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ABSTRACT
The authors state that educational renewal cannot be

broached with the meager funds collected by the D.S. Office of
Education; staffing ratios, supplies, equipment, and plant cannot be
attended to realistically. However, the teacher center, as it focuses
on methods and resource organization, is found to be a useful renewal
tool. The authors critique four alternative models of the teacher
center: the British model; a centralized bureaucratic model, like the
one in Japan; a decentralized model, run by an official board of
education agency; and an autonomous model, run by teachers. The
latter is found to be the most satisfactory. Basically, it is
described as being governed by teachers (with an advisory board from
Outside the teacher ranks) for teachers and other nonsupervisory
instructional personnel. Operated as a nonprofit corporation, it
looks to federal NO state funds for permanancy. (LP/JA)
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7/
Despite recent attempts to rearrange the struetuo of ri-riean

computer-assisted:instruction, differentiated Staffing and othern

devices, the teacher remains central to the educational enterprise.

Nevertheless, teachers continue to'be :treated as though they were inter-

changeable labor units following the. plans of curriculum directors and

administrators. There is a growing realization, however, that whatever

else is needed for effective education (1) schools cannot succeed.

without effective teachers, and, (2) teachers cannot befeffective unles

they have confidence that what they are doing is "right." The best way

for teachers to acqvire this confidence'is to male sure that they are

involved in the design of the educational process as well as its execu--

Lion. Good curricula, creative instructional materials, efficient

organization and management, modern facilities and equipment -- all of
0

\ these contribute to the effectiveness of education But all depend for

their full realization upon the s1-411, the wisdom and the commitment of

teachers.

American educarors, probably more than any other national educa-

tion group, have been preoccupied with method. But despite constant

efforts to simplify and routinize the work4'of teachers through the use

of syllabi, programmedmaterials, and "by-the-numbers" techniques,
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effective teaching remains a complex, demanding endeavor requiring

intellectual capacity, intensive training, and constant re-examination

and continuing development. We are concerned here with.the phase of

teacher development `commonly called in-service training.

Changing American 'Education

In-service training has a bad reputation among teachers. For

nearly half a century American teachers have been required to attend

coarse throughout their working careers. Too many of these classes

haVe been spiritless time - fillers. Instead of-promoting educational

change and teacher renewal, in-service courses have tended to increase

teacher resistance to new methods and concepts. Teacher bargaining

agents now regularly include elimination of "Mickey Mouse" in-service

courses as a standard worRing,condition improvement demand.

Teacher resistance to in-service courses is reinforced by the

general fepling among teachers that they are scapegoats for the failure

of society to function satisfactorily for Tany Americans.. Most teachers

try hard to do a good job. Given a fair-s:;zed class of middle-class

kids and a little help from administrators and supportive personnel,

they will succeed. Thrust into large classes in school surrounded

by the violence, crime, filth and pov6rty of big-city glyettoes, all

L-t the most gifted teachers fail more often than not, Teachers in

such nightmarish positions bitterly resent being told that they must

"change." "We, need help," they say, "not just new methods. Give us

smaller classes, more teacher aides, administrators with backbone,
ti

and good materials and we will do the iQb."



Few educational reformers 1-,ave accepted the teacher. view that more

money must be invested in education before schools can be made more

relevant, human, and positive. During tN, 50's and 60's, aggressive

confrontation with the school establishment became the style. Instead

of promoting reform, however, the chief result was a deensive reaction

on the part of teachers. at is time now iur the reforme to change

tactics., Even though it may be difficult a persistent effort must be

made to encourage teacher cooperation with reform effort..

American education ha: now (Janu-y, 1972) reached a crisis of

nearcatastrophic proportions. The crisis is not only the racial into-

'graton impasse, nor is it only the collapse of our system of school

finarce; our sehoolssimply are not adequate to meet. the demands of.

our time. The urgency oftproviding effective education for all

Ameileans, particularly those blacks, browns, and other racio-e-Chnic,

groups who Nave been largely excluded from our system, is extreme.

But marshalling fands and reconciling racial confliCt are political

problems; staff development and retraining-i a technical - or

professional - problem, the solution of which cail proceed indepehdently.

Educational Renewal

The present administration of the United States Office of Educa-

tion, while not conceding the extent of our national educational dis-

aster, nevertheless has projected new and generally hopeful plan for

thd improvement of education. These center around the concept of

ft educational renewal." because funds are limited, expmditures must



be concentrated in therarea of greatest need and in.accordance with

the principle of mass. The Officd of Education plans to

use Title III "discretionary" funds for ti is purpose The total

amount of such funds will be cventially something like$300 millions

but, for fipcal 1972, presently funded programs will consume all but

$S0 millions. The full'amount would not become available until

fiscal 1973.

t.

True educational renewal - tearing down and rebuilding educational

slums in the urban' renewal sense will no',: be ,.possible with the funds

to be made available. True renewal- Would r quire replacing structures

built in the 20's and before with new-build"ngs adapted to the more

cooperative styles of instruction. now emerging. It would require

large investments in technical equipment and new materials, and it

"would require significant suppleme tatiori of present edi4altional staffs.

(Underlying all th.lis,,of course, nut bp the 'conviction that schools
,

that are good enough can make educational headway against the dirty .

gritty oceans of human degradation\in Which they must operate. .

,

Since educational renewal in a realistic sense cannot be broached

witli)the funds scraped together by pooling present Title III progiams,

the major thrust of the renewal prograM will (once again) concentrate e-

on method and resource organization,

supplies, equipment, and plant. This

enterprise is now subsumed under the

rather than staffing ratios,

"Change" part of the renewal

term "teacher center", and out
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of financial necessity it has become the chief instrument of "renewal.",

Whether or not the term "renewal" is appropriate at all to such a

limited, effort, the teacher center idea is . useTul concept.

c,,tv
rTeache Oriented Teacher Centers in Britain

The term "teacher center" was first used in 1965 in Great Britain

to describe a sort of teachers' club; the purpose of which was to. make

it easier for teachers to get together in discussion groups, to see new

materials, to watch demonstrations, to attend seminar's isn edUcational

matters, or just socialize. There are noel 400 of these centers. Their

increase has been due in large part to the encouraga:ent of, both the

National Union cf Teachers and the National Schools Council."

In Britadm the teacher centers are governed by teacher committees,

but the chief of staff,' the "warden", is hired and Todd by the-local

educational authorities.. A person who attended' a meeting of wardens

found that'they were much conflicted about their roles and responsibilities.

Many Of them are finding it difficult to-fulfill the teacher service
-r

function of the center and at the same time,be responsive to the local

education authorities. Even so, the British teacher center is a unique

development designed to improve education by serving teachers rather. than

.instructing or directing them.

In part, the teacher-oriented nature of the British teacher center

stems from the decentralized and teacher-oriented nature of the British

educational establishment. The economic and status gaps between adminis-

trators and teachers in Britain are smaller than anywhere else in the
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world. Thus it is expected that teachers take responsibility for their

own improvement and renovation. Contrary to the fears of American'

educatiOnal critics that "the bureaucracy cannot reform. itself",,

British teachers have been outstandingly innovative in the period since

World War II and the teacher center is viewed as coutribUting to. the

acceptance of new ideas aliC methods, zither than .>crving as a citadl of

teacher Conservatism.

.The British experience provides much, useful information, but other

alternatives should fbe examined.

A Centralized Bureaucratic Tci2ach# Development Alternative

In contrast to the ritish-system, theAprOblem of teacher improve-

ment and renovation in Japan is handled through.a highly centralized and.

bureaucratic apparatus. Japan has three grades of teaching certificates

baSed largely on academic preparation. Although the difference in ecbnomic:

status between holders of each of the certificates is not great, there is

a tremendous drive by the holders of the lOwer two certificates to become

"fully qualified." The Japanese have not yet adopted the skeptical atti-

tude of most American teachers toward higher education in general and in--

service education in particular.

There are teacher educ-tion centers at the prefcture level and

there is also a national institution They resemble American -teacher:

training institutions in big cities, including many of the advantages of

such institutions as well as the disadvantages. The theory'behind the

Japanese system is that the teachers are offered additional training



t

-7-

6
on a take -it- or- leave -it beds, lienee, the question of teacher control

of the in-service or extra service training institutions seems not: to

have occurre3to anyBbdy.

The system of graded certifie-tes seems to offer a way to compel

teachers,to continue their education over a long span of years. Attempts

to transfer this concept to the .United States would almost certainly arouse

great teacher resistance, but itworks.i.n dapan,,pnbably because of the

generally hierarchical and conforming nature of Japanese society. American

teacher 'have,'in the last decade or so, succeeded iii off etting some

of the authoritarianism in American education by the development of

collective 'bargaining and more effective lobbying techniques at the state

level. They would not easily hand such an instrun nt of coercion to

school officials.

-Attempts to establish differentiated certificates in the United.

States have been strongly resisted by teacher organizations, precisely

because teachers would be forced to enter long series of courses. Further-

more, to the extent "graduation" from one certif cate to another would

depend upon a-satisfactory service evaluation by administrators, the multi-

level system would be a form of "merit rating."

) The point of this discussion is that attempts to impose additional

education on teachers by state and federal government would almost cer-'

tainly arouse violent opposition from teacher organizations -- and thus

the whole scheme would be likely to fail, just as similar forced in-

service training has failed it the past.



A Decentr,,A.i::cd Burruer:Ite ,Ynde=1

It would be p ihle., of course, to conduct continuing teacher

/ development through an acrency of a local education authority. An

w(-)1d be appointed (and paid by) a school board, presumably

subsided by USOE. The director would be respnlIsible- for devoloing

for a contirniing teacher ediation project, and after approval by the

superintendent of schools and perhaps the school'board, would be given

the authority toi_mlement the plans.

The decentralized burcaucratic'model has some advantages. Once

the. structure of the project was established and personnel placed on

the payroll, there would be a-tendency (not necessarily overwhelming)

for the local board of education to continue financial support even if

the federal government were to .withdraw from the field.. Furthermore,

the program of the training agency could be tailored to local needs.-

The curse of authoritarianism could be somewhat counteracted by a teacher

adyisory committee. Finally, local school districts do have a wide range

of resources and these could be utilized more easily by an agency which

was apart of the system than they could be utilized by an autonomous

agency._

But, the force inherent in an official board of education agency

would constitute a barrier which even the Most benign director would

have difficulty overcoming. An official board of education agency would

take the responsibi)ity for technical improvement out of the hands of

teachers. Once again, teachers woald be responding to administrators

rather than engaging in the problem-solving process through their own

initiative and energy.
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An Autonar,ous !!-!ode_...
a.

It would be possible to establish a* autonomous, self- governing

teacher center through the comllon deyice of the non-pr6fit corporation...

A charter or constitution could be dravIn up in. cooperation with teacher

.representatives, and the center would be officially incorporated unders

the Yaws of the state. A board, of directors would then be chosen and

the board of directors would in turn choose an executive' director and

Other staff members as needed.

Note: The term "teache?,representatives" above refers to. representa-

tives selected by teacher4,. Where there is a bargaining, agent, this means

that the representatives Should be chosen by the bargain-ing agent. Where

there is no bargaining agent, the-representatives:should be chosen-jointly

by the significant teacher organizations in the'cepter's servic,e area.

If more than one school district ii;Nto be, served, the bargaining agent
it

for each district shou4l select an appropriate number of members of the

board.

Under the non-profit corporation form of governance, it would riot

be wrong to have all the members of the board of directors chosen in the

way described.above. If this were the case, there should be an advisory
f

.
1

council to guide the teacher - controlled board of directors. The advisory.

council would include university, community, and admini,stration repre-

sentatives.

It woUld be possible to include university, ,community, and administra-

tine representatives on thee-board of directors itself, of course, But in

1 r,
that case teachers should be in the voting majority,

ry
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:Parity

The above ciscussion brings us to consideration of the concept

of "parity." .Educational reform, for better or worse, has a variegated

bui: quite clearly defined constituency. On the accepted reforai_st dogma

that the system cannot-reform itself, the governing board of the teacher

ceter ori,re_newal center was d`r-l-inally planned to ino3.11e-ir, rcpresotatives
of teacher training.institutins as weJl as representatives of the school

.

Establishment, and to emphasize the pain the board was called a'"party .

board." Later, when "community leaders." demanded a piece of th action,

they were also inserted into thplankand, still later, ser, of the

proposals called for Studeht representatives as wel.].

t. present, there are 14, agencies ca.:1:',2d teacher centers which are

f5nanc0 direct]y by the United -States Office of Education. All 14 are
I

housed in universities or other teacher training institutions. They

function as R&D centers for classroom ideas, and as retailing outlets
.4

'&)-1' educational ideas and techniques. Their cliei.tele is revolving and

'transitory and Without formal participation in governing the projects,

for the most part, but the "parity concept is kept in one form or another.

Prom.what.we have said in previous sections of this paper, it should

be clear that we do not believe "parity' in a governing or operating

equality sense-can have practical meaning in teacher center governance.

Yet the stimulation which can come from the college intellectual community,

minority groups, and the young is a valuable ingredient in educational

reforin which should not be neglected. Hence the need for a strong advisory-
.

boaT,
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If we abandon the pir:ity principle in teacher' center governan ,

1w' exclusive should the center be in its clientele? Should the. te.J2

center be concerned only with the-craft:;of teaching, or should it be

concerned with over -all stagy: f- development? It other staff functjenn

are to be served by the center,',should riot representatives.of such

groups be included cn the governing bpard? And should not the nac be

changed to "staff center?"

First, we can be very positive about the need to exclude principal

and other administrators from the scope of the "teacher center."

Certainly administrators need retraining; their re-education may be

crucial to the educational renewal effort, in fact. But unless adridnis-

trators are carefiAlly segregated in thp.functioning and governance of the

center, their presence will inevitably defeat the purposes of the agency.
4

They are too assertive; too used to exercising authority, and they have

too-much spare time.td carry out their purposes to be assimilated easily.
0

The best idea is to exclude administrators,aeaving their retraining to

other agencies.

HoW about other non-teaching educational personnel? In school

systems - or fractions of school. Systems designated as renewal sites

which are into differentiated staffing, the center should serve all non-

supervisory personnel 'who are directly involVed in thp instructional/

learning process- In such a case, hOwever, not every rank or functional

group need have repres,prtation on the governing board. Representation
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of !paraprofessionals" in addition to teachers should suffice. The sane

could be said for more traditional set -sups using only teachers and

teacher aides in the classroom.

So far as guidance counsellors, social workers, psychologists,

curriculdm coordinators, community coordinators, nurses, et dl., are

concerndd, it would be better to set up school-by school' arrangements

for their participation in policy-making and technique development,

rather than set such groups up as special interests in the goyernmentd1

structure.

Financial Arrangements

The federal government still regards itself as a sort of good

Samaritan and emergency helper of the educational enterprise, rather

than a perMa'nent partner. In accordance with this almost dilletante

approach, .the USOE has been talking about a two-year phase-out of

federal assistance in educational renewal and teacher centera,. Yet all

evidence supports an outlook which it just the contrary.

We said earlier that American Education is rapidly approaching

a crisis of catastrophic proportions. This crisis cannot be solved by

local and state action. Inevitably the federal government with its

broad taxing power and national interest policy concerns must undertake

a massive support program- and there is no prospect that that program

can ever be diminished let alone discontinued. That being the case it is

unrealistic to talk. in terms of a two-year phase - out of such a vital

activity as the teacher centers.
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It doesn't seem to us that it would be possible to operate much of

a, teacher center for under $250,000 a year. It would b' quite easy to

spend many times this amount considering what has been happening to

1r,cal school budgets. It would be impossible to generate such funds from

loca.1 sources alone. Therefore, it-is essential that there be an open-

ended
\
comndtment from the federal government as well as state and local

sources.

Control of the expenditure of funds should be in the hands. of:

the Board of Directors of the non-profit corporation. Its annual budget,

however, would. require approval by the contrThuting governments. There

is nothing unusual in:such an arrangement. hlmost all big city'budgcts

must run this sort of gauntlet.

Summary

A summary of the views expressed in this paper is as follows:

1. Schools cannot succeed without effectiVe teachers and.teachers

cannot be effective unless they have confidence that what, they are doing

is ri.ght.

.2. Traditional methodS of in-service training have not been

successful in improving teacher performance; teachers must take responsi-

bility for their'' own professional develOpment.

3. The main instrument of educational renewal so far as methods

ancltechniques are concerned should be the teacher center.

4. Teacher centers should be autonomous and teacher controlled --

non-profit corporation is the most promising model.



5. Teacher centers should concentrate on the development of

roved teaching as di-Ainguished from other aspects of school operations.

6. Parents, community'leaders, univer-dties and students should

be represented on advisory councils, not "parity boards."

7. Teacher centers should be viewed as permanent organizations

with nn-go-ing financial commi tments from all levels of government.

DS :ES :mg
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