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ABSTRACT

The authors state that educational renewal cannot be
broached with the meager funds collected by the U0.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 r
instructional personnel. Operated as a nonprofit corporation, it ~
looks to federal apd state funds for permanancy. (LP/JA)
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Despite recent attempts to rearrange the structure of Prmerican
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computer~assisted instruction, differentiated staffing and other’)
A - -
it

devices, the tezcher remains central to the educational enterprize.

: . . . , S
Nevertheless, teachers continue to be treated as though thev were inter-
changeable laber units following the plans of curricvlum directors and

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

else is needed for effective education (1) schools cammot sucocede

without effective teachers, and (2) teachers cannot bereffective unlecs
. ) , * {.

they have confidence that what they are doing is "right.,™ Tiie best way

fcr teachers to acquire this confidence'is to male sure that they are
involved in the design of the educational process as well as its eXeCum.

tiOn.$ Good curricula, creative instructional materials, efficient

organizaticen and management, modern facilities and equiprent == 2ll ©
’ L A

these contritute to the effectiveness of education. But all depenc¢ for

their full realization upon the skill, the wisdom and the commitment of

.

teachers.

American educators, probably more than any other national educo-

tion group, have been preocccupied with méthod. But despite constant

efforts to simpiify and routinize the work®of teachers through the use
1 .

of syllabi, programmed§matérials, and "by-the-nurbers" techniques,
“ A o
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¢ffective teaching remains d complex, demanding endeavor requiring
X .

intellectual capacity, intensive training, and constant re-cxamination

‘and continuing develépment\ We are concerned here with the phasc of

.

teacher development 'commonly called in-service training.

[

FEBUTSQEGthPOUghOUt their working careers. Too many of these classes

Changing American Education
In~-service training has a bad reputaticn among teachers, Fer

nearly half a century American teachers have been required to attend
.A

S

>

have been spiritless time«fillersﬂ: Instead of promoting educational Vo

chance 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 working. condition improvement demand. "2
‘ 9

. ) | ‘r A !

Teacher resistance to in-servige courses is reinforced by the

|

gdneral»fgeling among teachers ;that they are scapegoats for the :failure

of society‘to function satisfactorily for mrany Americans. Most téaqhers~.

try hard to do a good job. Given & fair-sized class of middle-class

kids and a little help frem admini;trators and supportive persdnn%l,

]
v

they will succeed. Thrust into large classes in school surrounded
! S & \

by the violence, crime, filth and povérty of big-city ghﬁttoes; all
: 4

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

such hightmarish positions bitterly resent being told that théy mus t

. "change, " "We_need helpa" they say, "not just new methods. Give us

smaller c¢lasses, more teacher aides, administrators with backbone,
N o ‘

and good materials and we will do the jQb."
. 1 _
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" Few educational rcformers haQe accepted the teacher view *ha% more
money must be lNVCath in education bcfore’achools can be Iide more
relevant, hUman, and positive, During th@ 50's and 60%s, aggressivc
confrontation with thefschool establishrent became the style, ‘instéad
of prémoting-reform, however, the chief result was a dcfoens ch reaction
on the part of teachers. It is time now {cr the reforme ' to change
tactics. . EQen though it may be difficult a persistent cffort mst Bc

made to encourage teacher cooperation*with reform effort. .
\ o

1] \ v

American education has now (Januc~y, 1972) reached « crisis of

near-catastrophic proportions. The crisis is not only the racial inte-

. v
‘gratfon impasse, nor is it only the ccllapse of our system of school

P

(3

flnalﬂe, our sdhools simply are not adequate to meet. the dbmands of
i -

-our time. The urgency of i{providing effeciive educatiog for all

Americans, particulariy those blacks, browns, and other"racio-etbnic_
groups who Have been largely excluded from dur system, is extrene.

But marshalllng fUnds and reconclllng rdolal conflict are political

.problems; staff develOpment and “etralnlng 1% a technlcal - or

préfessional - problem, the solution of which cah proceed independently.

Educational Renewal g .

v

"The present administration of the United States Office of Educa-
tion, while not conceding the extent of our national educational dis-

aster, hevertheléss has projected new and generally hopeful plar for

\# -
thd improvement of education. These ceriter around the concept of

13
"educational renewal.” Because funds.are limited, expenditures must

-~ -
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be concentrated.in the area of greatest nccd and in. accordancc with
the prineiple of critical mass. The OfflCéiOI Pduration plans to
use ljtle’III "discretionary" funds for tHis purpose. -The total
) . amount of such funds will be cventually something like® $300 ndllions
' ' but, for fi;cal 1972, presently fUnded programs mill conswae all but
$50 miliions. The full&amount would not become availabie until
4 ' fiscal 1973. | e

: , v S y '
True educational renewal - tearing down and rebuilding educational

"

. slums in the urban renewal sense will not: be“possible with the funds
e :’:ﬁhwv -
to be made available., True rencwal would r unire replaCing structures

a

built in the 20's and before with new buildings adaptcd to the more

cooperative styles of instruction now emerging. It would require

. v » . 6 M : . -
large investments in technical equipment and new materials, and it

- Pt
N /

“would require significant supplemeétatioh of present educational staffs.,
(Underlying all thys, of course,'nust be the ‘conviction that, schools
' /

that are good enough can make educational headway against the dirty

o

gritty oceans of human degradatiOn\in,which they must operate,)

5

Since educational renewal in a realistic sénse cannot be broached

Wlth)the funds scraped together by pooling present Title IIT programs,
the maJor thrust of the renewal program will (once again) concentrate e

\\',_on method and resource organization, rather than staffing ratios,
supplies, equipment, and plant. This "change" part of the renewal

enterprise is now subsumed under the term "teacher center", and out '
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of financial necessity it has become the chief instrurent of "renewal."
Whether or not the term "renewal" is appropriate at all to such a

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

ey Teacher Oriented Teacher Centers in Britailn

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

-

to*describe a sort of teachers’ club; the purpouse of which was to make

it easicer for ‘teachers to get together in discussion groups, to sce new

matergals, to watch demanstratlons, to attend seminars en edu0ational

[ ﬁf'qi' ’

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

-, 3 -
/

increase has” been due in large part to the encourage:ent of both the

National Union cf Teachers and the National Schools Council,’

<
[}

';,‘ . In Britain the teacher centers are govefned~by teacher comrdttees,
- byt the chief of steff,"tke flwarden”, 1is hired éhdlpeid by the local
educatiOnel aUthoritiesi_ A persop"who'atteeded'a meeting cf wardens
founid tﬁétithey were much conflietéd about their roles and respensibilities.
Many of them are finding it dlfflcult to fulfill the tcacher service -
function of the center and at the game time.be fgspon31ve to the local
education uuthor;ties. Even SO, the British teacher center is a unique

development designed to improve edueation by serving teachers rather than

.instructing or directing them,

rl

In part, the teacher-oriented nature of the British veacher center
stems from the decentralized and teacher-oriented nature of the British
educational establishment. The economic and status gaps @etween adminis~

trators and teachers in Britain are smalder than anywhere else in the

K
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world, ‘Thus it is cxpected that teachers take responsibility for their

o~ . -«

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

"the bureaucracy cannot reform itself",

British tcachers have been outstandingly innovative in the period since ,

~ educational critics that

World War II and the teacher center is viewed as contributing to the

b SRR, S S o~ + -
hods, rather Than

acceptance of new ideas ard met

N

erving as a citadel of

s

)

teacher conservatism,

o

€ . The British expericnce provides much, useful information, but other

N

' "alternatives should de examined, * -

I .
- . & ) 1]

1
N

A Centralized Bureaucratic Teachdr Develépmeﬁt-ﬂlternative e

In contrast to the British tystem, the. problem of teacher improve-
, ‘ -
ment and renovation in Japan is handled through a highly centralized and.

L

bureaucratic apparatns, Japan has three grades of-teaching certificates
based largely on academic preparation, Although the difference i econondc :
status between holders of each of the certificates is not great, there is

3

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

<2

Tfully qualified." The Japanese have not yet adoptcd the skeptical atti-

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

.

service education in particular.

~ . -

There are teacher education centers at the preféctu?e le?el and
fhére is also a nati?nal institution, They resemble American-teachetr
- training institutions in big cities, including-man& of the advantages of
such institutions as well‘aé the disadvantages. The theory 'behind the

Japanese system is that the teachers are offered additional training
o . o ’ . ’ ‘ ’

. o
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' : on a take-it-or-leave-1t ba%is., Hence, the question of tcacher control
of the in-service or extra service training institutions scems not to

“
have occurred-to anyBody.

The system of graded certific tes seems to offer a Qay to compel
teachers 'to continue their education cver a long span of years. -Attemmts
to trahsfer this concept to the United Stafos would almost certainly arousc

’ ' great teacher resistance, but it‘Qovks.in Japan,: pr« bably because of the
génerally hierarchical and coriforniig nature of Jgpaﬁese society. American
“w téachérs'have,'in the last decad¢ or so, succceded in of{ “etting some
of the authoritarianism in American ecducatien by the develbpmgnt of
colléctave-bargaining and more effective lobbying “echrniques at the state
level, They would.not easily hand cuch an instrun-nt of coercion to

school officials.

Attempts to establish differentiated certificites in the United.
States hdve been strongly resisted by teache: organizations, precisely
because teachers would be forced to enter long series of courses. Further-

? ' more, to the extent “graduation'" from one certif:icate to another would
s . -

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

1

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

¢ ) ot 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

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

N service training has failed iﬂ{the past.
;'\

-
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It would be p. .ible, of course, to conduct continuing tcacher
5 d i

R 3
7

/ + deyelopment throudi aﬁ agency of a local eduéation authority. An
{\wf,ad%dnistfator weald be app@inted (and paid by ) <« school béard, presumably
 subsidized by USOL, The diréctor would be respronsible for developing f]ung
for a Céntinuing_tcacher eddiation projcct, and after approval by the
superintendent of cchools anc pcrhaps the school board, would be given

the authority to‘implemént the plans.

“

TQe decentralized burcaucratic ‘model hras some advantages, Oncc
’tha.strncture of thc project was established and personncl placcd on
the payroll, thérc would be’a~tendency (not necessarily ;verwhelming)
for the local board of education to continue financial support cven|if
the ?ederal government were to withdraw fronxfhe field, TPIarthermore,
the program of the training agency could be tailored to local needs.
The curse of authoritarianism could be somewhat countcracted by a teacher
éﬁyisory commitfee. Finally, local school districts do have a wide range
of reéources and fhese could be utilized more easily by an agency which
was a part of the system than they could be utilized by an autonomous

., A CIN

.~ agency.

But, the force inherent ih an bfficial board of education agency
would constitute a barrier which even the most benign director would
have difficultyj?vebcoming. An official board of education agency would
take the reéponsibi]ity‘for technical.improvément out of;the hands of
tEachers; Once again, teachers would be fesponding to administfators

A

rather than engaging in the problem-solving process throﬁgh'their own

initiative and energy.
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An Autonomnous

It would be possible to establish ad autonomouu, sclf- gov;rnlno

teacher center through the comon device of the MOﬂ—pPOflt corporation,. -

-

A chartcr or constitution could bc dravin up'in‘cooperation with tecacher

.representatives, and the center would be officially incorporatcd under s
. o , ’ : ) ' ’

¢ e
N Rt

the Yaws of the state. A board. of directors would then be chosen and
the board of directors would in turn choose an exesutive'director and
other staff members as needed.

'_Nofe: The term "éeachev,rppresentatives" above refers to. representa-
tives selectéd by teacherér Where there 1is a‘barga{ning,agent, Fhis means
that the representatives s%ould be chosen by the bargaining agent. ‘Where
there is nu bargaining ag;h%, the-répﬁescntatives-should be chosen“jointly
by the significant teachér organizations in the‘céﬁter's géfviqb area.

If more than one échool district 1§ <o b= served, the‘bargaining agent ‘

p LS

for each district skmnﬂélselect an appropriate numbeﬁ'of members of the

\ ' ~

board.. ' . . :

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

.

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

way described.above., If thié were the céée, there should be an advisory
council to guide the teacher-controlled board of diréctors. The advisory.

" council would include university,.coq?unity, and administration repre-
N N % VA .

sentativés. v ‘

H * -] ' L]
It would be p0851ble to include unlver51ty, Communlty, and admlnlstra—
tive representatlves on the board ‘of dlrectors 1toef; of course, But in

¢ .'\ ‘
that case teachers should be in the voting majority, o

-
~ 5:‘

o “

N . . . o

A 4
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“Parity S,
v The above discussion brings us to consideration of the concept
: ' . -
of "parity." ,Educational reform, for better or woérsc, has a varicgated

but quite clearly defined constituency, On the accepted reformist dojra

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

’

cehter ord.renewal center was dri¥inally planned to include represcontatives

.of teacher Training instituti-ns as well as representatives of the school
~ ’ )

Estgblishment, and to emphasize the poin¥ the board was called a "parity

_board," Later, when "community leaders” demanded a piece of the actior,
they were also inserted into the plam and, still later, sare of the

proposals called for student representatives as well,

¢

At. present, there are 14 agencies cal’cd teacher centers which are
’ 3

'-financgd directly by the United'Stqtes Office of Education, All 14 are

L4
. ' housed in universities or other teacher training institutions. They

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

4 »

~ . “Por educational ideas and techniques. Their clieintele 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.

From.Qhat.we have séid 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.
'S Yet the.séimulation which éan come‘from thza college intellectual community,
fmigority groups, and thelyoung is a véluable ingredient in educational

| .

‘'reform which should not be neglected. Hence the need for a strong advisory

N

bban?id.~
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Non-Teaching Ccaff

If we abandon the parity primciple in teacher center govomance,

v
v

hew exclusive should the conter be in its clientele?  Should the toaller

. ~

center be concerned only with the craftiof teaching, or should it be

concerned with oveor-all staif develcopment? If other staff functions

Y

are to be served by the center,’should not representatives. of cuch
groups be included cn -the governing board? And should not the name be

changed to "staff center?" , .

7

| First, we can be.very positive about the need to exclude principals

and other administrdators fromn the scope of the '"teacher center.”

, .

Certainly administrators need retraining; their re-education may be
crucial to the educational rencwal effort, in fact. But unless adminis-

\ \

trators are careffilly segregated in the.functionirg and governance of the

C . - - h
center, their presence will inevitably defeat the purposcs of the agency.
- - ) S . : .
They are too assertive; too used to exercising authority, and they have

too much spare time-to carry out their purposes to be assimilated casily.

The best idea is to exclude administrators, .leaving their retraining to

- 4

other agencies, < , o N

How about other non-teaching educational prrsonnel? In school . -

systeims - or fractions of school systems designated as renewal sites -

»

which are into differentiated staffing, the center should serve all non-
supervisory personnei'who are. directly involved in the instructional/

learning process.. In such a case, however, not every rank or functional
[
group need have represgrtation on the governing board, Representation
LN T ‘ . -~

VA
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of "paraprofessionals" in addition to teachers should suffice, The sane

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

tcachér aides, in the classroom.
. [ : ool

\
‘e

So far as guidance counsellors, social workers, psychologists,

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

<

. concerncdd, it would be better to set up school by school’ artangenents
for their participation in policy;making‘and technique development,

. rather than set such groups up as special intercsts in the govornmental
‘_‘ ‘-. - it

' structure. : i

: ; . . ‘ : . ' 3»‘1@’
AL . . .
< . “Financial Arrangements

P

Tﬁe ﬁederal'gerrnment stili regards itself a€ a sort of good
Samaritan and émergency helper of the educatioﬁal enterprise, rather
fhah_a'ﬁenmanent partner., In accordance Qith this almost dilletante
approach, the USOE has béen talking about a two-year phasé-out of
federal assistance.in educational ren?wal and teacher centers. Yet all

J evidence supports an outlook which i§ just the contrary.

We said earlier that American Edu%ation is rapidly approaching
‘ a crisis of catastrophib proporfions. This crisis cannot be solved by
| local and state action, Inevitably the federal government with its'
broad taxing power and nationél interest policy concerns must undertake
f & massive support program - aﬁd there i$ no prospect that that program
-( canever be diminished let alone discontinued, That being the case it is
unrealistic to taik.in terms of a two-year phase-out of suéh a vital

activity as the teacher centers.

o
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if,doesn't seam to us that it wculd Dcfpossible to operate much of
a,féacher center for under $250,000 a year. It would ba quite casy to
spend man§ tin@é this amount considering what has been h appening to
1-cal school bﬁdgets. It would be impossible to géneratc such funds from |
local sourccs alﬁne. Therefore, it is esscntial that there be an open-
cnded comrdtment from the fo deral 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 contributing goverhments. There

is nothing unusviul in'such an arrangement, MAlmost all big city 'budgcts

must run this sort of gauntlet.

v

?unm@rz
A summary of”the‘views expressed in this paper is a; follows :
1. Schools cannot succeed without effective teachers qnd\tcacher°
cannot be effectlve unless they have confidence that what, they are doing
; is right. |
2, TTadltiOHal methods of in-service training hav> not been

f

'SLCCGSSful in improving teacher pérformance, teachers must take responsi-

bility for their”own professional develépment,
* 3., The main instrument of educational renewal so far as methods
and techniques are concerned should be the teacher center,

4., Teacher centers should be autonomous and téacher controlled --

N . non-profit corporation is the most promising model,
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K © 5. Teacher centers should concentrate on the development of

bt : :
{ ImpLoved teaching as distinguished from other aspects of school orerations,

/ 6. Parents, community leaders, universities and students should

'_/f\..) -

be represented on advisory councils, not "parity boards.
7. Teacher centers should be viewed as permanent organizations

with on-going financial commitments from all levels of governrent,

DE :ES :mg

opeiu2aflcio
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