the school.

Please indicate specific suggestions which you think you will not be
able to carry out in the school (and, if you wish, why?).

(]
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KEYNOTE SPEECH: COLLEGE DISCOVERY AND
DEVELOPMENT PROGRAM - NOVEMBER 18, 1966

I find myself in a peculiarly unfortunate position this evening
in aftempting to talk about College Discovery: . I know too muech sbout it
tO'sbeak with the advantage of ignorance, and yet too little to speak
witih the ease of.close familiarity. It is almdst exactly three years ago
that Dean Harry Levy and I meeting over lunch at Gage and Tollner's in
Brooklyn. sketched the two prongs of the College Discovery and Development
Program. At fhe time neither of us 'could foresee that now, three years
later, Prong II, the high school part of the pfogram, would include more

than a thousand pupils in five high schools.

The fact that this program is warm with life and glowing with

vitaiity is a tribute to the high school and college teachers snd admini-

- strators in this.room. It is relatively simple to hatech an idea. The true

and arduous labor is the transliation of. that idea into a living reality.
This is why I congratulate you and salute you. Each one of you may honestly

feel that you are making a 3o0lid contribution to the profession of teaching

and to the youth of our city.

I do not therefore presume this evening to teli you what you
ought to be doing or to repeat the usual shibboleths about methods of teach-
ing the disadvantaged. Nor do I intend to beat you with the stick of the o
supposed (and, from an academic point of view, illusory) strengths of the
disadvantaged, and to blame teachers for the misdeeds of society. Rather I
wish simply to place the College Discovery Program and what you are doing
within the broad developmental framework of a rapidi& changing educational
establishment. So often, as we work within the walls of a classroom or a
school, we tend to lose sight of the outer world, and to distort the sense
of perspective which enables us to see ourselves as part of a larger movement.
And yet, as a matter of fact, the work you are now doing tends to epitomize /
some of the broadest and most modern developments in education. This school
and college enterprise may well be the vrogenitor of hundreds of similar
undertakings in this city and in other citles, because it does indeed embody

the forward thrust of modern educational thought. /



. My primary purpdsé this evening, then is.to relate the College Discovery
and Development Program to broader movements so as.to clarify your own.

" roles as educational pioneers, and to add a few pertinent. comments:

1. Program Planning Budget System-

In the first place, the College Discovery Program‘anticipated

the major recomﬁendafions of the recent report of the Institute of
Public Administration entitled, "Developing Wew York City's Human
Resources" - the so-called Sviridoff Report. This report included
three major suggeStions in so far as education is concerned. It calls
for the introduction of a program - planning - budget system, with the
definition of spending in_terms of educational objectives. The Dis-
covery program incorporates,preciéely this kind of budgetary procedures,
in which the additional funds, in excess of $2,000 per pupil per year
for many students, are allocated to specific pupils for the realizable
and specific goal of college admission. Ihe Sviridoff'Report asks for
the coordination of educational efforﬁs with related human resources
programs. This is exactly what has been done with the innovative coop-
eration of the colleges and the Upward Bound program. The Sviridoff
.Report calls for the development of programs to achieve the twin pur-
poses of guality and equality in education in low-income communities.
Again, this is precisely what you have done. Tn short, your prosram
has anticipated the major recommendations of ti-: Sviridoff Committee

and represents a model of implementation.

This approach which emphasizes th2 program-planning budget system
is also recommended in the report of the Temporary Commission on City
Finances. The major thrust of their thinking serves also to highlight
an important problem of every school system with large numbers of dis-

advantaged pupils.

The parents of the economically impoverished communities, so
often of minority group status, evaluate the operation of the school
system in terms of visibie results--reading and arithmetic scores,
I.G.C. and S.P. placements, dropouts, academic diplomas, college admis-

sions,~--in short, in terms of output.
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The educational establishment, on the other haﬁd, tends té talk in
terms of special pfogramé, specialisf teachefs, smaller class size,
remedial.instruction, summer prograhs -= in shért,'iq terms of
input. Thus the divisive dialogue continues between the communities
seeing only another generation'unequipped for modern living and.the
schools smarting under the whiplash of a public opinion which seems

ignorant of its efforts.

In your program the resources have been amassed which are for
most children adequate to the task to be done. It is no longer
necessary Ior you to measure prqgfess by low teacher-pupil ratios, or
ad:ditional funds for supplies, or the like. You éan now finally
speak with the parents in ‘terms of their own definitions and their
own concerns -- reading scbfe, dropout rates and college admissions.
This represents a gréat step forward in school community relations,
and will probabiy set a pattern for future use of federal funds. It
seems clear that the wave of the future includes the allocation of
additional funds to satisfy specific needs of specific children, and
in quantity sufficient to meet specific goals for those children. Tt
seems equally clear that at least a minimal share of funds will be
allocated to those yoﬁngsters amohg the disadvantaged who can profit

most from relatively smali infusions of funds.

Joint School-University Effort -

This Discovery program has been trail-blazing in a second area.
It was the first large scele program in this city for disadvantaged
pupils to be conducted jointly by thévhigh schools and thne colleges.
There have been of course other wrojects, éuch as the BRIDGE project,
involving school-college cooperation, but these did not involve the
same kind of meaningful united effort. _They were cooperative projects
rather than joint projects, coop in sense that both partners were
equal, but one was more equal. 1In this program there has been a real
effort to create a single program with joiht sponsoréhip, Joint plan-

ning, joint financing. joint management, and joint evaluation.



O

ERIC

Aruitoxt provided by Eic:

g-h

Now I know as you do, that the marriage has nct been entirely happy.
Like most married couples, we got angry at each other once in while,
and raised our voices. There was even some slamming of doors and going
home to mother {that is +the dean or the superintendent) to complain about
cruel and inhuman treatment. In a very real sense however, as is true
in so many families., it was the children who kebt us together. a common

concern for those whom you have inspired with hope.

Rec0gnitioh of Distributive Function of Education -

Third, this Discovery program is particularly responsive to the revolu-
tion of hope and expectation among the poor, and vparticularly the minority
groups amoﬁg the poor. For them, in the years since 1954, these expecta-
tions have not been matched by a revolution of equal opportunity. The
Negro's share of the dollar is less than it was in 3954, and still only a

little more than half of what the white man gets. The Negro man is still

. twice as likely to be unemplcyed as the white man, and the Negro teenager

has an even smaller chance of employment.

In the schools of the South, integration is so faint as to be virtually
non-existent, while de facto segregation vroliferates in the schools of the
North. In New York City. az in olher urban centers, the academic gap be-
tween Negro and white children continues to increase as the children go
through the grades, nor has there been any substantial improvement since
1954. Yet the Negro varents today are mcre aware than ever before that ed-
ucation is the chief distributing agent of the rewards of society. Today
educatisn emerges most often as the panacea for the poor. No¢ longer can we

complain that minority group parents are uninterested in the education of

their children. Ve may not like the way they show that interest -- boycotts,

sit-ins, demonstrations, and the like; but we must admit that they are in-

tensely interested.

In a sence, we are holst with the petard of our own past and per-
haps exaggerated claims as well as the growing swnecialization of soclety.
Those like us who take full credit for {t{he success of the pupils at the
Bronx H.S. of Scieunce can hardly avoid blame Tfor the failure of vunils at

Benjamin Franklin H.S.
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As teachers in the city schools we must face the unpleasant fact that, willy
pilly, we shall be held responsible for the failures of our high school
youth. We have in the past leaned far too heavily upon the successes of a
population which is now leaving us. The true test of the viability of our
school system is the extent to which we can educate more completOly those

who formerly might have been dropouts .or dead- enders.

~ This is precisely the greatest virtue of your prozram. Yc¢': are dealing
with this new group vwhose success is vital to the health of our system of
free public education. Our textbooks in pedagopy and psychology asseverate
the equal potential of all .large groups of 1nd1v1duals--the rich and the
poor, the urban and ‘the rural, the white and the Negro. You are converting
that thesis into a living reality--and for that all of us ia the field of

¢i.acation must be grateful to you.

'Empha51s on Academic Functions of the School

This brings me to a fourth point, that your program emphasizes above all
the academic virtues. Individual academic potential is an entirely useless
commodity by itself, as useless as unmined ore. Indeed. untapped potential
deteriorates with disuse. It is no secret to you that today the most per-
sistent demands of the mlnorltv groups relate to academic values, academlc

standards, academic achievements, and academic information.

It may well be that the greatest educational mistake of the last thirty
years was the attempt to apply the so-called “progressive education” in blind
fashion to schools with large numbers of disadvantaged children. Many of
its techniques and procedures were largely incompatible with the organization
and resources of the schools and the needs of the children. At the same
time, attention was diverted from the basic skills to the so-called "intangi-
bles," and comfort was offered to teachers and schools where achievement
levels were dropping. After all, when life adjustment and happiness are es-
tablished as the most important goals, then readlng and mathematlcs must in-

evitably occupy a lower rung in the hierachy of values.

In the Discovery program you emphasize the important academic virtues,
and you measure your success largely by academic standards. I do not mean to
imply that as true professionals you do not deal with other needs of children.
You recognize, I am sure, their constant need for acceptance as individuals
apart from achievement; yet it is clear that in your program the emphasis has

been rightly placed on achievement and achievement motivation.



Decentralization

A fifth-relationship\beﬁween ybur pfogram'and recent developments in

" this city stems from the emphasis upon decentralization. The basic notion

is that in the battle of brass hats vs. grass roots, powér ought to be as
close as possible to the point.of'impact. A corollary‘is that peoble can-
not be lield accountable for results unless they have resources adequate

for the job to be done, and the freedom to use those resources in the light

of established objectives. 1In the Disco?ery progvum, we have essentially

a decentralization'operafion. This is one of the reasons we are here
tonight. The pfograﬁ at Seward is quite different from that at Jamaica, -
indeed, no two high schools have the‘same program. Each school has freedom
within accepted goals, and has been giﬁen the resources adeguate for the

achievement of these goals.

The Role of Teachers and Administrators

Finélly,'I wiéh to speak of 6ne of the ways in which I hope our program-
departs from a broad .current of modern educatinnal thought. There has crept
into the vprocess of education an impersonalization, or even a dgpersonali-
zation; of the act of learning. Automation tends to become the monitor of
administration, and programmes of instruction the quintessence of indivi-
dualization of instruction.' Recently a new reading method has been peddled
to an entire division in this city on the basis that the most unskillied

teacher could use it successfully. Indeed.. sometimes I get the impression

that the ultimate objeciive is to make it possible for morons to teach idiots.™

As a former high school teacher of disadvantaged pupils, I know that the
highest form of respect for young people is the sympathetic understanding of
a mature adult. This cannot be programmed into a machine, and is even more

important for young people than extrinsic rewards of money or position.

For the children whom you teach, tﬁe denial‘of understanding and affectlion is

the denial of an education. In your work, you are, I know. part lion bLamer
and part pedagogue, part taskmaster and part friend. In the quest for aca-

demic excellence, the primary human values must be kept iac focus.

It is particularly important to keep in mind the nature of the Commer -

satory education to be 6ffered to pupils. Much of that compensation must

be directed toward improved self-concept and increased motivation. In these

-

fields, the best efforts of the schools are often useiess Wwithout the fuil

cooperation of the parents and community.

R



[E—
i

}omimtitances
'

I know from better personal'experience'what it is like %o fail es a’

teacher end’&s an administrator, to be unsuccessful in fulfllllng the

" 'school's primary functions. Like S0 many of you, I know .what it is to

be driven daily by excessive demands, or -on the other hand to be pursued
by endless gullt.~ Somehow, those who devote their professlonal lives

to maklng the days count feel more gullty than those who spend their

'llves Just counting the days. I wish to assure you that your efforts do

count and that you are embarked on a project of no mean importance.

Almost 200 years ago, Edmund Burke said, "Those who would: earry on
the great public schemes must be proof against the most fatiguing delays

mortifying disappointments, shocking 1nsu1ts, and worst of all, the pre-

: sumptuous Judement of the 1gnorant upon their designs.” Let me’ assure

you ‘again that you are indeed engaged upon a great public scheme, one

- which I can tell you will shortly spread throughout this city and ' in

other cities. Therefore, I urge you above all to be proud of the work

you are doing, and to ‘take comfort from. the thought that not only are you
in step with the major thrust of educational innovation, but that you are

indeed among the leaders in those enterprises.



