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THE CCITTENT

How does one go about evaluating an evperimental urban education program?
What questions does cne ask? VWhere does one loock for answers? An easy answer
to these meestions——and the cae which fairly adecuately de cribes the nmore
typical approaches of educational research-~is that staterents of goals
must be converted intc behavicral obhjectives, to be treated as dependent
variables; training procedures must be analvzed into independent varisbles:
and the independent variables must be manipulated sc that their effects on
the dependent varlanle can be neasured and explained in terms ¢f cause and
effect mlationshipS. As we all know, that answer is not actually so easvy.
There are many problems inherent in creating a research paradigm that is .
clean enough to sort out and identify the effects of a set of independent
variables. But having done so, prablems rerain.

Such a paradigm is a reduction, and as such anits noeh. F{Lthough inde~
rendent variables can be measured in terms of their effacts an a selected
dependent variable, that measuvrerment will not deal with the variety of eifects
which indspendent variables may have cn other dependent factors which are not
part of the research paradign. For example, the effects of a given pattemn
of instruction in mathematics on the ratharutics test scores of the subjects
will not explain whether or not students have been "tumed on" to matheratics,
or whether or not they like their teachers. (hviously, the typical eduwca-
tional research .appmaah omits much of the complexity of existential life.
Hows can these limitations be overcome? The evaluation procedurss used in
the Ford Training and Placament E’J.x)g:ram:L 1llustrate cne atterpt to overoome
the limitations of this typlcal problem in research design. Researchers know,
of ocourse, of thic variety of changes that are effcctad in any exrerimental
design before thie final formmal experirent is conducted. The directions rast

be changed because the subiect dees not wunderstand then. The manipulatives
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through the nuddiness attsndant to the developent of & clean expoeriment i
scmething that we all know as a realily existing prior to and unreported in
the final paper which documents the experirent. Put if a exrerirental
program 1is aimed at dealing Qith these existential difficulties, then dces
it not have a responsibility to report them? Isn’t descripticn and analysis
of the establishment and develcopment of the program as important as the reoort
of the firal results? Aren’t wnenticipated outcomes a:3 important as these
ffecting the "dependent wvariables”?

The questions are, ¢f course, rhetorical. The Ford Training and Place-
ment Program has attempted to describe and analyze the gray areas in the de-
veloprent,  implementation, and evaluation of its five years by erploying re-
search methods which o beyond the usual edwational research rnocel. The
attempt was consciows and begen early in the program's history.

The "Raw Chronology of the Ford Training and Placement quram"2 is a
bit telegraphic in style, but illustrates the earliest deliberate attempts
tc expand the research framework. It does not sav who rede the suggestiorn,
but it states that on April 29, 1968, "Suggested an historian be emploved
to write a running narrative account of the developrent of the entire procram.*
Here is early evidence of the conscicus decision to document and report the de-

velopmental nature of this experimental program, and o g beyond the tvpical

eduwational research design by incorporating the historical method of research.
At about the same time, the chief administrators of the progzam becgan |
to operationalize and to effect its natwe by their decisions as to the de-
tails of its irmplamentation. This process was at first only the usual ad-
ministrative evaluation and action, and it has, of course, oontinued through-

Q out the life of the program. But we have also attenpted to make the mana-
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gerial decisicn-making process zn articulate method of idestifying variebles



and testing their sigrdficanoe, The hody of this paper develons this

managerial rechod of research.

The formal research and evaluaticn ompaonent of the program was concelived
to be responsive to the developmental nature of the progr. n. It has been
respansible not only for sumative evaluation, but also for formative eval-
uaticn which is fed back to the program staff 9o that it <an be uwsed as a basis
for constant evolucion toward an ideal trairing and placement program. o
&P =0, the reseaich and evaluation staff has found it necessary to study ihe
nature of the dewveloping cadre grous which are the basic coperating mechanism

of the program.3

Consequently, we have available case studies of the develop-
ment of many of the cadres which the program has trained, and this case study
method is a thind aﬁr:rown 0 research.

Finally, the summative evaloation of the pregram has employed the strue-
tured quasi-experimental methodelogy involving hwpothesis testing, repeated

measures over time, formal instrusrents and cos erwt].on.,, and gquantitative

data analysis.® This traditional psychometric mathad is the fourth approach

tsed in the program.
We do not have the kind of data that would be provided by extremcls di-

vergent methods of study -— say, the professional writer's short stoly, the

v
r.-l

novelist's case study, the photographer's interpretation, or the profes
director's rovie. Perhaps we should have these because they would aid in
giving a sense of the flawor of the program that our more pedantic approachos
may miss. But out of all the possibilities, we have at least broadened

our approach to research by including four methodolagies .S The historical,
the managerial, the case studvy, " and the sy chometric rmethods have been basic
ingredients in the proaras’s conscious atterpt to ®© beyond the typical re-
m:n-ch paradign in order to capture mors adequatelv the existential flavor of

[MC ‘ .
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the program, 1ts daveloprentsl notue, ond dhe full racge of its outoomes.

Within the context of this atteipt to briaden the persg:ective that re-
search can -giwe to vieqinc;} the Ford Training and Placement Program, this
peiper articulates, examnplifies, and evaluates the managerial method of
research that has been used in the program.

BASIS FOR BNALYSIS

The managerial method that we have used to study the program is a
cnsequence of the style of management that we have used to administer the
program. S0 in order to explain the rmethod of study, we must also describe
the menagement style from which it grows.

In their study of educational administration as a social process,
Getzels, Lipham, and Cambexl explain ot social systers involve both in-
stitutions and people, and that social behavior is a functicn of both the
need—dispositions of the individual :nd the role expectations of the insti-~
tution. To accomplish its goals, an institution may emphesize itg role
expectations; an asserbly line would be an exarple. Tt may enphasize the
individual's need~dispeositions; a research laboratozy weuld be an edxample.
Or the instituticn may emphasize the in erﬁctlcm betweer, the role expects-
tions of the institution and the need-dispositions of the people. ™is last
emphasis is called transactional, and it is the emthasis that we have chosen
in managing the Ford Training and Placement Progran.7

There are several reasons why we have chosen the transacticnal styvle
of management. First, the program is a reiatively low power organization
which requires the‘volmtaxy covperation of the University, the Boaxd -
Education, schocls, schocl cormmuanities, and high status people within these
groups,. Clearly, we could not prescribe cur mle expectations for these
pecple and growps indeperdontly; nor could we succeed if each of them

related to the program only on the basis of his o dispositicins. We wose,
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in this sense, forced into a transactional style of manacement. Seocond, we

see the transacticnal siyle 2s oz valued wothod in itself. I

s

eduwation is

to be humine (indead, if it is to be efloctiwve), it must adapt to the needs
and desirés of the people who make up its institutions. [t must be humanizing
not only for stucents, but also for the community and the professiocnal staff.
Third, the program goal of decreasing the isolation of educators and im—
proving their functioning as a team is a direct charge to increase the incer-
action among roles and improve the relationship between rrofessional roles

and individual's talents. To fulfill this charge, the transactional style

of management was an cbvious choice.

The fourth reascn for adoptine a transactional style has the nost direct
bearing an cur development of an articulate magerial method of research.
The Ford Training and Flacement Program is both new and experimental. Because
we know that in new programs the original dasign of the program will
need change in the process of develoring tovard the ideal, we want to know
what is going vwrong so thaht we can correct. In other words , a major task of
administration in a new and experirental program is to make the program s=1f-
correcting. If we emphasized individuzl neeﬁ—disp:sitions to the exclusion
of the institutional dimension we would have done a disservice to our acals.
On the other hand, e:«:lus}.ve erphasis on the role expectations might have
the effect of decreasing feedback and masking prchlems in the program's
oparation. If oecple are judged only by their effectiveness in accanplishing
the task assigned them, they mav have a tendency to hide their failures. I1f
peoule are simply told what to do, they may resist by simply reportine that
they have done so whi=an in fact they have not. Hence, in order to got fecd-
back about flaws in the program'’s cperation we have chosen to emphasize the
transaction between the individual's nseds and the program's expectations

.

for his role.
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To acowplish this transactional stvile of management, we adonted
the strateqles that vould help us maintain this style. They include 1) parity
in structure, 2) reles defined at the interfaces of divergent groups, and
3 negbtiatim as a decislon-makirg process.  All these strategies bring
issues to the surface so they can be resolwved. If two groups of divergent
interests are given parity in the program's structure, then it is likely that
the conflicts between the two groups will be amphasized, not diminished. Be-
cause they are equally balanced, neither group will be able to dominate the
other. Because they are equally balancad, neither group will be easily inti-
midated. Their parity, thus, raises the conflict between the groups and makes
it overt rather than cowvert or latent. Negotiation as a decision-taking method
also has the effect of mak_inc; conflict overt. Voiing or parliamentary pro-
cedure is an example cf a decision-raking method which operates effectively
without necessarily resclving conflict. 1n contrast, negotiation is not a
speedy way to meke decisions. Instead, it is a difficult exterded process.
But it does help resolve conflict and sclve problems. Finally, placing in-
dividuals in roles at the interface between groups resulte in conflict and
prablems being personified in en individual and commmicz+ed by him. Ac
the interface betweon groups, he is responsible to and for both groups (nct
to a dominant group for a subordinate group), and as a conseguence he brings
conflict into the open rather than minimizing it. Issues are comrunicated
as the perscnal concermn of the individual ra’che:.;r than as abstractions. The
operation of all three of these strategies, then, has the consequence
of bringing cénfli.ct into the open, and allowing the pregram to be self-

. e .

correcting.

Now this transactional style of romacirant is the basis form which the
research exanplified in this paper has grom. An irportant function of tho

transactional stvle of menagsrent, in tarve of rosearch, is its powver in



identifying problers. It brings comflict intc the open.

Although conflict is not the sare as problem, conflict ofﬁen leads
to prablem identification. Frecuently, the first evidence of a mroblem
is frustration. Sorething is going wrong, although we & not know exactly
what. People are uncanfortable about what is happening, though they do
not know exactly why. There is a sense of wheel spinning rather than pro-
gress. Now if the strategies of cur transactional style are effective,
the frustraticn becames focused in a conflict. That is, the frustration
is identified and articulated in the disagreement between two (or more)
positions. As the disagreeament is articulated, the involved parties iden-
tify just what it is that they are disagreeing about; coposing points of
view gbout an issue are identified. 71If we then ask why this is an issus,
we are in the process of identifving the causes of disagreement. 2and if
we can identify the cauvses of an issue, we have identified a problem. That
is, "the reascn we have this conflict” is the same as "the problem that causes
this conflict." The txansactional style of management encourages the pro-
gression from wmnmfccused frustration to focused conflict, from conflict to
identification of a specific issue, fram issue to a precise statement of the
probleem.

The procass of negotiating a resolution to conflict is, then, from
this point of view, the process of solving a preblem. As the negotiating
parties suggest altering conditions, they are inplicitly suggesting hypothe-
ses sbout the variables which are the causes of the conflict. BAs they agree
to changes in conditions they are implicitly +testing hypotheses abhout the
variables which cause the problen. I.f the conflict dissolves when conditicns
are changed, their irplicit hypotheses are supported; if not, théy ara refuted.
O
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Thus, the transactional style of management incorpcrates processas
similar to major steps in research. Conflict identifes pw;-len's; negotiaticn
gathers data and formulates hypotheses; changing conditions tests hyvpotheses.

while all these steps may take place transactionally they have not
always done so in the program. The training cycle of the program is rela-
tively short —— it is concentrated primarily in the one vear during which
pre-service intewns teach part time in the sdicol and the cadre mexbers are
supported financially for meeting ance a week as a group. Often that one
year period has been too short to accorplish more than the clear defmition
of the issuss that are causing major conflict. COonsequently, the steps of
hypotheses formulation and hypotheses testing have not been carried out com—
pletely with the cadre that raised the issue. Instead, the program staff has
oarple:éd the steps of hypotheses formuilation only after the cadre has been
trained, and the staff has then tested these nypotheses with new cadres thatc
are Jjust beginning their training.

The body of this paper illustrates the use of this managerial method
of -research. In each illustration you will see how conflict has been used to
identify a problem, how hypotheses have been develoned identifying the conii-
tions which cause the nroblem, how oonditions have heen altered to test the
hypotheses, and hoaw the results of changed conditions have been m:x}gf (el
support or refute the hypotheses. The examples have been ordered in terms of
the kinds of changes in conditions that were made. In some cases we changed
the design of the program, in some the structures that operationalizo the
design, in some the people within the soructures, and in some we attompted
to change the perceptions of the people. e have chosen this metiiod of or-
ganization for three reasons. ¥First, the four kinds of changes seem to be a

good heuaristic for thirking about responses to preblors in a program.  Seoond,’



they seem intuitively to be more the province of the administrator than anvone
else, and the cnw ervhasize the managerial natuare of this approach.  Third, they
are an easy “unulrs for ,.ollc:w;ng a rather long paper.

But the irportant point that is being made is not that there are
four kinds of changes that the administrateor can make in response to oonflict.
It is rather, that the procoss of management. when articulated, can hecorme
a valuzble method of formulating and answering significant research quostions.

Analvsis of the Martin Luther King, Jr. Cadre

The first XKing hich school cadre (19£9~1¢71) operated in an old clementary
scnool building and was called Forrestville Hich School, serving an area
that rarked fifth among the ten poorest comrunities in Chicago. Ironically,
the area is km:wn as Grand Boulevard. In 1970 tha median family income
of the cormmity was $4,050 per year, with twenty-seven percent of this nurber
earming less than $3,000 pe'; year. winetv-elichi percent of the 26,304 residents
were Black; tk;ift}*-eiqjﬁt percent of this nurber were on public assistance.
Twelve percent of the adult labor forcos was mue:’r'p;l.cyed and thirty-four pervent
of the families in the community lived in public housing, with an average
of 3.2 persons per family., The Black student porulation rumbered sbout 1,600.
The faculty of approximately Bo'vas seventy-five percent BDlack. The buildirg
was designed to serve as an upper grade center and was oonverted to a senior
high school in 1865. The facilities were cbviously inadequate; truancy and
vandalism were high as was faculty tumover. The Chicago Poard of Education
planned a new high schocl to open in May, 1971.

Martin Luther King, Jr. High School, the new school, is about siv bincks
from the old Forrestville. King opuncd in Septenber, 1971 to serve the samwe
comunity which changed little since the above data were compiled. The fall,
1972 enrollrent of the modern Kirks Hich School is ebout 2,000 Black studoanis,

.

E lCr_h a faculty of 102, €0% of whom are Block. Fine and performing arts and

l"'
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athletic activities are emphasized as motivating technigues in the curriculum.

The new scicol features sxeeilent rhysical faciiities, hdgh parental invelve-

ment, good att;andance a'-ﬁaﬂraqes, little or no vandalism by students inside the

school’, and high norale among students and faculty. To Letter know tbe students

and to better understand the prcblems of the classroom teacher, each adiwinistrator,
The first King cadre faced all of the problers suggested by antiquated

facilities and a transient student pody and faculty; the seocrd King cadre

had to deal with all the crises attendant to opening a new schcol. The Ford

Program had to be resvonsive to both situations in its relationships with the

two groups.

Program Design Change
WORKLNG DEFINITION:
Prograr Cesicn Change involves changes in the operaticnal
model as a conseruence of the impact of external and in-
temal events and forces. Extornal forces might include
loss of fiscal or huan resources, movement from a
shortage of teachers to a teacher surplus, reduction in
levels of school/commnity co-operation, etc. Internal
forces necessitating changes in program design rmight
include staff instability, staff performance, institu-
ticnal constraints, appropriate sequencing of progran

geals, etc.

The second Martin Luther Xing, Jr. High School was created in the Spring of

1971. It was unique in three wavs:

1) It was the first cadre to fum;tion in a new physical plant. The
staff and students were moved from Forrestville High School in
Chicago, an old inadequate school bujldi g six blocks from the} site
of the new school.

2) It was the first instance in which a second cadre was placed in a school.
The Ford Training and Placement Program had placed an internshin
cadre at Forrestville High School in 1969-70. The program wis
pyramidirgs or recycling the new King cadie on top of the old For-

restville cadre. The old Forrestville cadre (hercafter called the
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fust’;“ Ku*g Cadre) was in its seonnd pla‘tiément year when the second
King cadre was formed.

3) The second King cadre was the first all-experienced teacher qi‘{Sup

5 rather,

There were no pre-sexvice teaching interns in the group;
all seven interns were King High School teachers who worked part-time
at the school each day and spent the rest of the time pursuing
their Master:' degrees at the University of Chicago. They were
experienced teacher interns. |
: 'I‘he first unique characteristic was accomplished by default rather

than by design. The second King cadre was constructed before the new

building was. But the two other features mentioned above represent de~

liberate program design changes in the operational model of the Ford

Training and Placement Program 10 solwe two prablems common te all cadres.

The decision to pyremici’ o& recycle is an exarple of a program design
change in response to a set of inkernal forces. It was made by the staff in
respanse to a reoccuring issue, the problem of elitism. Reports from field
staff, cadre liaisons, research end evalvation staff, and minutes of staff
meetings are filled with statemznts about 1';on~cac1re facul*y merbers' percep~
tions of a cadre as being a special or privileged group. Entry prablems
for the cadre interns were exacerbated by this unfavorable response of
the non-cadre faculty. Experienced teachers in the cadres were put in the
uncomfortable position of having o take sides or constantly defend the cadre's
prograns. kx‘-h.x:h time and effort which could have been spent on nore produc-
tive projects was devoted to reducing_ faculty memberns’ anxieties abhout the cadre.
Two cadre members reported at fhe end cof the intexnshi{.; year of the first King
cadre: |

In September (1569) we {(the cadre) were a threatening cca-

lition from the University of Chicago which (as one non-
cadre faculty member salid) "wis going to take over the



operation of Forrestville and staff the school with its
teacher trainees.” But by June, 1970, dve to the indi-
vidual intf_:raction, _mar_xy'm?,nbe.rs of the faculty had 10
expressed interest in jeoining the Ford cadre program.
The report goes on to say that three non-cadre faculty members had submitted
applications to join, not exéctly an overwhelming response. The conclusion
of the reported admitted that elitism was still a problem as the cadre approached
its placement year, but that strategies had been devised and tested
to solve the problem. During the cadre's placement year, 1970-71, the sus-
picion diminished as cadre interns becare full time, valued, and energetic
| renbers of the .staff, and as the Ford staff continued to support cadre pro-
jects which involved non-cadre faculty. '
Vhen the time care for the progrém to form new cadres for the 11971—72
year, the Ford staff faced the problem of elitism by esperimenting with
a program design"dlange. 14 was determined that since every cadre that is
: introduced to a school nust face this éroblem, staff could avoid it by placing
a second cadre in a school that already had a cadre. The assumption was that
non-cadre staff members at that scheool would be accustomed to the iéea and
would not create the conflicts betweon the cddre and the rest of the staff
that normally go with a new cadre. 1In March of 1971 M. 1. King, Jr. Hich
School was selected as the site for a second cadre; the decision was approved
by the Ford' Executive Comittee, and in April, 1971 staff begann the selection
process for the merbers of the new King cadre. '
The experiences of the pre-service cadres made the Ford staff, particu-
larly the "field staff working daily with the groups, aware of the entry prob-
lems faced by any new group introduced to the social system of a school/com- |
mnity. The field staff members made it clear that more staff attention
would have to be given to working with administrators, school faculty and

the commmity before the cadre entered the school. . Time would have to be
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devoted to entry prcblems during the cadres' sumer training program, so
that each cadre member was aware of the possible conflicts and some prcbable
conflict reduction strategies before entering the school as a participant

in a special program affiliated with a prestigicus wniversity. The univer-—

_ sity faculty had to be informed about these problems and persuaded to make

their expertise available nct anly to the cadre but also to the non-cadre
school staff ceme the school year began Furthey, the staff and the cadre
had to spend much more time presenting the program, explaining its aims and
constraints to the school/cammmity so that parents and teachers had realis-
tic expectations of what the cadre and the program could do.

The problem of eli‘a'.srh exists for any new cadre entering a school.
But before the second King cadre was fo:r_:med, the program staff dié work in-
teﬁsiwely over a pzriod of five months with the oéministration, the faculty,
and the community of King High Scheol. 'Tne 1971 summer training program
incorporated as onz major element, +he identification and z;xegotiation of
entry problems. Each lcadre atienp::ed to frame the kinds of questions ard
sitaations which would have £ concern the qroup in its relations with the
larger faculty and comminity. Although the second King cadre was an all-
experienced teacher group dravm from the King faculty, the cadre menbers
worked an this prablem esttensively during the sunmer and monitored the non-
cadre faculty perceptions concerning the cadre'during the school year.

We chose to respend to the preblem of elitism by placing a second
cadre of all-experienced teachers in a school which had a i:ositive exporience

with a previous cadre. We might have decided to try an alternative solution
. ”»~

- which would not have required a program design change, but rather a re-

allocation of staff resources. That is, we could have assigned staff men—

bers to engage in a vear's work with & given school/commnity preparing them
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for a preservice cadre. Indsed, after the first year of the program,

once a school was selected &s a site for a cadre, staff members did devote

more time and effort to preparing a school for the cadre. But as an ex~

perimental and developmental program, we had en abligation to create, test,

and evaluate new operational procedures. for solving training and placement

problems within the conceptual framework and goals of the program. The

"pyramiding of cadres was a new way for the Ford Program.

The FIPP model was changed in response to the problem of elitism;
a second cadre was created from a hich school staff which had almost two

years of experience with a cadre, The results indicate that this program
design change did respond prodmtively'_tb the problem. The second King

cadre has been ane of the most effective in the program's five-year history.ll

12

Several research reports  docurent this effectiveness and three of the re-

13

ports— attribute the high lewel of task accoarplishment in the groups to the

good relaticnship the second King cadve esteblished imrediately with the rest
of the faculty. In his "Comwarative Cbservations of Two Cadres" Richard
Smith, an intemn with the Forrestville cadre and now a member of the s,ecbnd

King cadre, provides an excellent summary of the results of this change

in program design.

"lherefore, as viewed by the rest of the faculty, we
(the first King cadre at Forrestville, 1969-70) were an
elitist group who had an "in" with the principal and
received everything that it wanted. . .The present King
cadre "is" the faculty. Every member is at the school .
every day (excluding the role specialists and community
person). The only persons in the present cadre new to
the faculty are the role specialists. . .therefore, the.
problem of isolation is non-existent. The cadre is made
wp of at least one rermber of every major sub—grouwp in
the school. There is a mixture of experiences ranging
from teachers with two vears ¢f teaching experience ,
to teachers with over fifteen years of experience. The
prebloms of isclation, lack of communication with the
greater faculty, and the threat of having to deal wﬁh
new ideas and teaching methcds has been eliminated.
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It should be menticned that documentary evidence was presented to supéort
the statement that many nen~cadre faculty attended the cpen second King
cxire meetings and supported cadre activities. The official mesbership
of the gr’oup expanded from 25 to 45 during the year. |
The sémnd King cadre also offers an ‘example of a change in program

design in respomse to external events because it was an all-experienced teacher
cadre. The program design was farmulated in .1967 in the midst of a teachers’
shortage in immer-city schools and high attrition and turnover rates among _
young new teachefs'. By 1962 this condition was reversed and the program's pro-
gress report of 1969-70 designates the placement of interns in the schools.
- where they trained as a rajor pmblem to be faced in the coming year.ls By
.'~i9‘7b~7l the problem mandated some drastic change in the program's design
for training. It was irpossible to find a _seoondary school in the Chicago
system which could place an”a full-time basis 6 to 8 new teachers, parti-
cularly in the areas of .English and history - nor could any elementary
school incorporate & to 8 new faculty members. The program each year had
placed experienced teacher interns in one or two .of the cadres. In reviewing
the stability and performance of these experienced teacher interns, staff
discovered that experienced tea:-:her interns pursued their academic work
with dispatch and earned the:.r degrees in the allotted time, took what they
learned at' the University back to the classmom,l tended to stay at the school,
frequently assuned leadership roles in the school and cédre and tended to
respond more positively to the summer program training experiences than
pre~service persons. 16

- It was decided to form an all-experienced teacher cadre in March, 1571.
The staff worked ocut the criteria and design for this new kind of cadre at

an all-day staff n’eeting,n

and had the design change approved by the Execu-
tive Committee. The socond King cadre was formed in the spring, - trained in

the sumer of 1971, and began its first school year in the fall of 1971.



i

The program desion was changed in response to the extermal mvémnt from
a shortage of teachers in the Chicago Puclic School system to a surplus of
teachers in the system. Since this condition creasted placement aifficulties,
the mo&:zl was changed from g..:a,..mng pro-service lnterns 'O retraining exper-—
1enced t-.eaci'uaa:e This meant we had to make attendant changes in our selec-
tion model, staff placements, training pregram, and research and evaluation
techniques. The staff, after carefnl deliberation, instituted these changes
and the results were most rewarding. Contrary to the other two cadres that year
with pre-service interns, the RKing cadre had no placsment prololc=:rns._l8 The
‘other two cadres were not zble to placa any of the pre-gervice interns and
, mich staff time and enexrgy was conswsed trying to find other placart—:nts to
say nothing of the nvnstw lavel created for-the interns mncernmg job
secrrity. Most intems could not b’ rlaced &s a ¢group; therefore, place~ |
ment programs at the intemship schools ould rot be planned and/or funded.
By contrast, tl.2 second Uing experienved teacher cadre was able to prepare a
school-wide readirg proposal, implement a supmar program to prepare for the
reading pxujram, ‘contimue €0 worlc on projects instituted in the internship
year, and replicate successful progrars tried in the internship year.
Structural Change
WORKING CEFINITICN:
Structural changes are those vhich ravise the patterns of
orgenizational eleients in the program, Examples of struc-
tural change would inciuvdz the formation or dissolution
of committee structures; the incorporation of new staff
roles into the structure; new relationships, eventually
legitimated, between steff and program participants to

acoomplish goals; reallocaurg responsibility for task
acoomplishrent, ete.

'I\wo major conflicis that hecare particularly anparent with the first Xing
cadre concemed the issues of antonony and research. These oonflicts re-
sulted in mjor changes in the structures used to inplement the program

design, and the effectiveness of the chainges jis apparent in the lack of




conflict in these two issues with the second King cadre.

The issue of auta'.my centers around the amwnt of control the cadre
will have over its own destiﬁy‘,' and the amunt of direction it should re-
spond to from the prooram. As this issue developed and «&s responded to
in oonflicts between the staff ard the first King cadre, mach of our
conscious thought zbout a transectional style emerged. When the first King
cadre was formed, the program was in the process of changing directors.

The old director focused on sensitivity training techniques in the develop-
ment of the group; the new director focused cn individual role competency
for interns in the classroom and cadre accomplishment of joint projects
using group process techniques and consultants as facilitatars. 19

The cadre began its life during the time vhen the Ford program treat-
rent focused on promoting positive interpersconal relationships among cadre -
mrbers throagh sensitivity fraining activities which occupied much meeting
tl.m@ There vas no explicit charge that the cadres assuwe the responsi- -
biiity for assisting pre-servicn interns to gain classrcom ocmpetgpce, though
this was certainly implied. By contrast, t.;he new director expliéitly charged
the cadres with the need for the groups to attend to the teaching problems
of new interns and the retraixqﬁng of experienced teachers and to use cadre
meeting time to address these issues. Thus, a specific direction was expected
for cadre energies. The new director assumed that as cadre menbers worked
together on what they agreed were important tasks, and they agreed classroom
campetence was important, they would develop positive feelings about one an-
other, feelings attendant to the successful completion of given tasks. (Cadre
members were informed by the nav director that they were expected to visit
and cbsexve colleagues' classes, spend cadre meeting time introducing nesf.Q
comers to the administrative procedur‘es of the w001, be responsible for

managing cadre funds under certain program cquidelines, devise and implement
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ways to incorpurate continuous conmunity inputs, etc. v facilitate, manage,
ronitor and provide feedvack to the program, ﬂaz staff roles were created --—
first,sth‘e cadre liaison, who was respensible for ascisting the group in
Miw toward the activities  stated above, and second, t.e §roup process
‘consult,ant who was responsible for assisting the group deal with communication
and interpersonal prcblems which arcse as the cadre worked on tasks. The
first King cadre was created and had its early socialization in a process-
ariented program climate which was changed to a task-process program orienta—
tion. Both program directors had the same gencral goals for the program;
they uséd differant structural arrangements to accomplish these ends. The
‘change in ¢oal sequence, structure, and program emwhasis contributed to the
conflict around the isste of cadre autonamy.

Racial tension between the first Xing cadre which was all Black and
the Fard staff which was ingegrat.ed was probably ancther contributing factor
in the conflict that developed between the two groups. The program design

model does not specify what the racial coposition of the cadres should be,

©.zbut when the Furd Program was designed in 1967, integration was still a valued
pattern of social arganization for most school peogﬂe, Black and white.

By the spring of 1969, the rapid growth of Black separatism was on the campus,
in the schools, and affecting the program. So strong had this movement become
that several imner-city schcools responded negatively to the placerent of an
integratéd cadre, whereas .all of these schoois seamed to be receptive to such
an idea in the spring of 1968. 2Additionally, the Black students in the MAT
program at the University of Chicago petitioned the Fofd Program and its
Executive Conmittee for the formation of an all-Black cadre to o to
Forrestville High School. In fact, they said that they would not beoome
‘involved with the program mless weg,{‘coulc'i be merbera of an all-Black grown.

El{fC‘ The staff persuaded the Execudive Committee that this group should be formed,
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and the comittee agreed. The difficulty suwrrounding the creation of the
all-Bl.ad: cadre, the ethos assured by the grouwp, and the arcdety of staff
rembers created friction between the first K:mg cadre menbers and the Ford
prografn staff,
Possibly another factor contributing to the danflict had to do with
the student activism on nost wniversity canpuses in 1969. The interns,
second~year students in the University of Chicago's Master of Arts in Teaching
prograin, were young, bright, enercetic, and aggressive. As menbers of the
first King cadre, they raised the issve of autonamy loudly and artiqﬂ.ately.
| Hence a major t of the early- cadre meetings of the first
King cadre, 1969, was devoted to the problem of how to con-
struct a cadre philosophy in light of the demands placed
by Ford - that is, how toO be autcnomous within the school
and not in the university? Ford wants cooperation - we_want
autmqn}_g_rJ. At what stage do we settle the two, if ever?2V
Some few Black staff merbers had entry to the cadre meetings; but even they
had ﬁo request pe..rmission in advance before attending. The first King
cadre tried to reject the staff field liaison and staff group process con-
sultant who had been carefully selected to work with the grouo and the new
director of the program was called upon to negotiate the acceptance of these
staff members. The cadre, the director, and the staff spent much time working
out the appropriate arrangerents to achieve a balanée between cadre autonomy
and program demands?! and all staff rerbers who worked wifh the King cadre
were made familiar with the expectations which.the cadre had concerning staff

(other than liaison and group process consultant) functioning. The three

o
i)

major expectations were: .

1. Staff members must recuest permission throuch the liaison to attend
cadre meetings and to be included on the agenda of the cadre.

2.  Staff members must seek cadre inputs at the planning stage for the
program activities in which they wish the cadre to participate -
dissemination and deronstraticon activities, national conferonce

Q © participation, research and evaluation activities.




3. If staff collects information about or from cadre merbers and cadre
activities, the report nust be mresented to cadre before being cir-
culated to program readership.

The relationship which evolved between the first Kimg cadre and the program staff
was the result of the cadi'e's constant testing of the incegrity, authenticity, and
flexibility of the staff. If staff issued a directive concerning supplies,
tuition, funding, audio-visual equipment, attendancel, or anythmq, the other

two cadres would read and question; the King cadre would reject and then nego-
tiate. Comsequently, program business was transacted with the King cadre first,
and eventually with the other cadres, until the transactional style became the
modus operandi for the Ford Training and Placement Progrém staff.

Groplm toward the resolution of this conflict was an extrerely frus-

trating task for the staff. But the structural changes which resulted --
the limitations on staff fmeda&x'to en“er the cadre meetings, the inclusion
of cadre members in program planning, and the cadre's authority over dis-
semination of ipjoﬁ:matim — were effective in decreasing conflict over the
issue of autcnony. During their placement year‘t-hey incorporated two white
teachers. The second King cadre was racially integrated from its inception.

Another structural change occurred as-the program stész sought to re-

duce the tension between the cadre and the staff. The structure of the re-
search and evaluation effort was changed in response to the conflict between
first King cadre participants and the initial rather traditional research
and evaluvation plan that staff tried to implement. The firstk King cadre
would not keeps weekly individual logs in the summer, would not have-a non-
participant researcher sitting in each cadre meeting, and woula not fill out
formal attitwdinal instruments. As élacks they felt particularly keen about

22

the exploitative history of hit-and-run university research teats. To~-

ward the end of the intemship vear the staff negotiated a series of irdividual

intervievs with the c:adre23

and some papers giving responses of individuals in
24 ’

the group.
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Since the first King cadre would not participate in the FIPP research
and evalvation desian, by the time the sedmd ng cadre was created, we changad
the structure for getring research and evahzaﬁon done, partly on the basis of |
what we };ad learned and also cn the kasis of the good ic:as about jointly de-
signing research that had come out of the first King cadre. Instead of the
typical instruction sheet approach, staff did extensive pre-explanation
sessions, sharing with participants the research gquestions we were interested
in and getting their responses and sugg‘astiohs for other things to considor. We
" negotiated a de:s:ign; one which people were willing to 5upport. Instead of
formal instruments, we asked for teachers' participation in classroom inves-
tigations which were rore meaningful to participants, where staff served as
.fesouree persons and train=d cbservers. Information was shared. Instead of
- a design imposed by the pr\.gra.m to evalvate cadre projects, we asked the cadre
to take the responsibility for evaluation of their own projects. We suspect
the new evalustion structure was accepted because the first King calre was
too proud to permit the vro"r::m to report that "wé cannot say‘ anything about
the first King cadre," inpiyving they accon*plis’hai little if énything. They
felt the need for a written reoord, just as the FIPP did. We reallocated
the responsibility for the task‘of evaluation of cadre projects and functions
to the cadre. More often. than not the research and evaluwation staff was consulted
for assistance in designing evaluations, for help in analyzing data, and
for aid in preparing final reports. The FTPP staff integfated course work
into cadre activities so participants could get course credit for the recearch
and evaluation and writing they did. When the second King cadre was formed
there was a respect for the expertise of the research and evaluation staff
scrvices, a working level of trust between cadre and staff, and a readiness
to parpicipate in the more formal instrumental and quantitative evaluation
design. The second King cadre displé;ed an eagerness to compare results with

other groups .25
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. The change in the stnuctwre, in the formal ané informal relaticnships,
yielded much Qaluable information about the two King cadres which our original
traditional research and evaluation desxgn could not have produced. In
February .of 1972 the second King cadre prepared a 110-page interim report
written by teachers, role specialists, and the liaison, representing every
departrent in the King High School. 'The report sumarized the cadre's
accorplishrents and plans for the future. In Mav, 1972 the King cadre prepared
a 66~page proposal including a history of the two cadres, a statement of the
preblems, the s‘.:a;l:us of each departrent and data needed, proposed plans ard
er}gets from every department in the school to implement reading instruction
in each content area. An unplanned consequéence was that cadre merbers did
some ethnographic writing which staff thought they might have to do, and the

cadre menbers did it with a first-hand kncwledge of the culture of the cadre.

= The unusual pattern of participant becoming staff planner and of staff planner

taking directives from participants wes legitimated in the program staff structure
with the incorporation of the role of placerent year cadre liaison - an individual

selected by the cadres to becar= a staff merber with automatic menbership

on the Program Planning Comittee in order to represent .ie interests, necds,

‘and aspirations of the second, third, and fourth year cadres. Clearly, the

conflict management rmodel led to functional change and greater personal satisfaction

. through. structural change.

Personnel Changa
WORKING DEFINITION:

Personnel Change would include changes in the sel-
ection models used to choose staff and participants, in
the removal of staff and participants who did not meet
role expectations, in adding new staff merbers and cadre
participants, in the loss of kev staff members, in the
change of top program administrators, in revisions of
the incentive system used to attract and retain staff
and parti¢ipants, etc, :



Some of the informition presented at the beginrx.iné of this section
is not derived directly from thé conflict managerent model wsed in-this
paper. However, it is important information, though it falls into that
gray area not covered by our model. It is presented here because it re-
lates to personnel selection and the nature of the personnel in the program.

We have some evidence to indicate tﬁat one of the rea.sohs for the
productivity of the first and smm'ﬁng cadres is thé high calibre of
intell'iéent, camitted, and sensitive cadre menbers and staff persons in
the two grouss. The first King cadre drew five Black MAT interns from the
University of Chicagy - young persons dedicated to working together in an
inner—-city school. These young peopie were energetic, sr:art, and aggressive
enough to male the program and the university accede to their wishes to
form a cadre inoorporating the EBlack MATs. 'The MATs were natched.with five
open-minded, flexible, and creative experienced teachers from Forrestville
High'School selected by a perceptive and skilled principal in conjuction
with the FTPP staff. The first cadre alc:o included the acting principal?‘ﬁ
and a social psychological specialist intern. The two FTPP staff memiers
were the liaison, who was a former well-respected faculty merber of the school
with administrative skills and analytical abilities, and a group process con-
sultant, a faculty merber from the school of Social Service Administration of
the University of Chicaéo, a National Training Laboratory fellow with excep-
tional talent in the area of group development.

. At the time the first King cadre was created the program was still for-
rmalating a viable selection model. By 1971, when the secend King cadre was

27

formmed, a functional selection model had been developed and tested. So
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while the selection process for ag:prcériate'_ personnel for the first Kina cadre
yielded gocd results by divinat—ioh., the selection process for the second King
. cadre yielded good results by design.v {The program has recorded and eval--
uated the elerents of the selection model design).

The two King cadres participated in a number of staff and cadre per-
sonnel changes. Some personnel chianges were made bv the program purpcsely
to reduce conflicts affecting the functioning of the cadre. Others were
made as a response to conflicts resulting from the nature and location of the
program which impligitly had an irpact on the cadre.

The model suggests that conflict can ooccur when there is dissonance be~
tween institutional role expectations and an individual's dispositicns or be-
~ havior. The two exarples cited belcw Gescribe changes in.program personnel to
manage this kind of conflict.

The program's expectatians for field staff roles developed over time.28

The
~cadre liaison rerson was to attend regular weekly and monthly cadre meetings,
sﬁer.d twenty houfs per week in the school or at the University serving as a

resource to cadre merbers and other faculty involved in cadre projects.

The liaison was to consult reqularly with the principal and the cadre's group
process consultant and serve as a communication link between the scheol, the
Ford staff, and the University. In additicn to informing the Ford staff

of the cadre's progress and problems, the first King cadre liaison was both
an interpreter of and an advocate for the cadre, particularly in their re-
quests for extraordinary resources from the Ford P_rogram. By the time the
seoohd King cadre becan its intemship year, the liaison person had acquired
the new '4}f;ills necessary to function as the group process consultant for the
group. Therefore, a new staff person wis selected tb fi1l the liaiscn mle
in accordance with a reasonably well-dealineated selection model and set of

functional expectations for the role.
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The program acdministrators macde periodic evaluations of ail étaff per-
sons. As a result of observations and of reports from the second King cadre
merbers, the group process consultant and the King High School pi:incipal, in
the wihter of 1972, the director of the FIPP found it nec~ssary to inform the
new liaison of the cadre's and the program's dissatisfaction with his mle
performance. Meetings were held with the group process consultant, the prin-
cipal, the program director, and the liaison to clarify expectations and es-
tablish a time line for improvement in parformance. In late March, after
staff evaluation of the liaison's performance by the cadre, the grow
process consultant, the principal, and other concerned staff persons,
the program director decided to dismiss the liaison. The group process
consultant and the principal informed the cadre and the director inforred -
the liaison. The cadre haa been aware of low level of performance by
the liaison and made no protest. This is an example of a personnel
change percipitated by the cadre and effected by staff to enhance the
cadre's functioning.

The nature and locetion of the program randated another personnel change
in the second King cadre. The FTPP is located in the Departrment and Craduate
School of Education of the University of Chicago. The int:ex"ns in cadres, though
working as part-time employees in the Chicago Public Schools, are also University
of Chicago students conpleting degree proarams and, thereforé,_ are expecced to
maintain a given level of academic and practical performance during f_he
internship. The prograt is by nature and title a training program; *hence,
the trainece should not be expected to parform at the same level as the
fully-licensed professional. The point is that the schools -hawe one set of
expectatians for the performance of emplovess and the university has a“‘".ot’xer

set of expectations for the performance of a trainee. Ford mict mediate the

often cbnflicting sets of expectations for the intern cadre nmber.zg
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This kind of conflict led to the removal of the adult education intern
from the second ¥ing cadre in ghe Spring of 1372. Some of the probler had
to do with the iﬁflexibility and non-performance of the role incumbent,
but the basic problen wés in the definition and impisment.tion of the role of
adult educator in a regular day school program.30 The adult educaticﬁ
training program at the University of Chicago had some perceptions about the
role.31 which did not f&t those of the Chicago Public Schools. The Ford- Program
was not successful in reducing the disgonance between these institutional per-
cepfions. In its five—year kistory the prdgram was able to place only one
‘adult educator in a day school program and the functioning of this role does
not meet the criteria of the Adult Education program at the University of Chicago.
The second King cadre adult education intern waé judged unsatisfactory
by the University of Chicago faculty member‘in charge of the internshir. The
faculty nmember requested that the FTPP remove the person from the intérnship
at King and fro.i: the cadre. The program managers engaqedtin a series of meetings
with the cadre, the adult eduzelor, and the University of Chicago faculty mem~

ber. The cadre's membership was split for a variety of reasons ~ scme wanted

to remove the intern, others did not wish to remove her. But since the adult edu-

e

cator's past performance or lack of it did not enlist full cadre sunvort for
the position{ the adult education intern was reroved. The cadre was willing
to police its own. The-program staff had to demonstrate the same commitment
to program goals. This is an importént, a;ways painful, process which we do
not avoid. Sometimes personnel changes occur over which the program has no
control - marriage, resignation, pregnancy, @ better offer els whefe, ané in-
soluable conflicts can cause sta2ff members ana program participaqts to lcave,
The administrators of the program must select, train, and revard staff in
such a wav as to attract and retzin the best personnel.

"ERIC

Aruitoxt provided by Eic:
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Perception Change

WORKING DEFINITIC!:
CHanges in perception may occur when individuals in the system
gain insights which allow them to view conflict as produc-
tive rather than destructive, to perceive accommodation of
divergent views as neqgotiation rather than capitulation,
to understand that analvsis of issues is more fruitful
than placing blame cn individuals, to recognize that, when
working on group tasks, a predictable functional response
from an individual need not be accompanied by eternal friend-
ship to be valid and useful.
The development of the first and second King cadre was facilitated
by‘changes in percéptions and attitudes at several levels. Perception
" change occurred at the staff level when we became aware that conflict
between staff and cadre group was a significant and sometimes desirable
event.
For example, the staff memos to, and documents by, the first King cadre .in
the fall and winter of 1969-70 again and again contain references to the con-
flict between the cadre and the FTPP. Staff meeting minutes detail the con-

flict reduction strategies instituted by staff. Here are scnre sarples.

From the grcup log of the -1rst Xing cadx:,
July 18, 1969:

"The commitment of the cadre group is not to the program

(FTPP) or even to the Universitv and its courses; rather,

the commitment tends to be to the children of Forrestville

{first King cadre site): those we work with in micro-

teaching and those with whom we expPect to work in the fall. . ."
The staff was disturbed by this attitude toward the program; the staff was
not disturbed by the group's etpresqed commltmnnt to children. But it was up-
setting to have the cadre refuse to do individual logs or to respond to other
instruments for research and evaluation. Rather, the cadre did qroup logs and
the nembers would recpond only to a personal, individual interview witiv a
staff member they selected to conduct the interviews. It was upsetting to

O
[:R\!:e the group initially reject the staff members so carefully selected to




work with the cadre. Rather than engage in the papver battle of program direc-
tives and cadre rejections, we decided to negotiate the conflicts which might
result from those cadre regquests which gave evidence of their commitment to
students. But while other conflict issues could be discussgd, some areas were
non-negotiable. One such area was staff selection.

Many of the first King cadre meetings in September, 1969 were given to
objecting to the selection of the staff group process consultant who would be-
gin work with the group in October. A staff member who had established a
working relationship with the group during the summer program was sent to sev-
eral cadre meeétings to discover precisely what the problem was and to dsal with
the conflict regarding the appointment. We reserved the richt to make the
appointment and determined it would stand, but we also recognizeé that the con-
flict could not be iancred if the group process consultant was to Sunction ef-
fectively.

-
"The hiring of Mr. X as a consultant without any previcus
indication that the decision was nending (occupied much
time at cadre rmeetings). Mr. Y's (A 7TPP staff rerber)
attencance at the October 2, 1969 cadre meeting combasted
some of the suspicions caused by this decision. The cadre
emphasized that it was not the decision that caused con~
cern, but the manner in which decision-making on such
issues is done."32

Staff's perception that the friction was productive developed during
the year of conflict management with the first King cadre. It was important
that we were able to sort out the difference between conflict that was the

) 33 .
result of silliness on the part of the cadre or a mistake on our vart, and
that conflict which was a natural part of the developing autoncry of the cadre
qroup.

To illustrate, cadre rembers of the first King cadre lcoked upon ¥Ford as
an unlimited source of funds and were most vocal when FTPP ¥efused to honor

34
some requests for funds. These petty conflicts were settled by directives

IToxt Provided by ERI
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and referrals to the program's guidelines governing-the dispersal of monies.
However, in view of the groun‘'s stated commitment to the students, when
they requested the use of Rockerfeller Chapel for graduatioh cexeronies,

because of inadequate facilities at the school, the FTPP staff made the complex
arragéements and funds necessary to allow ﬁhe use of the University facility
by an off-campus group. Merbers of the FTPP central office staff, after
requesting permission to, did attend many cadre meetings in 1969-70, and
had the opportunity to cbserve the dedication and talent of the group. ﬁin—
utes of staff meetings during this period reveal that as staff members had
direct‘contacts with the group, usually as a result of the need to deal with
canflict, these staff merbers became advocates for the cadre. They became
sensitive to the productive possibilities of conflict management with the group,
and less inclined to panic in the face.of conflict. .
The final péints of cenflict for the fi;sp King cadre related to: 1) their
participation in evaluation of the internship vyear; and 2) the appointment of
a placement year cadre liaison. The first issue, participation in research
and evaluation, was resolved over a six-month period beginning with th= program's
administrators negotiating ihree alternative procedures to obtain the @ata needed
to make judgments about the cadre. (It should be noted that the'resear:h and
evaluation staff was skeptical about the usefulness of the data given the con-
straints under which they were collected.)35
L The cadre would devise iis own self-evaluation outline

which individuals would use to record their perceptiens

of the cadre. Guidance from the FTPE staff would be

available. The cadre group would analvze the individual

responses and select merbers to prepare the final report,

Many consultations were held with ¥7PP staff in the

Spring of 1970. The outlinre was completed in March, 1%70¢
and the report wns submitted in July, 1970.38

. 2)., "The cadre merbers would varticipate in individual

" interviews with a research and evaluation staff member
selected by Ford, but whiom they approved aud who would
send the cadre the research report befcre it was
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circulated more broadly. The inter*.ew questions dealt
with the individual's reasons for being in an inner-
city school, responses to the FTPP, and thoughts about
research and evaluation. The report was completed

and circulated without changes and with the cadre's ag-
proval in July, 1970.37 :

3) The cadre would videotape two cadre meetings, assist
the FTPP staff in editing the tapes, and particircate
in the programs' 1970 Spring Conference by preparing
curriculum demonstrations of cadre projects irn English,
art, and mathematics. The video tape was shown tc a
conference audience, April, 1970 and has been used
to assess group developrent patterns for the cadre.
The curriculum materials were displaved and later
written upBSnd added to the FTFP research and evaluaticn
materials.

2

The documents and presentaticns negotiated between the stafi and the
first King cadre have been among the most useful in evaluvating the proaram.
The results of the conflict reduction sét the stage for a rethinkiné and a
revision of the research and evaluation process in the program.40

The second issue, the selection of a placement vear liaison, was the
first King cadre's final attempt to see if FTPP could be. intimidated in a
decision-making area reserved for staff. A member of the cadre who had de-~
monstr.ated teacﬁinq competence and leadership, worked well with the prinacipal,
had the respect of his colleagues, knew the university resoﬁrces and whe could
work with FTPP staff was selected upon advice from the cadre liaiscn, the
group process consultant, and the principal to fill the role of placement
vear iiaison. The cadre, in writing, objected to the way in which the decision
was made and suggested for the role two other éadrﬁ merbers who would be
graduate students at the University during the placement yvear. The cadre
made it cleaf they did not cbject to the individual selected, just the wov
in which the selection was accorplished.

A memo was sent tc the group outlining the reasons for the seluction
and coffering to meet to discuss the issue. The cadre accepteld the rationale

Q

ERIC outlined in the memo for staff selection of personnel and indicated they
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accepted the choize widr by =~taff endl felt it was not neocessary to discuss

the issue. However, with future cadres we asked each group to elect from their
menbership a placement vear liaizon whose appointment rwuld be subject to

41
staff approval.

staff perceptions changed and wisdom grew as we learned that we were
better off living with, and attending to, the headaches of é group that
defied us and took a role in its own direction than we would be with a group
which passiveiy accepted ocur leadership only to fall apart when FTPP withdrew
in the placement vear, The first King cadre 4ié not fall apart; it expanded
and strengthened its activities.

Perceptions of cadre members abont FfPP changed over the period from 19€9
to 1972, the time span covering the first and second King cadres. Comparisons
in statements in the year-end reports aAd other documents abcout the first and

second year cadres demonstrate thiese changes.

June, 1970 - Cadre Relatlonship with the Pord Training and Placement Program

The non-existence of a unified cadre philcsophy was alsc the
basis of conflict with the FTEP. It seemed that when the
cadre becams frustrated with its inability to cohere, ¥TPP
became a convenient organ to attack. This hecrme a way of
escaping the problem of cohesiveness pressing the cadre, ard
provided an outlet for the pent-up frustrations. (It was in
this area, a wnified attack or defense against an "outside"
force, that the cadre was most succassful in its early stages.
This, more than anything else, produced a sense of unity.)
Yet the intermal problems of the cadre still remained, and do
80 presently to a lesser extent.

The above is not to say that FIPP should not be a.tacked
~--criticised-~fought, and changed, put not in lieu of,
or as a psychic release faor, overvhelming frustrations.
The cadre was ever aware of the fact that in forming an edu~
cational philosorhv, it might be necessary to attack
the philoscphy of the organization which was providing the

means for its existence. . .
»
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Jn all honesty, it must he stated that the lack of com-
munication between the Forrestville cadre and the Ford staff
was not wholly the fault of the FTPP staff members. The
cadre, being all Black, and having experienced initial
difficulty in authorizatior. as an all-Black cadre, was
overly suspicious of all staff members and rea :sted that
they not be present at cadre meetings except by invitations.
All of the cadre members shared the notion that as an
all-Black cadre, we had to be allowed to go through the
process ol working out our own problems without the dic-
tates of a higher authority (this process has traditionally
been denied Black folk in educational organizations and else-
where). When the cadre began to shape its notions of

. itself and its own destiny, this attitude of hostility
underwent a gradual change and by the winter quarter, in- 42
dividual staff members had been invited to several meetings.

Early in the 1970-71 school year, FTPP staff was discussing the possibili-~
ty of forming the second King cadre on the basis of the productivity of the
first group. Discussions were held with the .first Xing cadre and the schonl
administrator. Hard questions were asked about the willingness to par-
ticipate in research and evalu_tion given the group's previous.stance and
the prcgram's need to do some summative and guantitative measurements. 1In
response, the cadre, with the help of a staff member, prepared a statemwent
of intent at the end of January, 1971.

"We believe that we offer an excellent opportunity for
educational researxch of every description in a 3lack slum
ghetto school. We seek help. BAll we ask of any research-
oriented institution is that they not simply investigate
us, but commit some of their resources to making our school
2 truly productive high schocol and our students successful
and happy people.43

The group submitted a full proposal to FTFP for consideration as the
demonstration and induction school and for the formation of a second cadre

in March, 1971. RAgain, the issue of collaborative relationships with the
44
University and FIPP was addressed.

O

ERIC

Aruitoxt provided by Eic:



Furthermore, our staff is research-oriented. We are
not afraid of cxwverinmentatior and don't find it distasteful.
We realize tnat faliure 1s a na2cessary step on the read to
success. As University High serves as one kind of labor-
atory schocl model, we see ocurselves as being another type

" of lab school, ore that is closer to the problems .confront-
ing teachers in the tvpical teaching-learning situation. We
know that innovation in curriculum, teacher training, school
crganization, and administration are necessary if the needs
of our students and the societal demands placed on them are
to e met successfully. Our plans and hepes go beyond a
short-term association with Ford Training and Placement Pro-
‘gram. We envision a long-term educational relationship with
the University of Chicago and its great resources. Together
we can come to grips with all the real problems in a truly
urban ghetto school. . |

If you, as members of the University community, can
help us bridge the tremendous gap between research and prac-
tice in urban education, not only will vou be of greater
service to your students, bul together we micht make impor-
tant inroads in the morass of urban miseducation.

The FIPP staff reviewed the proposal, endorsed it, and submitted it to the

program‘s Executive Commitbee and to the Graduate School of Education for ap-

_proval. Eight specific\gudgments regarding criteria for selection of Martin

Luther King High School as the site for the second cadre were made in March, 1971,
45

Two are citeaqd.

6. EXPERIENCE WITH FTPR: The prior cadre has made the
school stafff familiar with FTPP. The pc=itive nature
of that experience gives us a strong bas.s for future
developmené. (All cadre interns are still members of
the school staff.)

7. SPECIAL CONSIDERATIONS: Close interaction of many For-
restville staff merbers and the University have Jaid
the groundwork for wpositive future interaction, The
"Proposal for a Demonstration School" written by the
Forrestville administrative staff is further evidence
of the pcssibility of positive relatiouships.

When the second King cadre was formed, it was apparent that staff and King

faculty members' perceptions had changed to maximize the benefits derived from
_ 46
the reciprocal nature of the relaticnship. The second Xing cadre had a most

productive intermship yeax in 19071-72, participated fully in the instrumental
\\ R
y O

ERIC

Aruitoxt provided by Eic:



EF

C

24
and observational evaluation covering time one and time two measurenents,
and took initiative and leadership roles in general FTIPP acti?ities (these
are specified in the 1971-72 FTPP progress report). Two of many statements
from the second King cadre's file reflect the change ir cadre members‘® per-
ceptions of the FTPP.

"The initial experiences for the cadre were planned by
the FTPP staff with two goals in mind. 1)} Cadre members were
expected to negctiate relationships with each other which would
sustain the groups through the many tasks it would undertake
during the year. 2) Ford staff expectations were that this
developmant of group norms begin during the six-week summer
training program and continue throuchout the year. . .

{The cadre goals, staff expected, would be complimen-
tary to the FIPP goals) <Clearly the King cadre internalized
these staff goals early. . .Group solidarity did not come easy
. « After six weeks the group had tested each otherxr's com-
mitment and had reached, for the moment, acceptable working
relationships. . .Cadre goals did not deveiop in a vacuum. . .
goals mutually acceptable to the group and the program had
been formalized three weeks into the summer program.

A letter sent in the name of the second Xing cadre by the principal to the
director and staff of FTPP on June 28, 1972 states in part -

We're very pleased to revort that we enjoved a most
suceessful and auspicious year at King High School. We
are aware of the fact that much of ouxr first year success
is a direct result of the suvport provided us by you, the
Ford program and staff.

While the rigors of the school year don't afford us fre-
quently the opportunity to oxpress to you how much we
appreciate your tireless efforts on our behalf, let us say
now that we of King do most sincerely express our gratitude,
fondness, and appreciation for a difficult job done exceed-
ingly well. . . '

Xing is in the process of rapidlv becoming a great hich
school. You can be proud of the role you played in creating
this success.”
All of the above examj les illustrate changes in perception as a result
of the interaction between FITP and the King cadres. The stimulus for changes

in the perceptions of staff merbers came from the King cadre and the stimulus

for changes in the perceptions of Kinq cadre members came from the Ford staff.
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That 1s, the stimulus for changes in perceptions was exég{ggl to the cadre
and the staff. Mention should be made of an internal stimulus which led to
changes in cadre members' perceptions about each other. We believe these
changes were crucial to the high level of output of the groups.

The internal change in the collective perception of the second King cadre
we observed was that rather than spending cadre time talking about trust, these
experienced teachers realized early on that it was more important (in terms
of the short-term goals) to 1egrn to work together as a group. To insure im=-
mediate benefit to the King studenﬁs the group perceived it was more functional
for them to work as a group than it was for them.to trust each other intimately.
_ Almost all observational and evaluation reports by staff and by cadre refer
to the high level of task orientation apparent in the school-based group. The
extensive experiences of the cadre members provided the stimulus for this col-
lective task orientation. .There ware things to be done and the accomplishment
of tagks took priority over solutions to interpersonal problems. One could
almost hear members saying - "I am not fond of all these people on my task force,
but they are competenit, they have the nhecessary expertise, they have made a
commitment, and I can trust them to do their job." Intermersonal issues were
raised when individuals were incompetent, misrepresented their expertise, and
failed to meet their task commitrents. For example, the adult education intern
led the group to believe she had a set of skills she would use to in§§i§gta
programs in the community. Programs were slow in coming. Finally, the qgoup
assigned two specific tasks to the intern which were not completed. It was
~after this failure to meet task commitments that the cadre raised the interper-
sonal issues which had been praaucing angst for the group for some tire.

The second King cadre perceived that the purpose of the group process
activities and consultants was not to create a perfect world of complete com-

munication and etermal trust. They perceived these activities and the staff role
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as mechanisms which would help the group create a way of managing the conflict§
and problems of the real work-a-day world. The management of conflict and pro-
blems would proceed in such a way as to allow cooperation tc exist and f{lourish
in sp%pe of difficulties. Tﬁe assumption was that trust and friendship would
come eventually from gecod working relationships.

The perception changes in the FTPP staff and in cadres were instrumental
to the effective execution of the mutual goals of the two aroups. The section
of this paper on changes in perception is twice as long as those portions
of the paper devoted to changes in program design, stiructure, and personnel.
In a literary sense, this is an unbalanced presentation, but in a logical sense
it is an accurate picture of what tust be'emphasized in any experimental program
which seeks to self-correct its ope.sations. Perceptual or attitudinal char.ges,
the way people feel and think about other objects and actors in the program, mus;
preceed and/or accompany the other changes, or the introduction of these other
changes may result in role plaving cxercises with no real involvement on the
part of the progvam steff or the cadre merbers. Further; perceptual changes must
follow the other changes in order for the other changes to achieve some degree
of legitimation. We believe changes in percentions are a tendant to and crucial
factors in any other changes made by management to improve the program, or indeed.

to insure the survival of the experiment's delicate balance of components.
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How effective ig this mansgerial method as a research tool?
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orrmleting and answering significant research
questipns?

Research from this monagerial wodel has unique characteristics
which result in strengths and limitations. Both follow from *he fact that it
short-circuits the total psradigm of research. The ghort-circuit results from

its dzvelopment from the probloms of managoment rathey than research, and its

focus on prcblems to be solwad. Irn moye graphic terms, if a cadre in the
program was worxking parfectly, this monagement method of research would have
nothing to report.

It is possible to compare o wore tzpical regearcn paradigm to the conflict

_management research model {sec Fiagram balow). In the typical paradigm, value

More typical Conflict Management
ascarch Paradigm Fasearch Paradigm
Judgnent Minimized Prazed on program cobjectives
Questions Functional mlavionships Systrmic cauce-cffect
relationships
Treatment Test alternatives Change onflict~producing
{iypothesis testing) conditions
Result Explanation of relationships A smoothly-operating program

judgments are minimized and the gquestions are centersd on the functional vela-

ticnships between varianbles. The azpproach to the questicons is the manipulation
of variables to test a variety of alternztive configurations, often without

valuing one over ancther. The result 15 a descripiion of relationships. In
. .
contrast, the present model essumes value judgmerts in that a particular

-

result is the one to he achioved. Tho questions are centered on why it is not

being achieved and there 1is an cssumption of causal, rather than functional,

»

relationships betweel: the Aesived goal and the conditions that are variable.
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The approach to the question§ ig systemlic rather than alternative
testing. That is, rather than looking at the effects of a variéty_of alternatives,
the mééel looks for the alternative that will produce the esired goal. Because
it views the independent variables as part of a system, conflict is the evidence
that is used “o determine what things tp change. Once the conflict has been
articulated as an issue, and the ;ssue as a problem, a limited number of
alternative treatments are examined and cne is selected as most likelly o
regsolve the prcblem. Thus, both the @imlation of conditions and the
outcomes are valued rather than being treated as altermatives to be varied.
The four categories of treatments described in this paper are acceptable alternatives,
in congruence with program goals. The definitien of the probleﬁ and the iden-
tification of crucial variables delin2ates possible treatments.

In termms of forrmulating reseérch guestions, then, the management model
has the characteristic of formulating only a limited mber of questions which
are focused by the conflicts in the program. The consequent limitation is that
this research ﬁodel will never generate a description of the entire range of
variables that must be considered, nor will it test the outcomes of a variety
of relationships among the variables. The research will also have a lack
of scope because it does not document nor study in detail the more guiet, (but
perhaps very significant) and successful aspects of oparation. But the limited
focus of this model is also a strength. The cénflict management model has an
in-built =ense of priorities. It focuses on key issues, avoids low points and
t;ivialities,-and gets quickly and directly to the heart of the matter. It focuses
first on the most important isgaes and moves graduvally outward to more and rore
detailed, more and more sophisticated injuixy.

Q
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This management model of research is severely limited in the controls
it exercises over the conditions it manipulates. In the Ford program,
subjects are not assign;d randowly to ¢roups; instead we have selected those
pecple whom we tﬁink ara most likely to make the cadres s =cead. There have
been few control groups becausa we focused our attem:tion on hmaking the cadres
successful and did not divert the rescurces necessary to create controls.
There have not been different planned treatments; instead, there has been an
effort to use only the‘best treatment., In terms of Kerlinger's distinctions,4a
this managerial method of research is much more ex post facto than experimental.
But‘tha: is because.the management of a program must be focused first on
httaining its goal« successfully and only secondarily on controlled experi-
mentation with variables. Getting it to work comes first. From the manage-
ment point of view, explaining why it works grows out of that.

In terms of answering research guestions, the management model
has the characteristic of a stable focus and depth. The limiﬁation of this char-
acteristic is its lack of balance. Because it is focused on conflict, it is
likely to paint a bleak plcture of what is heing accomplished. To overcome this
limjtation, it must be balanced by an appropriate reporting of successes. But
this characteristic is also a strength. Because it brings to bear a very biroad -
knowledge base, it can use information and formulate answers that are more ccom-
prehensive than other research methods. Because ¢¢ its in-built sense of prio-
rities, it maintains its focus and does not dissipate its efforts by trying to
9o in every direction at once. It has strong payoff in moving the operation toward
its goals and in iQentifying‘the conditions that ére likely to create problems
in reaching those goals.

And finally, let us end where we Degan. The conflict management receaxch

model is a valuable tool in getting at tne existential nature of new and ex-
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perimental programs. Mnst rasearch «fforts begin their reporting where this
method ends ~- with the establishment of a smoothly functioniné program, This
me thod gi.‘fles us a valuable way to get at the existential conditions that precede
the typical experimental literature. Of course, all administrators use some
set of techniques for making decisions, but the explication of the structure
and the content of the process is often cbscure, and the techniques are seldom
turned to function as -research tool. Articulating the structure and content
of managerial decision-making allows the administrator to communicate more
precisely what is geoing on in the development of a smoothly functioning
program. The administrative decision-making process is not primarily a
formalized research methodology, but identifying the research processes

that are implicit in the administrative task has great value. It formulates
problems and identifies conditions which are an important foundation

for later morxe formalized and controlled experimental research. And in

doing so it makes replication of the program by cther institutions easier
because it articulates problems, and points to crucial conditions that are
oféen slighted in the reportage of formalized experimental research. This
managerial method is worthy of the title résearch becauvse it formulates

and answers significant guestions about the relationship between program

variables and program outcomes.
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The Pord Training and Placement Proqgram is a cooverative effort of the
University of Chicago and the Chicago Board of Education funded by the
Ford Foundation and housed in the Graduate School of Education, Univer-
sity of Chicago, designed to train and place cadres, or groups, of teachers
in urban schocls. The conceptual model for the progr m is described in
Jacob W. Getzels, "Education for the Inner-Citv: A Practical Proposal by
an Impractical Theorist,” The School Review, autumn, 1967. The opera-
tions of the program are described in Henrietta Schwartz' "A Social

Systems Approach to Training Teachers for Urban Schools: The Ford Trazining
and Placement Program," Education at Chicago, autumn, 1971.

"Rough Draft - Raw Chronology of Ford Training and Placement Prograﬁ,"
February, 4, 1969, mineo, p. 8.
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mental Designs for Research in Teaching” in N. L. Gage (ed.) Handbook
of Research in Teaching, Chicago: Rand McNally, 1963, »p. 171-246.
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tiveness in formulating and answering significant research questions.
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