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Staff Development in Low Power Tranactional Orvganizations:
The Administration of an Experimental Program irn Urban Education

Henrietta Schwartz

James McCampbell

In-the last fifteen years, a large number of programs have been
. & o '

.attempted in urban centers to reduce the incongruities evident between

the schools, often seern as bastions of the status quo, and the impatient
clients, the urban community, pressing for immediate change. Every manner

1 Some few programs

of remedy has been'attempted, most unsuccessfully.
have reduced the dissonaﬁce between clients and educators‘in'inner-city
schools serving minority populations. Why? What combination of unique
and common elehentS‘did these efforts display?

This pgpef will.examine one of the.many issues in the general pro-
blem of urban eduéation, the management of fraining programs for educa-
tors who are or will be working in inner-city schools. Conventional
wisdomISuggests that staff stability is more functiénal'than staff
instébility'in any orgaqi@ation; Simple head coﬁnting over the last
few years reveals that t%e‘mqftality raté‘amsng‘ghe ﬁanagemeﬁt staff of
experimentél programs located in urban centers is inordinately high.2
It is our conviction and experieﬁce that training progréms which hayé
Been effective in preparing pérsbnnel,fpr inner~city schools dispiay a
set of common charaqﬁeristics and a patternkof sEylé of administration

which can be ideptifiéd; documented, analyzéd and replicated., Attention

to careful historical and ethnographic documentation of program cultures

is needed and a codificatioh of precidents must be undertaken before any
datailed specifications for ithe successful management of experimental
programs can be undertaken. Program'plannefs and administrators need to

be,trairrd to avail themselves of this information before embarking on
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projects which require behavioral and attitudinal changes among actors in
organizations.. If educators could‘avoid the svndrome of reinventing the
wheel each time a new program is,launched,mthe\high mortality rates of .
innovations and their administrators might be reduced.

Four common patterns emerge from investigations of the program whichl

: o
have been effective in preparing personnel for inner-city schools. First,

“the programs featured a sound and explicit theoretical base, an analysis

of the problem to be addressed by.the effort, and a set of logical assumpf;
tions which served as guidelines for the direction of energies. Second,

an effective and stable operational staff with a consensus of purpose

“evolved a set of complementary role relationships consonant with the

program goals. Third, interagency co-operation at all levels of the pro-

‘gram was evident. Fourth, the time, data and resources necessary for pro-

grammatic self-correction in low visibility situations was available. A
cursory investigation of several functional experimental. programs designed
to train personnel for urban schools supported the existence of the above
four characteristics, though each program may have had unique purposes
and features. 3 The rest of this discussion w111 be devoted to an analysis
of the second characteristic, staff development and an examination of the-
conditions for adapting and implementing a transactional leadership style
in one program designed'to_work with inner-city school personnel, the Ford
Training and Placement Program.

The building of a staff structure and the stages in its developmenr
are detailed in the documents and research reports of the Ford Training
and Placement Program, University of Chicago,‘:Thekauthors were the
Executive‘Director and’Assistant Director of the program respectively
and draw upon program‘files, experience,‘private papers'and reports'tov

The Ford Foundation and University and Chicago.Public School personnel as:
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the data souoce for this paper. The methodology most closely fesembles
ohe case study technique-osing ethnographic analysis to supplement the
exémples and evidence preoented to'support the doscriptions of the oature .
of the prog;am culture and the development of staff selection procesoes, |
structures ‘and norms, | ’
in 1967 the University of'Chicago and ;he Chicago Public Sohools
embarkéd on a si#-year experimental program addressing the problem of -
' training, teaching and other educational personnel for inner-city scoools.
The placement policios of the system were also quéotioned aod group train-
.ing‘aooAplacement were features of thé program. The experioent exempli-
~ fied the beginning of the shift in university/school’relationshipo ano |
the atteodant oroblems ano outcomosAofAthe new. postures. The program was
funded by The Ford Foundation and housed in the Department and Groduate
Schooi of the Univérsity of Chicago. Four other academic departments of
the University provided studeots for the program. The Fofd Program mode14»
_roas based on fwo assumptions. First, eaohAschool is a unique social
system chafacteriied'by’institotionél role sets and filled by personalities .-
‘ ‘ A ‘ o : 4
with individual needs. The implicationsbof this assumption are to train
together the peroonsjwho will be fiilingithe roles in'a specific school,
and to tfain them@as a group before ﬁhey‘enterAthe'school, Second univer=
‘sioieo‘canoot prepare teachers for the inner city, or any'other‘school
‘wifhout thé‘active participation of the‘orofesoional in the field and the
. members of the oommunitiéo toAbe served byithe school. Therefore, any
meffective traioing most be a coliaborativeooné inyolving the:troiner (the
University), the user (the publio schools); and the‘client'(fhe oommunity)..
;Thé baoic tfaining mechanism of the program waé oallédﬁa cadre. The |
cadres for each of the thirteénkschoois involved in the progrombinciooed

new teachers, experienced teachers, the principal, community representatives
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and others reflective of the social system of che school. University

staff members and program staff worked with the cadres before the school
-year began and intensively during the first year at the school. There-

“after, staff assistance was provided when requested by the grbup. 'The

purpdse of the cadre was to provide pefsonal and professional suppo;t for
the new teachers, renew thg enthusiasm'and skills.of'the experienqéd,
teachers, solve schobl-wide problems, and bridge the gap Between'thg
upiversity, the school and the commuhity. Increased Qnderstandihgs.and

better communications should improve the instructional program of the

school. The asshmptions of the program were logical. Problems aroSe

in operationalizing the concepts, for implementation required changes in
the behavior of actors in both organizations at all levels.
The above description of theprogram illustrates the three conditions

which led to the creation of the management style which we call tfans-

6 _. . ' : . '
actional. . First, the project was a low power organization which required ... ..

the cooperation of various: organizations and agencies, departments of

_the University of Chicago, the central administrative bureaus of the

~ Chicago Public Schools, regional admihistrative units, individual school.

cohmunities and The Ford Foundatidn. The Fbrd Prpgram had nb direct power
over these agencies and had to depenajupon a vafiety‘of deviées to insure
co-operatién; Thése_devices ranged from formal contractual agreements

between the‘Udive;sity of Chicagovand_Tﬂe Ford<FoundaEion, aﬁd the'ﬁniver_

sity and the Chicago Board of Education to, informal "gehtleman's agree-

'ﬁents” between the director of the project and school building principais.

During the course of the program, several principles evolved, the apbli-

‘cation of which assured the level of co-operation necessary for program

functioning. For example,

1. If an exchange of mbney is involved in some aspect of the co-
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‘operative endeavor, written contractual agreements should be

agreed to by the participants at the inception of the rela-

tionshig. The Ford‘Program had yritﬁen'agreements with The Ford
Fouﬁdatién; the University and The Ford Program had a coptréctual agree-
ment with the Chiéago Public Schools shown in the Appendix. Ali.of‘these
agfeements were negotiated at the inception of the program and there was
littlé conflictliﬁ the relatiohship among these agencies and the terms of
the contracts were met. What was not done in the first year of program
operation was to negotiate contractual arrangéments with ﬁhe school based
and community‘members of the cadres who wereupaid for ‘their pa;ticipation
in the program, nor were written agreements négotiated with the university=-
based interns, nor were written SCatements-made to University?faculty
members aboutlgesources évailable to thém in assisting the groups with
curriculum development, nor were cadres. told in writing what program
-resources Qould be avilable to support cadre sponsored prdjects during the
‘year or what the program's expectatidns were with‘respect to teseareh.
3Furthc* expéctatiqnsmfbrmsfaffLrolgsnanereéponsibilities QereuéefinedmverymMmmwm
'broadly, as they had to be at the‘inéeptioh of‘én experimentél proé}am;
‘In‘each of the areas:whicﬁ involved ﬁoﬁey or an‘iﬁdividual's‘time whiéh
represented money,‘conflicts afose during the_firét‘year of thg program7
‘which led to the deVelbpmént of a set Qf‘written ;tatements. ‘The stéte-
ments were»flexible eﬁough‘to‘adjust to iqdividual:situations?lbut they
did prbvide‘a set of‘g;oundbruies which reduéed conflict, ‘Copiesbof the
uwritten agreemepté which  the progfam required of interns, éxperienced

teachers and others in the cadres are shown in the Appendix.

2. A series of ritual events designed to renew the commitment of

' the agencies to the program should be included in the annual

o time liné of the program's management. kObviously»key personnel
: Q - - — R
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Aruitoxt provided by Eic:



-6-

in all rélated agencies should be contacted frequently by progrém adminis-
trators. For ex;mple, in addition to having indiViduals‘from various
Agencies represented on program committees, the-Direptor‘of'The Fofd
Program and the Dean of the Gréduate School of Education madé sémi-annual‘
visits tp ;he Superintendent of ﬁhe Chicago Public Schools to discuss‘the
progiam, .In addition to monthly newgleﬁters and qther regular communiques
from the program, the Director‘énd/or thé Assistént Diréctor or other
staff members visted with the principais of each school on a wégkiy basis,
A monthly iuncheon was held at the Faculty Club of the Univérsity for
co-operating principals, other administrators .ud selected program sﬁaff
nembers., In addition, an annual conference attracting a nationél audience
was'hela.in whiéh all cadre mémbefs participated as well as University
faculty and other related commuqity_and public school personnell(see
sample program in Appendix). ‘Orientation dinners Qere held at the begin-
,ning of each school year and all program rélated University faculty and.

public 'school administrators were infdrmed of the progress and plans of

8

__the program. _Annual reports® were._sent to_involved individuals.in each
agency and formal and informal mechanisms were evolved for enhancing one's

sense of belongingito the program.

3. Whenevér;gpssible,\administrative and field staff mémberé should

be persohs'who have experience and contacts with individuals in

the involved agencies, but this should not be the sole or even

the primary reason for selecting a particular staff member. The

operatibh of Tﬁé ford Program feqﬁifed staff members with one foot in.aca-
demia, for the progfam was hdUSe& in é private ;eseafch-orieﬁfed university,
and the other foot in the ppblic{schoolé, for the cadres‘and’interns opgrated
in the publiékschpols. Virtuall§ all of the Férd Staff members h#d public

‘school expefience, but. not all of them had inner-city school experience and
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the lack of this specific kind of experience created credibility problems
for some staff memberé in their felatioﬁships with cadre members, partic-
ularly when the staff member was;white and the cadre members were black.
Additionally, almost all pért-time énd some fuil tihé staff mgmbers were
or had beén graduate mastefs or doctoral students at ;he Universiﬁy of
Chicagb; Thevdistribution of experience and institutional affiliation
of selected staff members is shownlin Table 1. |

(Table 1 is shown on the adjoiﬁing page)

4., Those agencies and or roles which are not congruent with the

goals and operatidns of the program should be eliminated after

a suitabie trial peribd and carefﬁl evaluatidn. For example, -
one of the roles incorpqrated into the cadres at the inception:of The
Ford Program was that of the social psychological specialist.intern --
a broblem identifier, a facilitator, a social psychblogiét who could

assist the group in identifying its goals and working toward them while

“handling the inter-personal conflicts and personal needs of the members

..of the.group.-.-Remember. the-role incumbant was an intern -- one learning

his role and practicing his skills. Unfortgnately,‘cadres needed fully
trained group process consultants with a rahge and depth of éxperieﬁce in

group dynamics 'and organizétional develbpmeﬁt;and indeed the prograh pro--

bvided such a staff role fbr each cadre. 1In a sense the grbup process. con-
sultant supplied by the staff provided an excellent role model for the

"~ social psychological specialists intern, but the intern was given little

opportunity to practice his role in the cadre. The role was a mew one to
the Chicago Public Schools and some of the rhetoric of the role and the.

interns themselves were threatening to schdol building principals and

‘ teacheré.9 Further, even in those cadre- where the interns functioned -

'well‘dufing the :first year, when the time to place them came around, they‘
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could not be placed in the staff structure of the schools. We were train-

ing persons for a role which did not exist and which the schools had no

.intention of creéting in times of tightening budgets. Cadres and staff

began to have guilt feelings about what to do with tﬁe S?S intern who

was ndt going to get a full time joB at the end of the internéhip, unlike‘_
tﬁe teaching.interns who did get full time jobs in the schools where they
did their training. -SPS interns did not have'teacﬁing éertifiéates or the
course work which might make it possible fo; the Board of Education to
hire them as teaéhers and theﬁ allow informal arrangements to be made

between the program and a principal to allow the SPS to function in the

role rather than in a classroom. Program managers were aware of this
~situation the second;yéar of the program and were convinced by the third
year of operation that the staff structure of the schools would not be

‘changed, but never had the courage to eliminate the role from the cadre

formation, Part of the reason had to do with program relationships to -
University faculty members and part of it had to do with the fact that

Ford was a finite program and would cease operations in a few jyears.,

ContinUatibﬁwafwtﬁémfblémﬁaswi110gical“anduwastefdlmofTprogrém“resodrces,w. .

but probablyvhumane and appropriate behavior in terms of produétive in-

‘house relationships.

Low‘power organizations which dépend‘on other agengies' co-bpgration
to fﬁﬁction mus t dependvté some extent on ghe charisma of staff hembers to
obtaiﬁ'the‘wiilingness qf decision-makers to commit théif organizat}on's
resdurces to a program. But the efficacy of contractual arrangeﬁents,
ritual events to‘rejnforce a sense bf identity'with tﬁe program;é goals,
matérial‘and stafus‘rewafds-fcr individuai and institutional paftidipa- .
tion should not be overlooked. Elimiﬁation of unproddctive rglationshipS‘,

is a staff resyonsibility as is keeping_required'agency contacts to a



~manageable ‘level.

~ Second, the program nas both new and experimental and required a‘
flexible management style.responsive to feedback and sensitive to the dis-
contents of the late aixties -~- about school, abont whitesin black schools,
about the appropriateness of university training programs. in the '"real
world”,‘abont teacher education and about the responsiveness of institntions
Fo_the people they serve and to the people who serve them. The necessity
of‘self-correction in an exberimental progran is, the management of the
project learned, best responded to by a transactional‘style of‘orgainza-
tional procesa. The newness and the experimental nature of the program
meant that staff roles‘would be evolve& as the staff functioned in the
program; This high level of ambiguity created’ personal conflicts which
some of the early staff members in the program were not able to tolerate.
The first Director of the program was a graduate of thelUniversity>of
Chicage and had been a principal of an inner-city school. He was selected
by awjoint committee composed of equal.representatives of thelChicago
Public‘Schools and the University. The first Assistant Director[of theh

: 1
Whprogram was a teacher in the Chicago Public Schools who was working on

a doctor s degree at the Univer51ty in the Deoartnent of“Education. Both
had had experience‘in inner-cityzschools; one was black, the other white,
one malé::the}other female. Both were sensitive, intelligent, compassionate
human beings,‘with experience in administration. Yet, both left the pro-
gram after onelyear of}operation. ‘Why? The‘reasons are complex, but,

one variable can‘be cited. One administrator believed‘thatrsensitivity
training was the key to‘training and»retraining‘oersonnel for inner-city
schools and that the program s chief function was to be a change agent 1n
the school community The other erongly believed that the interns’ were

o

\ too "Missionary" oriented, too concerned with affective responses and had
LS B ¢ . »
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bﬁttcr buckle down and tearn the rules and rugulutinﬁs of the schools if
they were ever to function cnﬁpétontly in the teachor's role.j The two
‘ administrantors communicﬁtcd thuif contradictory pércuptions to pnrtici~‘
ponts, qurcm, schools, commﬁnitius, University fﬂcufty.members and
staff were gérting mixed messages about the gools of the program and -
what was cupected of phém and what theyvcould cxpcét‘from the program,
Decisions were not made, or ware made by default rather than by'design
and the adminigtrators of the program were not able to insure subordinate
and participant support and compliance was not regularized. Consequently,
the staff turnover at. the cnd of the first year of the program was ' well
over 70%;

The thivd condition which led to the development of a transactional -

style of administration is that this mode of organizational proccsses was

: .
-

seen as a valued end in itself. The value comes from scveral sources. The
liberal ethos of the university and its surrounding éommunify, Hyde Park,
viewed cducation as‘a humane endeavor. Tdcdlty members and pﬁblic‘schodl-
pérsonnel iﬁﬁolved in the planning and development of the progiam from 1966
on were!sympa:hetic‘to, and supportive .of, the efforts of black innef-city
communities td‘have a voice in the affairs.of.theif‘scﬂoélé. They rejected
the top~down bureé@cratic,‘in their view autho%itarian, nomothétic style of
administration, and they were sufficiently'wisé t6 understand that unless
the whplé pfogram.staff featured individuals with great charisma and sensi;
‘tivity, the ideographic style of program administration was not‘appropriate.;
Additionally, the projcct's objectives.were based on the theorectical concep~-
tions of J. W.kGet2elslo which viewed the schools as social systems cémposéd
.of complemcntary role sets and valued sﬁafed‘decision-méking as a productive
way of operating séhools. The teams or cadres were’chnrgéd Qith specific

v

objectives among which was:

ERIC
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To develop an aura of shaved responsibild Ly among the
imner~city sehool staflf for the educational, progran of
the school, '

To promote closor. schonl/community relationships.
h [

Too ddentify school/comanity problems wnd act on thom
within individual and group comnatencies, '

Ohvionly, a transactionall style of administration wag valued by the state-
mcnt‘of the program objectives; its.creator, the liberal ethos of the
univcrsﬁty comnunity and finally by the Progfam Staff, The similar educa-
;tionhl hapkgrnunds of Progrnﬁ Staff members cduplcd‘with their diverse
;ethnic qnd belief'strdctures; the variety of tﬂeir expertise and the
development of‘théir réspectivg strengths by the Trogram managementvled\
them to value a transactional style and feel most comfortable operating

in that mamer.

These thfem program conditions, low power visééivis:participating

iﬁdividuals and. institutions, the need for feedback and self-correction

in a new and experimental ﬁrogram, and valuing the develofmentof humane
relationships in éducation‘had_effects on several aspects of the organiza-
tion. The structure, Ffunction, process and content of the Program were

influenced by the adoption of a transactional process.

Characteristics of a Transactional Process

B

First, the Ford Program featured parity in structure. Policy deci-

sioné.were méde;by a‘vqfiety of committees xnpresentiﬁg program‘particié'
pants,75tnff,kﬁnivefsity;‘sChool and coﬁmunity représehtatives. This
required that the program staff be able po'establish 1egitimaéy‘in‘a
variety of groups. Chart I.outlineg the committee structure and Table
2 indicatcn.institutiqnal feprcsentﬁﬁion on_somé,bf the committees.
:Strﬁcturing the Prog;ém,bn the brincipal‘of pafity, with groups of
Q diffdring interests given an equal voice‘in decision-mnking makes the

ERIC
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Total Staff

'Staff Members

 who were

Deparwment of
Education
Students

Rasearch and
Evaluation
Staff

Number of
Resszarch and
. Evaluation
talif vho
werz Dept, of
Eaduc, Students

1968-69

14

[ 5y I

Table 2

1968-70

14

1970-71

26

1971-72

27

1972-73

3
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point Of.cnntuct Betweon groups of extremely sensitive.,  Congeguently, many
, S

ol the Ford staff positions wore deflined to wanape the juleraction between
Cpvoups of diffeving interesta.  IF parity is o key chnructcri#tic o ostrace
ture, ivterface ds a Kkey term in role definition and Trogram Staff functions.
Four of the voles in the staff structure were ti,t]:oc] Tiaison, c;':drc: .Li:‘n)‘..f.;bn,
cominuni Ly liﬁinun, schogls linison and placenent year liaiﬂun. These and
clements ol the othey stall reles which funcgion at the interface.of the
structural elém&nts of the program weant that in mahagcment activities,
inturdcpﬁndcnce and interaction veplaced avthority and independence as key

rocess concepls,  So if parity is a key term in structure and interface
1 1 ! b

is a key to vole definition and stafl management, then ne

term for program protess.

l

negotiation

The third éharmcteristic of,thc trangactional procéss,
_bgcame the primﬂry process bf which tﬁe étaff oﬁcfa}éd'the program. It was
the :espopéibility of the chiefl ndminié;rator of the program in consultationk
with other staff membgrs to define the scope of what was negotiable and to
continue to defipg these ﬁarameters as conditions and peféonnel_ahd the
.Program changed.‘ Some program operationé were nonénegotiable, but- these
were made e#plicit af tbe entyy point intb‘the Program.f Fof'éxamplc;.all
cadre membcrs‘were eipccted to attend weekly cadre meetings d;ring.ghe
internship yéaf and pcnalties were imposéd_if an excéséiVe_ﬁumbér of ﬁeet-;
ings was.missed. University-based interns_wéxe‘expectéd to\maintain
gcceptable‘éﬁademic grades or their stipend and t§ition support from the‘
Program was withdrﬁwn.'_In the wide aréna of cadre operations, intcr-~
institutignal é:tangements and staff policy, 6ther‘dcci§idns Were'nggoti~
ated, Cudreﬂ'négotinﬁud confiicts withiq‘thelgroup, stéff members nego-
tiated data collecgiou aqd'réporting critgriq:with‘bafticiPAnts,lz phe

1 adwinistration of the Program necpotiated agreements with the various
o v stra oLt : ‘ ‘ |
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sity program would become more responsive to the demands from the field.

-

Needs

The Livst bivector and initial staff members defined Ghe oo

niceds and stallt and stad'F oroles differently than the second Divector and

new stall meshers the new administvation selected during the sccond year

of operation. HMuch of this divergence had to do with the way in which
each Direptor viewed the charge to the Program and theiy views of the
nature of the cadres. The first Director viewed the Program as a-dircct
school improvement Progrum aud ag ankimMGdiate active_changevagent com-
mitted to changing individual attitudes and prgjhdices, opening up the
publi; school burcaucracy to vurious powerless iclient systems, forcing

the University to become morvrerresponsive o the surrounding black com-

‘munity and needs of the schools., The primary training mechanism to

] : e . ' 4
~accomplish these ends was to be sensitivity training in cadres.14 The

o

second Director viewed the Program as an experiment with a training

model, as a vehicle for better preparing professionals for roles in:inner-

city schools, The cadres were task oriented groups whose primary concern

was to eﬁhance the instructional'téchnidues and‘éxpand the perspectives
of educators and put them into éqntact with previously disenfranéhiged
groups in the‘school/community.. The University;was seen as a resource
to meetvthe needs of the Program~énd it was_assﬁmed Ehat a§ Uhiversity
facultyﬂinterﬁcted‘with cadre‘hembérs froﬁ_innef-city schools, the Univer-

15

The cadre was to use the mechanism of cross-role training, explication of

institutional expectations and individual responses to these éxpectations

.

by role incumbants, Conflict in the groups, interpersonal problems and

scemingly incompatible interests were viewed in the coutext of how they

" related to th¢ primary tnsks.bf the group which was the improvement of.

individual role Cdmpetence,and the attempts to solve selected school
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problems,

Both vicws Linve et L, but cach daplics o different set ol skills
and allecation of Progrum.resourceu. divén the situation and the nature
of the inntiﬁntions, the second Nirector's view wasg more nccéptnblé to
all Progunm‘pmrticipnitﬂ and the Frogram drd fnlfill the chorges speei-
ﬁied'by thu_gccoud Director,  (Several documents identify the changing

Program needs and the changes iu the staff structure and functioning

)16

to respond to these requirements,

Speci fying Staff Roles

Once the second Director and Assistant Dirvector and other staff
members had agreed on the identification of Program needs, they set about

building a set of staff roles and sgclecting people to fill them. Role

descriptions were prepared for the new roles introduced. For example,

the first yecar of Propram functioning, the three original cadres met

weekly with either the first Program Director, the first Assistant
Director, or other staff members and University faculty. With the

exception of the Assistant Director, most of the other Program staff
and University faculty did have group process skills and a sensitivity

training approach. . But no one staff member was regularly responsible

for one cadre. Thils lack of focus created problems for the cadres and

_severely tapped administrative staff energics. The lack on continuity

in staff relationships with the cadres was compensated for, in that all
staff members had experiences and knew something about all of the cadres
and their schools, but no one staff member was a specialist of a single

Schbol; hor had any staff member formed the in-depth persona1 c6nta¢ts

with the principal, faculty and community-of a.single school to achieve

legitinmacy as an advocate. The sccond set of administrators saw this
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_ Dircctor of the Program felt that it would be useful to have more pre

]G

need and created @ group of new staflf roles to allow cadros Lo identify
with one or two staff members as thoir advocates, but also as the staff

vepresentatives dn the group. During the second yeur of operation, the

following, functions were addressed by the new roles which will be deseribed

Clater,

L. Mew voles weve : Mded to bridge the gap between the central
administration of the Program and the cadres, ‘These were
largely liaison roles -- the title Ffor any staff member whose
role places him at the interface between two or more groups

Chaving different interests,

2. A set of new roles werc added to accomplish the Program tasks
of rescarch and evaluation, historical documentation, disg~

- semination and demonstration, obtaining resources and
expertise from the University and the Chicago Board of Educa-
tion, : :

3. New roles were added to assist in conflict reduction in each
cadre aud in the staff and to assist .in managing racial.
tensions in the Program.

4, 'nncillary roles were incorporated into the committee struc-
ture and in an advisory capacity to the administration of the-
Program in assisting with the self-correction of the Program.
Research and evaluation personnel played a crucial part in
this activity. '

The first year of the Program,‘1968-69{featﬁred‘the followihg staff roles:

Full-time Staff

The Executive Director - faculty'rénk'
An Assistant Director :
Two full-time Community Liaisons -

Part-time Staff

Chairman of the Research and Evaluation . Committea - Faculty member
Four half-time Research Assistants ‘ :

Iwo half-time Curriculum Consultants

Tuo part-time Group Prbcess Censuitanté

Three other part-time staff members

With the exception of the correspondence indicating what kind of quali-

fications the Director and Assistant Director should have, theré-are no

role descriptions available, The second Director and the second Assistant

cise.
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descriptions of staff members' dotics and they wished to meet the need

to create and [ill the field roles thoy snn“n need for iu the cadres,

The [ivst new roles uddpd‘warg those of cadre Lliaison avd group process
consultants.  Each cadre had thege Lwo otuff roles incorporated. into

“the ntructuro'ot the group. Ly the second year of the Program, speclbd-.
cally, January, 1970, the stﬂﬁf structure had been reovganized and the
following role descriptions®were prepated'for public distribution. Chart
11 pictures the new staflfl structure:

Exccutive Director - Faculty rank

Agsistant Director

Dircector of Research dﬂd Evaluation - Countesy faculty rank
Dircctor of Dissemination and Demonstration ‘
School Liaison
“Community Liaison

Part-~time Staff:

One Research Associate - to assist the Director of Rescarch and

' Evaluation

Three Research Assistants - non-participant observers, one in

. : each cadre '

One Project Historian

Three Cadre Liaisons - one in each cadre

Two CurticulﬁmvConsultants - one in elementary education and one in

‘ math ‘
Thred Croup Proccss Consultants - one for each cadrc and as a group
to advise staff

Onc to three Placement Year. Cadre Liaison(s) - one for each cadre
in its placement year which maintains
ongoing relations with Proglam through
projects.

'

This second stage of staff dévelopment, the specification of roles and

institutional expectations, was a negotiated process. The administrntion-

of the Program prepared a role description, inspected vita and interviewed

candidates for the poultlon on the basis o1 this descrjptjon, selected an

'1nd1V1dual to fill the Tole and then during the course of the firs L_year

of employment, thc staff member and Lhe Dxrcctor nObOtldLCd Lhe rolc, re-

deflned respon51b1]1t1cs, and rowa1d and sometimes came to thc conclusion

that the Program and the ro]e incumbant wou]d do well to part compnny.
=See Role Descrlptlons in Appendlx
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Eachstafl mennher recceived a statenment of agrecment from the Program and

contyact Ernnl} Chic University., Becnuso of the 1’n\,(:’;l:dc:pmml::m:e of t'.].m stoff
functions, nnﬁ-performnncu on the part of any stall member had an fapact
on.the produétivity of the othcr menbers of the stalf, Cnnxeqncnﬁly,

beﬁr PUESSUTE Was s trong. The relationship of Uhe . Prograwm to Univewndty
fnculﬁy‘who were also advisors of wauy of the part-time ustaff menbers
scrved‘aS another informal mezchanism to insure a high level of ﬁerformance
and commitment.. Stafl members spoke oI’getting "hooked" on the_Program,
of ﬁiviﬁg it too mich time, because the dynamics.of the.grouﬁ.devclopment
of. the cadres w;—xs_ah exciting phencinéna as wus the growth dc:veiopment of
the cadre members during the course ol the Program.‘ The staff structure
remained relatively stable during the period 19¢70-73. Each year thrce

s

new cadres were formed, placement year cadres needed assistance, curri-

e

eulum projects were launched; evaluation had to be'donef*

By the summer of 1970, the staff étruéture_and funcﬁiong were expli-
cated qnd operation; The probiem was to keép the staff flexible, to
miﬁimize_the tehdencyvéo cstabiish térxitbrial.imﬁeratives.by bright,
ene%Qétié, motivéted staff members; to keep the political an@ racial
‘coalitions fluid and to avoid‘having prbceduresrchippéd in stbpe,_but.
attéhded fo at the same Cime.

Majintenance and Self-Correction

2

The sense of mévemqnt‘aﬁd the relative productivity of: the second

set of three cadres working within the new staff arrangements suggested

“in the last fully operational yenr of the Program, ]971 72, the Research
~and Development staff engaged in a massive quavlJLttlve moaQUrcmenL cfforL17
and the non-participant observer roles changed Lo a broader rescarch role,
one with training in interaction analysis; pre and post testing technigues
and statistical arnlysis., The Program cxperimented with a middle school
cadre, 1972-73, and participant oba01vaLJon VS usod to evaluate this group
and the staff was reduced to reflect the "wrap-up' phase of. the Progunm.
- The staff roles operational in the final years wore, the Director, the Assista
Q Director; The D]l 2ctor of ‘Research and LvaJunL:nn, a Rescarch A"ﬂocnxlu one
“ERIC Cadre LianOn one Group Process Consultant, six Placement Ycar lexnonb, and

r.

| "pqrt tlme staff Lo handle dJSbemlndlIUH dLLLVJlth. . Sl
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that the orpanization of stall resources was Sunctional and that the role
iﬁcumhnnLg were, fov the most part, competent. The Divector and Agsgistant
Dirccetor of the Program inastituted procedures \-.rlx.i,c:h.\-:'ould.J'_nt:'n?.'z'.';(-: com-
mnnicutlmﬂ and upward fecdback from the [icld mtuff,.fegulurixa routine
netiviries, hnndle crisis nituutions and make the staff members want ko
participite in activities desipned to move the organization toward itsu
goals, as interpreted by the Directors. Tﬂe‘twb administrators instituted
_fecdhnmk;machanvvm' in wcekly-staff meatings, by opening each mecting with
an agenda item called>ﬁ5taff‘input;” This Lime’was reserved for special
problems relating to séaff respunsi&enons to 6ther staff meabers requests,
to reporﬁé of interactions with the clewical staff which were unprodﬁc~
tive, to.gripes about the .administrators, to alerting staff to crisis
issues, to reports of anything which hampered Program or staff performance
© . of an interpersonal naturé. Group oroccés consultﬁAEs at the sfaff'meet—
ings assisted in p10c0851ng these issues, In addition, there was an annuai.
Staff‘fetreat, written bglletins, monthly sﬁpervié&ry cénferennes with
liaisons and the Director conducted v1th a deliberate aLLempL .on the part
of Lhc Dlrector to set the tonc of the conferenc as one of a hclp;ng

18 A relatlvely flaL status struclurc was promoted w1Lh all

relationship.

staff nmnmers»having.open access. to the two top»PrOgram gdministratérs,
Kaufman‘indicates that thd;duality, quantity and use of administrative:

feedback dre‘linked closely to subordinate 5upport of and comp1iance with-

; | .19 : : o

administrative goals. Even though the maintenance mechanisms were

functlonal and carcful atLenLlon was glvon to staff 8c1ecﬁion Lhcre wcro.

exampleu durlng the following years of Plogram opcration of staff members

behaving counterproductively in térms of Program goals and/or ndministrévt

tive diyectiyes. Typically,"these béhnviors fe 1l inﬁo three cntcgories:

and usually 1csu1Led in changes in adminictrative ‘and/or staff responsibili~
Q ‘ '
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ties and behavior aud vecasionally in Program structure.  An example b
given in each of the three catagories on non-compliance,
1. The cialf member did not know what Lo do, either did not

unders tand what the Progran ox the administrator required
s confronted with conllicting dircctives.

One cadre liaison working with a high school cadre which had been hé'.l.‘;Ci]._‘;’.
put tegether at the end of the {ivest year of the Prcgram was advised and
later dirvected to involve the members of the cadre in sub-groups working'
on currviculum related tasks. The cadre was | laced in the school during

a pcfiod of high couflict amohg'fu;ulty,‘adminiﬂtration'and community

- over the operation of another experimeﬁtﬂl Program operating in the
school/comumunity. The tension created by the responses of groups to the
other program and'the,perceiyed intrusion of the Ford Pragram made it

impossible for the cadre to function as a group of the whole in a suppor-

at e

. tive fashion. The 1iaiSon‘s‘prcvious experiencelﬁith the Progfam and
another cadre was very différent; 80 the liaison continued to try to work
with the group as a whole. The prcssuré from the staff’liﬁison to share -
concerns and offcq‘suppért'igjaImCSt‘ﬁhreatening;situation was so ‘upsetting
that‘it’reached‘the point wﬁgre the cadre.deciagd to disband at the end

of the iqternship yeaf énd méke thcieray‘as individual mémberé of:the
‘faCUlty; -Aithougﬂbmdéh staff fime ﬂ&l assisténde was proQided, the

liaison did‘nbt undérstnad that the makeup of the grbupAand’the climate

in which it was forced to operate would not permit sharing, effective

cross~role training, and/or discussions of racial tensious and student-
teacher relationships. The alternativce mode of operation requested by
the Director of the Ford Program, thuat is, getting small groups within
the cadre involved in tasks which could be accomplished successfully®™ was
not a strategy thé liaison-could accept or implement. The staff member
Qo was relieved of the linison role and functioned ‘as a currlculum consultant

“ERIC

Aruitoxt provided by Eic:
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.racial tensions of the times, the lack of clarity

S

cana ane=to-gne basis with eadre teachers in an academic avea the nest

year of the Program operations., In this rele the stalf member performed

effoetively.,

2. The seaff wmember may lnow what to do, buk may bot he able
to do it beecausce of time, resources, training, the state of
the technology or the social context ol the Eimes.

The Director of Reseorch and Fvalvation was. a well-trained competent

researcher who devised a comprehensive classicel rescarch and evaluation

Sprogram in 1969 when he accepted the position, The plan involved pre

ad posli-Ltest comparisﬁus of cognitive and attitudinal changc related

to Program treatments. A battery of paper and pencil instrwnents were
to‘he adminishered‘to‘various S5ts oflpartiéipants in tﬁe Prograh, class-~
room obsérvations cullected and analyzed, measures of schooi'climatcyﬁade,
5001ometfic‘measuies in the cadres and in the schools taken, etc. ‘The
zgnﬁrbgram goals, the
negative responses ;f blaéu séhool'and'community persons, the generql

ttitude of suspicion and hostility accompanying the "hit and run"

fesearcher, the lack of appropriate non-threatening methods for collecting

attitudinal data as displayed in behaviors, (aéide from an anthrbpologicall

live-in approach which was used for cadre meeting observations later in
b .

the Prégram) 511 bf these things; made it necessary £§r”the résg?rch staff
Lo sét;asidg its plansﬂ .The Director of Research and:Evaiuatibn had to
negdtiage wﬁat réseéréh woﬁld be done and how with eaéh cadre and school/ -
éommunity groué. .Consequéntly,ltheré is 1£tt1e Cdmpafability in the
Program's repopﬁs of cadre development' for the first two Qcapsnof the
Progrdm. -It was not untillthe‘foqfth‘year of operatiuu ﬁhdt participants
feir suffic1eﬁt1y,comfortablc'with the résearch Qtuff‘to participate in

the classical psychometric evaluation design of the Director of Research

and Evaluation, 21
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e The stat) member may know what to do and how to do if,
but refuses to perform bevause of personal prejudices,
ethiics, valuen, sel f-interest, cotside Toynltics, ete,
The refusal nay Do overt or covert.
thecsecond yverr of the Pr@dram an n)l;ﬁLan cadre was formed amid
Locontvoversy o the University, for the l'rogram's vnlqu statementsy
supported dintegration. ’J‘he black M, AT, students persisted and the cadre
Cvas formed and ploced in an inner-city higlh school with an administration
Gy o
receptive the Che Progrom and the cadre,  initially, the firoup rejected
the Dlack liaison and group process consultant selected by{thé Director
to work with the group. The two staffl mcmbetﬂ were able to achidve entry
and legitimation in the cadre nfterra.month of nagotiation during the
sunner training‘progrum prior to the opéning of school in the f411, It
was the Dircctor's poiicy to attend a cadrelméeting for each group_uf
least onco a month, The_cadrc liaison was résponsible for making arfange—
.ments for thea Direclor to attend a meéting. The black liaison for the
e . ) ' l
all black group refused to make such arrangements for the white Director
on thmkgrounds that promises made upon his acceptance by the cadre,
personal etuircs énﬁ his values would‘be violated if the directive to
arrange for the Director to attend a meeting was followed. ‘Thé Direqtor
éccepted this refuéal, but did meet with individual cadre members upon
the liaison'écsuggestionuand d.d pérform Qﬁher services requested by thg
liaison for the group.‘ Bylmid~ycar, "this attitude of histility under-
went a gfadudl'chnnge‘and by winter‘qﬁartér, individual staff members
(including the Dircctor) had been invit;d to se?eral cadre meetings."
(. 9.7
The responses to the throe categories of non-compliance can bel
codified. 'To mﬁintain an orgainzation and keep it moviné toward its goals,
the ddhiniétration mﬁyb
Q
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cassume that stall mewbervs support the goals of the orpainzation and comply

with administrative polivy for a vatdiety of reasons. They comply because:

1.

ERIC
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IL they do not, they fear their behavior will be detected and
they will be puuished.

Attendance at staff meolings was expected and repeated absences
brought notes and eventually a request from the Director For a

conference and a veprimcnd,

There is a system of rewards which makes campliance personally
and materially rewarding.

¥ord stalf members were well paid and had great latitude about
the way in which they opervationalized their rolegs.

The staff member has feclings of legitimacy that are violated if

“ he does not comply,

For exawple, Ford staff members were technically employecs of thc
University of Chicago and most of them were docltoral studenls or
graduates of the University. Their affiliation with the Univer-
sity made them feel that they ought to.support the research efforts
of the Program in spite of the resistance from participants and
schools. : o ' '

Staff members have a sense of identification wLLh and loyalLy
to the organization and the adainistration.

Examination of the minutes of staff meetings reveals a high
frequency of remarks which are chLlcal of the Program and the
Directors; in other words, there was a great deal of in-house
criticism, lowever, in university-wide committee meetings,
encounters with public school personnel, in papers, articles
and speeches propared for wider audiences, the Program staff
displayed a pride in the Program, a satisfaction in their
affiliation with the Program and a positive attitude toward
the administration of the Program.: The Director receives
frequent and continuous requests for recommendations for staff
members who were affiliated with the Program and the turnover
rate was about 20% over three years. '

Staff members have feel:nps of confzdoncc in following pollcneg
established by the administration because they believe someone
else knows move or has more expertise in a given area than they
do. ‘ - ” '

The sccond Director had a number of "comectious" in the Chicago

Public School system which were instrumental in solving some
placement problems during the first few weeks bf work with the
Program. Relationships with thc administration of the Chicago
Public Schools were tended carefu]ly and given 'a great deal of
attention by the Director and 'the Schools Liaison. A kind of
mythology developed around this aspect of the adwinistration.
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Stalf mewbers belicved that the Schools Liwison and the Director
hae sons special koowledse or sl L] or magic which allowed them
to et througn the red tape of the public gchool bureaveracy

i accomplish tasks the Frogram necded to have done but had
it ficulty with the fivsc year of operation,

In dnstances of mn-comptiance with Proegrem needs and/or adminigtya-
tive dircctives, the question mist bae asked, Why is there tension? Then,
whitin Che Trogram and the, staff behavior must be changed to mect exier-
nal dewands?  Are the new demonds coming from an internal source or an
external one?  Tor example, the administration of the Program in 1670
was faced with a declining muarket for new Leachers and a programn which
mandated group training and placement. Where could the Program £ind schools
to absorb & to 10 new teaching positions in 1971, 72 and 73 to maintain
the integrity of the group placement component of the FProgram? The cxternal

i ‘.A' i '

scurce of the demaud and the lack of staff control over the external forces

P

.requived internal restructuring of the. Program - movement from a pre-

service training Progr&m Lo an in-service training Programegz but still
mdinfuining.the social systemé mode 1 oflthe school,

The changes in internal cenditions could be anticipatéd and‘managgd
upvto a point because’of the faculty position of thé Direcéor Qf ;he Prc;v
gram. When it.becéme apparent in 1970 thatbthg'téacher supply would‘exéeed.
thé demand shortly, the~Director.and 6ther fécuity members'ontthe Ford
Coﬁmittces begén to lobby fof a degree pfogram for efperiencgd teachgrs g
in tﬁg Gradﬁatc School;of Educﬁtion; all degree prdgrams had‘béen pre-
servico programs. A new MSTX - Master of Sciénce of Teaching fdr'Experi-'

enced Teachers was approved by the Graduatc School of Rducation in 1971.

This bLad implications for the staff selection of cadre schools, for the Pro-

gram now had to select schools which offered a group of teachers who were

_interested "in graduate work, willing to work at the school part-time,

participate in the Program and who werc academically acceptable to the



O

ERIC

Aruitoxt provided by Eic

staff members worked full time during this period

straints ‘to institute. necessary self-corrections. in the Program,

agr
"'z{ ¥

University, rather than looking for scheols which had vacancies and
facilivies with o Juigh turmover,  Doring Uhis pemiod, stuff vicaneies.
wera £illed by public schaol pugﬂonncl mure Lfrequently thﬂﬂvﬁﬁiVCTﬁity
graduit e studints,

The 1&5£ tww ycurﬂ of {he Program were to be devoted to wrapping

up theoperation, though the staflf orpanized and trained a middle schoul

cadre and provided service fov eight placement year coadres., ‘Ihe focus

of staff activities for this period was an analysis of the research data

collected over the yeavs, the preparation of a summative evaluation

monograph, dissemination, and replication of the Program at other
ingtitutions., Consequently, with the exception of one cadre liaison and
one group process consultant, the rest of the staff roles, now reduced

to five, were research, evaluatioun and administrative roles. Most of these

PR

In summary, the maintenance and self-correction stage of staff

development features role scts which are filled and functioning and

visible. As expectations conflict, as roles are.incompatible, as internal

and external condition$ change, ‘as particular personalities function well

or unsuccessfully in roles, the Directors must cngage in a constant

analysis of the staff, the situations, the balance of power and the con-

Objectifying Roles

The next stuge requirss the objectifying of roles, The staff must
investigate, introspect and reflect concerning what tasks they perform

on a daily basis, which they perform occasionally, which rarcly, and

‘which -- by virtue of their role ~~ they stould not be asked to perform,

Procedures used in the successful accomplishment of tasks wust be docu-

mented and analyxzed for comsonalities and uniquenesses, The role
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performance must be separated from the personality of the role incumbent.
In 1970, staff menbers, in addition to ]ncuvulmO the role descriptions
shown carlicr were o ked to provide the Director with an analysis of the

]

capectations and the way in which they met thege axpecrntions.z” The
i N . .

cocDdrectoer and the Assistant Director aud the Divector of Rewcarch and

Evaluation reviewed these documents cach. year and developed some SURINATY
statements reported in annual re eports and shared with staff. The develop-
ment of ataff selqctioh models required the UJl]LH“H_b& ¢f staff to

collate, codify and épecify the collective knowledge and insights that

peopleon the staflf have in their heads and put this knowledge down on

paper for others [irst to read, then to consider, to accept or to refute.
The minutes of Ford staff meetings reveal a series of healthy discussions

regarding staff roles, some conflict negotiation and cventually consensus

on what was expected from each staff role, not the staff member speci-

fically, but the tasks assigned to and the attitudes aftendant to the

role. -An analyéis of the mihutes of the meetings for 1970, 1971, and.

1972, reveals the staff con91dered among. other quesLlons the f0110w1ng

Are there roles which can be combined?

}W»nLually this d15cuss;on "ed to the combination’ of the roles
of cadre liaison and curriculum co-ordinator at the elementary .
C level in 1971,

What kind of an individual can best £i11 a role?

Thase discussions ranged from consideration of education and
experience, age, sex, race, attitudes, etc. Experience, intuition,
and evidence persuaded staff mewbers Lo agree in 1971 that black
males tended to make the best group process consultaan for our
groups going into all-black schools.

What is an op!xmum sequence of inputs a staff mcmbcr can make
Lo raqch a pavLqular oal? ‘

The consideration of this question never led to firm resolutions,
pamlqu]ar]y for the field staff roles, for each school and each:
cadre was a uanne soc1al system. llowever, by pooling expertise,



Liaigons .fnrbornmp]c were able to spocify what he or she

wipht do to ease the entry problems of the cadre at the

beginning of the school year, ’

During Lhe period 1971-1973, staff memhcrs wrolte personal pu:ltjun
papers o the vay in which they functioned in their roles, what they saw, -
‘ ‘ : :

Lhe dewmands to be and how the role might best be filled, Several docu-
mevts were made available to other inStitutimqs interested in replicating -
the Prpgrum. The pepers indicate what .roles arc required to operate a
cross-role training program, vhat roles arc required‘to'achieve public
school placement, vhat kind of people can best fill encb rcle and‘what
it costs Lo support a minimal staff structure -and Whet the cost would be
to support a more elaborate onc.. Roles are.prioritized in terms of which

are esscntial to the operation of the Program,

Replication of the Program and the Staff Role Structures

The last stage, repllcatlon of roles and plogﬂama was begun in 1970
with the flrst aunual conference and with the first set of Re curce
la[gers,z4 and -has continued through the history of the Program. There
are seyeral replicaticns of the'Program functioning here and‘abroad acd
each features the two mest crucial elements of the staff strcctcre - a
.set of f1e1d staff roles, those functlonlng at the interface of the cc?k
operating agencies, the cadre 1iaison,:the group process con ulLant for

< the cadre,va‘community 1iaison,’ahd a set of managerial-facilitator -
evaluator rcles'-— Lhose roles whlch functlon to reduce conf11ct rcetitute
end maintain collaboratlve arrangements ‘among the‘various agencies, and
.those which prpvide the data to allow the Prcgram‘to self correct, Tor

"ehamplc, the repllcatlon of the progrdm operating at kutgers Un:ver51ty'

1

in colldhoratlon w1Lh the Nowhrkmpyhlic choolg called "PrOJetL We"
features a 51mp1er staff-structure, but there is a director rehponsible

o for contract hegotiution and fiscal matters, an assistant director
‘ , ‘ ‘ "y

Aruitoxt provided by Eic
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rcsﬁOHmeLu for the structure of tﬁe training program and its ppurdtion
on a daily basis, several pavt-time liaisons. - one per school - a grdup
pfodesﬂ congultant and a full tihe evaluntor, ‘Another rcplication‘of
the Program Sﬁonhurcd by La:Trnhe University in conjunction with the
Melbourne, Auatralia public schools called tﬁe Bducational Task Fufcém
fenturgs a Leam ]nadaf, comﬁnrnble to our liaison role, and a university
Facilitator, comparable to-our Director role, and & group of faculty

o P . 75 - : :
mambers doing the evaluation of the project. Staflf members from the

JFord Program have acted as consultants to the five otlier institutions

replicating. the Pfogram and worked with a number of otﬁer7urban teacher
education programs whichVICquire interagency collaboratipn to eperate,
It would seem that the TFord Program has develoﬁed'u functional model
fog planning and staffing prbgfams which are low power organizations

and must bridge a nuwmber of ‘agencies to accomplish- their goals,

lesults arid/or Conclusions

The Ford Training,and Placement Program has been cne of the few
"successful"_endéavors in traininé and retrajining teachers and other
personnel for inﬁer%city;schbols. The research and evaluation documents
of the Program and #he mény feplications of the model testifyfto ﬁhe
acComplishmenté of tﬁe~PrOgram. The.effects‘Qf'tranéactiohal managémeﬁt
style on the institutions related to the Program are apparent in changes

in the operations of, for example, the Chicago delig Schools, which now

place new teachers trained together in groups in given schools, enter into

contractual arrangements with universities to previde certain kinds of

in-service training and assistance in the selection of new staff for

‘experimental schools; in the University of Chicago which has community

representatives as equal members in its training activities, established
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programs for retraining (.-..\:;‘."c:r;i.e.nc:ed' teachers, 'c:}'.p:mdc:d :i..‘l::‘; ficld-based t:].jn"j‘m
fng activitics For udminjsirutorﬁ, ete,  Decision making §6 more diffuse
in the transac{ional style of operatibn. The ﬁrogram s%uff Learned that
ambh ity fruatr#tion and‘opcn cOnflict_afe effects of adapting a trons-
acional style. But these uharacteri;ticslhave two effects. Tirst, they
bring couflict into the apenr 50 that it can bé examined and resulved by
a staff skilled in conflict management aﬁd, second, both participants and
stalf must anuire skills in the analysis of group process and the identi-
ficuéioﬂ of the causeslof frustratibh and conflict so that they can be
dealt with openly, consciously, effectively, and efficiently. Somctimes
groupsvcannot survive the high 1evé1‘of conflict and anbiguity‘created
'by a program which requires that they identify problems and alternative

solutions jointly. The failure of such groups has

Pl

been documented bey the

"Ford Program and proviaes insights to tolerable levels of conflict in

groups ﬁnd when the transactional style mﬁst give.tempbrarily to a more

diredtivebédmiﬁistrative style, Conflict kept within tolerable levels

can be turned to:positive potentiél and in the cburSe of négotiating

solutions functionai chapges are more likely to occur, The Ford P*bgram

hés documented institutianal changes as an end product of negotiations aimed

at :educiﬁg conflict, ‘Finally, a transactional étyle will effect a higﬁer

level of-satisfactionnaﬁong actors in the orggnizatibn. Data from staff .
and participants over Ehe five years\bf program opcration7éonfirm this re-,
sult,  It‘i$‘impprtant‘n0t to confuse satisfacfion with 1ife—10ng‘trust
or friendship. The level of trust that is devcloped in the close~intéf-
aotioh of the transactionai prbééSS'iS‘probably higher than less cloue
,intnraction‘in the échools reléted toigﬁe Ford Program; mQre are cﬁmplétcd;
But the attitudes of a lifetime are not going to.change overnight. whht

Qo ;he prdgram.ptocéss has done is to allow previohsly hbstile-gréups‘tﬁ‘

ERIC
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tind ways of wovking together which are heneficial to the total school
comawnity. Jarticipants in the program perceive the training received

as highly bene€icial,

Loplications.
Ihe problams coﬁfionting administrators of new and experimental pro-

grams ave botl Uhiversal and specific. The'unfortunaLe practice of re-
ipv&nting the wheel each timg one launches a new venture is inéffective‘

and inefficiént and certainly not very satisfying to the actors involved

in implementing the_ideas. While.this papef will not present a full
“blowm theofy of transactionél management and staff development, it is a
first tentative étep in that direction., tThe Getzels-CGuba model has

%roven ité usefulness in explainiég:and predicting leadership sty1e§

and their effects on organizations. This paper is. au attempt to expand

Her aspéct of that model and relate it to five years of experience with one
experimental teacher training program based on the social systems:model.
Clearly, the ideas presented need to be expanded beyond the single illu-
sfrative‘cége‘of‘the Ford Trainiﬁg and Plécement Program, but it is also
important to'fell others in.the sQientifié:pommunitf'what the iongitudinal
resea;ch coﬁducted By the‘Progfam evaluatogs hés revgaled about‘the‘effects.
bf‘the transactiona} procesé of program maﬁdgémeh;. This iﬁfofmatipn
should be contrasted with Similar aépects of nomothetic ﬁnd_ideographic ‘
styles.in'prder to become pért]of an intelligible tﬁeary of organizationai
and staff.development."But the accomplishﬁenps of thé'frogram, the staff
develbpment;activities, the resulting chgnges in teachef Erainiﬁg and
placement policies, the retraining of school administrétors involved in
_the_gfoups SUQgest that the‘praﬂsaétional.étyie is distinctive eﬁdugh Eo
be_wofth continued‘theoretical develppment, embirical.documgntation and greater

o - conéidegaﬁiou as a practical altgfnative to those rgquircd‘to admihistér-

ERIC

GEEEEE - enterprises dedicated to change.
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1,\'(.511,.15 DESCRLPELORS

Frecubive Dircelbor

Tiainiog professional whe can anderstand the roles of nthers and
wlo cau support cach othey in the social system of the school is an
al element of the Pord Progrom,  The cosrdivated training ok

veoenli
onals and their placement iu schools as cadres has the ulti-

prof

‘mate ‘goal of providing o better educatzon for clvildren in urban schnantg,

The Fxecutive Director has the responsibility of facilituating com-
munication md of integrating all phoses of the Trogram.  The impact
of the Program depends on the Directoc's ability to select staff and
to consult with them on the diwplementation of plans, and then to insure

‘the dissemination of the “nuw]odyv attendant to the operation of the

Program.  The ability to ask guestions and to [oxvnxlqlc preoblems
clearly becomes a necessary and viﬂblo mode for the Director and th
stalf. _

As the Director must be accountable fur total programnatic concerns,
g0 wust the staflf bo accountable Lo the Dirsctor for accomplishing the
concern operational goals ol the Propram. Tt is o primary responsibility
of the Director te constantly clarify the misaion of the Program -- the
development of competent. cducational professionals in urhqn gchools.,

Research and Fvaluation

1t is the purpose of research and evaluiiion to assess the imple-
mentation of a theoretical model, Lo assist in establishing evaluation
guidelines for staff and cadres, to aid the development and specific
role expections and role functions, and to design methods by which the
total Program may be evaluated. . _ ' 4

Two of the staff researchers arc directly attached to the cadres.
Their function is to.act as a "nouparticipant observer' who -assists in
the evaluation of cadre activities and analyzes the cadre as a social
system. Secondly, the rescarchers are 1nvolvcd in individaal 1nLcr-
views which will contribute to the final year's evaluation.

A third researcher is describing and analvzing the Ford Program
in an effort to actualize the decision-making process as an exercise
of power. His continued effort involves the relationship of assump-
tions to practice in the Ford Program. His hope is to identify the
assumptions to examine the-implementation. of the assumption, and to
draw conclusions based on the velationship between assumption and
practice. ,

v'Any program of activity must be accompanied by theorectical,
empirical, and evaluative investigations. As practicing cducators, it
is our responsibility to test solutions to operating problems and to
expand the field of knowledge about the educative process. These are
the overriding functions of evaluation. and rescarch, re@poclecly.

By June, the research and evaluation stdff will have completed
several docunients pertaining to the Ford Program. From these rcport°
accommodaLlonﬂ for. the new training year will De made.

Historian and Rcvonrch Assistant C
Any historian of a contemporary JSaUC, bacause of the nature of her
work, must have freedome to do research and on-the-scenc interviewing.,

The Ford Program provides uppurtunJLJOv for ity historiawn to be free to
pursue at her own time and convenience the neces 1ary research.
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Srele in contemporary Awcvicn: adoeation,

Te fe the hetion ol the historian to collate, syuthesize, and to
record the puvposes, sctivitics, and results ol the structure and operas
Cion of the Ford Propgram based on an dnterpretation. ond aalyses wl the
documcns, : ‘

' T ds hoped rhat the history of Clee - Fort Tradning and Placement
Proprac will be o record ol cvents [rom inception to the prosont as well
as o {nbwrpnutuLjun ef the significance of thie Propran in terms of its

\

pehwol Binizon

The séhool Lidison is an intermediavy between school, cadre, and
the university. He works ag o resource person to cadre members, school
adminisiration, and the school stalf, .assi g Lrainces in teacher train-
inyg proceedores, facilitates special requests from the cadre which may
involve materials and incormations, arranges mectings with the Chicago
board of Rducation's central office persovnel, and assists in the estab-
Lisbment of werking relationship between schools and the university,

The relationship hetween the Chicago Board of Hducation and tha
Imiversity of Chicago has been a positive develbpment in the Program.

It is a collaborative effort add the Board has been extremely flexible,
thus demonstrating in many ways their intevest in supporting the Program.

The cadre liaison is unique in that it functious on three levels
simultancously -« the community, the schonl, and the university. It is
the liaison's function Lo act as a barometer for necded resources and
innovative approaches, to agsist systematically in the appropriate and
harmonious” functions of the multi-roles within the cadres, and to set
guidelings to lend direction to problem solving on cadre, community, -and
stalf levels. a . ‘ ‘ -

At the school,the cadre liaison acts as a facilitator of materials
and inrormation, and a solver of immediate problems affecting classroom
performance, as an observer of the school's social system in terms of
its operctional modes, as a convenor of necessary conferences, between
administrator, community and faculty, as an initiator of in-service
activities that may be beneficial for the school, as a listener to whom
all may come for the moning of ideas, an organizer of activities initiated
by cadre, and a bona fide ambassador for the cadre as well as’ the univer-
sity for dissemination of information, - ‘ ‘

At the university, the cadre liaison acts as a resource to univer-
sity faculty for the purpose of sharing the concerns-of the school and
community, as a consultant on Tcquest of specific university-based
commmilttees, as a listener and sharer with other cadre liaison for the
purpose of additional growth in the role, as a participant in the develop-
ment and implemeéntation of research connected with the program, and as a
comuunicator with new schools, interns, and administyators for a smooth
inclusion into the:‘total program, ‘ o

The role of cadre liaison is, indeed, new and thcrefor¢ subject to

deletions and additions to its functions depending upon the school,

faculty,; community, and interns. FEach cadre liaison operates differently,

but cach perceives his role as dynamic,



Gommunity Tinison

The privcipal relationship between the Foid Training and Placeinent
Program and-the community may he establishing at one of four Lovels.
The first rvequest may come from the cadre who may need the commmity
liaison as a resource fou dealing with school/commuiity issnes. The

Sdnvitation may be goncerated by the comunity who may need the Liajison

to provide informatien on the Ford Traiuing and Placement Program and
to entablish modes of communicating between school and comnunity, ‘he
request may come from a school which 4s interested in the community.
Finally, the comsanity liaigon may initiate a requést for the cowmmunily
to participate in cadre activities. : '

The role of couwnunity liaison involves providing consultative
agsistance to cadres, schools, and communities which are planning and
implementing school/community acltivities. ' : .

It is the community liaison's function to develop wethods by
which echools and communities may communicate their individual and joint
concerns,

Disscmination aund Demon<tration

The role of dissemination and demonstration functions on three levels
siMultancously -~ to. other educational institutions, to personnel in the-
schools, and to communities, , K L , ,

With the colleges we wish them to share and to analyze with us our
process for teacher training through a series of conferences, written
documents, workshops, and personal contacts. o
' With school personrel we want them to share, to-analyze, and to
contribute to a curriculum and technique storchouse through a demonstra-
tion center, a set of materials, resources (monctary and human), and
personal contacts. ’ o i .

With comnunities we would like to establish a process for sharing:
and analyzing cducational concerns through individual cadres, workshops,
written documents, and personal contacts. - o )

All Ford members are disseminators. It is the coordinator's role
to establish and to organize methods for. communicating the various concerns.

Assistant Director

It is the assistant Director's function to facilitate the smooth
running of the rudimentary elements of the Ford program. He. handles
budgetary matters, recorvds the minutes for all committee meetings, main-
tains contact with the university faculty who are connected with the
Ford Program, acts as a senior advisor who can check on missed communiques .
-and who can advise students on the basis of his experience with the uni-
versity and with the Yord Program, and handles those jobs that might
otherwise be forgotten. ‘ o - o

The assistant director must handle those areas that might be con-
sidered the '"thaunkless'" jobs in the operation of any Program;

'3/24/71
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GERZWAT, SUPRRINTLRRALE T G SCIOLS

the Creduste: Seheol of Bducztlon of the Unlversicy of €
ewarded 2 Fovd Foundalion geanl of $3 000,000, Cduring tie nont

¢ yeara, A pubszantlal part of Vhioh fs for the pwpose of trafuiog
essfonal pessonan) tew elementery aml gecondury sclicols of the C e
foner efty nad to place teond of these prefesnlonals in ec

selected wchooly o + A ot both the elenentary wdd pecen

RS

oo e v e———

ary leval,

Ihat sthe purpose of thig Yeregserole' trafnioy progras {2 te davelop

within & team ot eluciators, cowsfisting of admlnistracors, teachers, , . . .

aduli edncators, and psycholapists, a seuse of shazed desponsibilicy - s b
“ . for the entive ;* ropvan of L.m schuol through u collabovative pragran i )

of tralntng, . : . . o ’

dhut the cross-rele cipiniances fox those selected to percicipate in ) .
the progras will be of two h';df-- eraduste study and practicum. The ' . ' N

gracduate study experiences w11l consfst of secioars and rewearch that A o T
cwlil dmeeolve obmervaliow into the copcentric settings of schooly

relohborhood, end cdry, Team wewbers will study certalon inner-city
schools and the sehool ceemunitica, Cross-role mewbers will also . i
pavticipate in a group vractivun to provide thewm a vomwon basls of ' . e
fnforeation and kaewledge about the setting aod the instructional : .
needs of the gehvol, ) ‘ ’ . ) ) T

~

DUTTTTTTT Ot qmab 4T is expected that niter qualifying Tox placement sccording to . ' T
; the requirements of the Chlcago Public Schools systes:, teans wLll be - o i :
. ' pliaced as eoployeca of the Chicago Yublic Scheols in ecnools betng . '

’ opened for the first tize or currently in operation, The placement of T C. e
three such teams is expectad to be cifected in September, LUER, with . .
#2¢itivnal groups of threw teaos expected to be placed dn each of che/ ’ .
{nllo. ng years, in September, 1570, Septezber, 1971, end Scptember, | L
1572, 1f schools are selected thut are already in operation, key. R
ym' sanel frem those sciwols facludisg the principal, assistant’
privecipal(s ), and psyebologista may be fnvited to accupt the upportuni' i [P
fox tratuLng oy o part of t‘m tean by L‘mvu.-‘.cy of Chicago 5ta££ . Een )
[ ARBaeTt) 4] . - . . S

That an rmecut_ivu ccmmittee to ceternine policy for the training

pranzan {3 belng fareed by the Graduate School of Lducstion of the.
University of Chlcago, Gne of the members of the committee will be
a mecher of the Administrative Staif of the Chicago Public Schools

Ti GE (C.RAL SL’PERI\'I‘ NDINT OF SCHCOLS “THEREFORE

RECQLENDS  that the Board of Educatlon unpravc the intention of the Graduvate N E o ..
T T Schocl of L[ducatica of the Miversity of Chicago iw-place teamg of .. oot ’
prefegsionals Lo ceveral selected inner~city schools fn Area A at

both the elementary and sucondary lewel under terms of a Ford _
Foundaticn grant for cross-role trajning with first placencnt to be . . S
effected in .:cpte—m:r, 1969, ‘ ) SR o :

FINANCIAL: B0 expenue to the rd of quc-x:io's.

Prepated by: R Respectfully eubmitted

CRIIS €. MELNICK ° A ; .

Azea Asscclave 3upertintendent | - JAES F.OREDMOND . .
] ' Cenerel Superiotendent of Schools :

Approved by: .

EVELYN F, CARLOON

EILZEN C, STACK

Assioclate Supetincendents

Poteds o . }f /
' RGIERT STICKLES : cpois

Controller P Dekeched > 27, 1967

o
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SR OF COMTEIER
Intern

teodn the Ford Praindng and Dlacemssnt Pregron
" 4

g cadre, I understand that I will Lo

Tl ogin working with the group Guring the swaner progran, June 28 -
.?ujgv.sst G, 1971,

2. ebtend wowr 1y and ey ‘..*-ch,l.y cadrs meetings duving the 1971-72

':)C:J ‘kk)} }\ cus .
3. coopazmats with and plan for rescarch and evaluation activities
of the program. '

4., perticipate fully in cadre initiated prograrws in the dchool.

v ,,.J'

5. perfom comsetently in my professional role at the school, -

6. accept full-time placement for the 1972-73 school vear.

The FPord Tra:ning and Placenent Prograwm will provide:
1. staf_f and rescurces to assist the cadre programs.
2. stipend for participation in the swaner program of $400.

3. -tuition for the sumrer program and for #438 each quarter of the
T 1971-72 schonl year. - ’ :

4, one quarter salary.
1 5. through the offices of the Chicago Board of Education:

a. a half-time position at h:lf-'pa.y dur"mq the 1971-72 school year:

b. regular salary and a full Lme position for the 1972-73
' _scl".oal‘year.

(Narre)

e

(School). . T

T (Position, subject, and grade)

e o8/ o . .
ERC T

Aruitoxt provided by Eic:



STRUTENT OF G ;U IMENT
Varpoeriensed Teacher

I wish to participate in the Yord Training and Placement, Progrin
Cas i schoold based member of the cadre. T understand that 1 will

L. attend the six weck sumner program, Jung 28 - August 6, 1971,

2. attcnd weekly and monih]) cadre mectings during the 1971-72
- school year.: .

erate WLth anc plan for Rescarch and Lvaluation activities

C 3. cooj
£ the progran.

0.

4. participate fully injqudrq.initiated programs in the school,

The Ford Training and Placement Program will

1. p10V1ue staff and resources to 2% 51JL the cadre pnogxams.
o A
2. pay. onnﬂrlcnccd tcachers at the sumer school pa/ rate
.fmrtmjchM'GhmwchyEm"smxmdwéMMﬁgtm*ammr
-of 1971. :

3. -offer the’option of receiving University of Chicago credit
for their work during the summer at reduced tuition rates.

4. pay expérlcnced teachers at the rate of § $90.00 per nonth
- for ninc.months of the school year.

5. offer tcachers the option.of receiving. credit for work durlnn
the year at roducod tu1110n Jates. »

“(Name)

.. (School)

(Position, Subject, and Grade)

"El{lC.:';7 | | ) (Datc)

PRI A rimext provided by ERiC




STATEMENT OF CQaflaN

ssistnot Principal

L wish to partic »1* ite i the Yord Ty ’mmg\ ancd Placement, rogran
as i school based merber of a cadre. 1 understand thot 1w i1

-y
G

I

ERIC

WA ruiimext providea by eric [

attond t] ¢ osix week sunmey progrom, June 28 - August 6, 1971,

attend wuokly and monthly cadre meetings during the 1971-72
school year,

co-operate with and plan for Research and Bvaluatio
activities of the progran. .

participate fully in cadre initiated programs in the school,

2 available to absorb the administrative tusks which will
free Mr. Kcelleber to work with the cadre.

o

> Ford Training and Placem ent Program m]l

prov1dc et'lff and reso urces to assist the. cadre programs.
pay experienced teachcw; at -the sunmer school pay rate

for the regular six- hour day for six weeks during the swwner
of 1971. ' ‘

offer the option of receiving University of Chicago cardit
for wor dux mg the summer at reduced tuition ratos.

pay ass Lstant prmcxpals $100.00 per month, S“pt("ﬂb"l 1071

‘throu gh June, 1972.

o,ffer' the option of receiving credit for work during the
year at reduced tuition rate.

(Name)

(School)

(Date)
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The University of Chicago
and

The Chicago. Board cf Ldication

FORD TRATHTNG AND PLACEMENT PROGRAM

Spring Conference

~Thursday and Friday

"April 16 and ‘17, 1970

Center for Continuing Education
1SO7 East 60th Street
Chicago, 1llinois
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PROGRAM SCHEDULE

16, ]QVO

. 10:43

H

12:00
12:00
12:00

1:00°

2:00

3:00 .

h‘ﬂl't”iilun - First Floor Lobby
First Gencral Session - Roems 1A, 1B, 1C°

Welcoms: Henvietta Schwarte
Purpose:  Roald Camphell

Board of Edication: Manford Byrd
History: Juliette Walker

SN . . G
Academic Component: Maxk . Krug
Cofifee
High School Training - Room 1A
Elementary School Training - Room 1B
Specialist 7191n¢n5 - Room 1C )
PR

Luach - Dlnjng Room B

Second General Scssion - Rdoms 1A, 1B, 1C
Fiﬁdings of Rcseaféh‘and Evaluation

Thixd Generé].Seséion - RéomS‘IA, 1B, 1C

Summer Progra

The pzoolcmc of dCVLloplng a ”relevant" seminar

The creation of a cadre
The micro- thChan segment,

Speaker: Be‘naxd Watson - Rooms 1A, 1B, 1C
"What Have 1 Lcarned Today?'"

‘ (ocktall Hour - Second T1001 Lobby

DJnncr - DJnvn% Rocm B

Spcake* Jacob ‘Getzels - D;nlng Reom' B
""On thc Uses of Research in [ducatlonal P actxcc"

T e

Qe

o v e ay o




" PROGRAM SCHEDULE
i : : ’
E i dﬂ;}:{*, April 17, <1070
) EAARA Lol
‘ 9:00 - .9:10  Coffee
9:10 -. 9:30 ' School Component - Rooms 1A, 1B, 1C-
Curtis Melnick
9:350 - 10:45 Forrestville High School - Room 1A : ‘ 'f,_<- 
9:40 -~ 10:45 Hyde Park High School - Room 2A '
9:30 - 10:45 . Horace Mann ilementary School - Roow 2D
11:00 - 12:00  lunch - Dining Room B
1:15 - 2:15  Videotapes of Cadres - Rooms 1A, 1B, 1C
2:50 - 3:30  lyde Park Czdre - Room 1A |
2:30 - 3:30 Forrestville Cadre - Room 2A s .
S 2:30 - - 3:30 Horace Mann Cadre - Room 2L - ‘ _ e
345 - 4:15. Speaker: Bernard Watson - Rooms 1A, 1B, 1C
R . P "lHow Can I Use This Program?" e
4:15 - 4:30  Conclusions - Rooms 1A, 1B, 1C .
Henrietta Schwartz and Sandra McClenney;
- ..‘
.;. .




PARTICTPANTS IN THIE FORD TRAINTNG AND PLACEMENT PROGRAM

luxrl de.f.

Schiwerty, Henvictta  Exaecutive Divector , I
But-ley-titreli )b Regearch Assistant g/ou.%_,,'\}/ }hﬁﬁéO/&%ﬁgié’f
dirownloen, Gereldine | Gadeeebiaboomand= NSt LDulthato*. R § .
Davis, Farl School Linison : ' ;
Doyle, Wayne - Dirvector of Rescarch and Bvaluation
Dl:h‘n, Farl Consultunt for the Forrestville Cadre
Grifiin, Taylor, Community Liaison '
Lelly, Jean ' Research Assistant
- MeCamphell, James Assistant Director _ .
MeClenney, Sendra - Coordinator of Dissesminetion and Demonstration
“Sawyer, John Cadre Liaison ‘
Smiih, Clifton Consultent for the Horac‘ Mann Cadre -
) Thompsett, Bruce . Rescarch Assistant
Walker, Juliette Rescarch Assistant and Historian
Weaver, Kaffic Cadre Liazison o
Wright, Theodore . Consxltuwt for the Hyde Park Cadre ‘ .
» -+
B University Stuff
L . Astro, Sylvia Social Service Administration
‘ Bell, Max Master of Arts in Tcaching:
brudley, John Master of Arts in Teaching
Brottman, Marvin Master of Science in Teaching
Campbell, Roald - Department and Graduate School of Education
Fennessey, ‘Ruth .~ . Social Service Administration
Fenwick, Sara Master of Arts in Teaching
‘ ) . Foley, Richard ~Master of Arts in Toachnng
L. ) - . Getzels, Jacob ‘ Dcpartment of Education
- ’ Krug, Mark Master of Arts in Teaching
Lighthall, Frederick Department of Education' :
Litchfield, Ann~  Adult Lducation ‘ : BT
Lynan, Lillie" Social Scrvice-Administration ‘ . o
Marantz, Kenneth ~ - Master of Arts in Teaching : i EC )
Parker, Rebert: = . Master of Arts in Teaching N
Pattison, William = Master of Arts in Teaching
. _ Pillet, Roge; Master of Arts in Teaching
[ : Ryan, Kevin © . Training Tcachers of Teachers
’ . Stanek, Louise Master of Arts in Teaching .
) Thackham, Carol + Social Service Administration
Usiskin, Zalman Master of Arts in Teaching
Ward, Robert - Master of Arts in Teaching
b - - — . f - . i

CERIC

A ruText provided by Eric o . . . T - L . . . . o - i , ot




PARTICIPN¢NBJ?!1ﬂE FORD TRATHING AHD DPLACEMENT PROGRAM

Chicavo Poard of Bducation

Drayvion, Julien o Rebinson, Otho

Meloiek, Curtis ' Spanlding, Clara

Minor, lyron

Cadres

Horace Mann Elementary School - Mrs. Dorothy Berg, Principal

Teachers Intens
CTash’ Elizabeth Hopking, Daniel
McCord, Diana : ' Imes, Anita
. Nettles Bey, Juanita Stawsb, Katherine
Simon, Rose Stonek, Nancy

Wright, Verna ' ~ . Swain, lLancenier

Talsky, Gerald

' Weidman, Carla -

Community Representative
Bell, Reverend Lester i "

Forvestville High School - Mrs.-Beverly Daniels, Acting Principal

oo

Teachers , Interns
Fioyd, Gerald -~ = ! Bera, Marsha
Henderson, Madalyn Day, Vicki.
“Smith, Richard ‘ ' Hi1l, Walter
Smith, Wesley o Marks, Joyce
.West, Lillian , McKissack, Jacqueline
‘ Skurdy, Stephanie
Hyde Park High School -~ Mrs. Anna Kolheim, Principal
Teachers. | -+ Intems
- " Cooper, Joan f L - Gallery, Marcia Lee
‘e Denst, Kathleen : "~ Hirsch, James
‘1" Harris, Lynn . ‘ McCullough, Richard
. Marks, Wallace . = i Parker, Gail ‘
~ Motley, Eric o .- Weitzman, Sharon -
‘ . Robinson, Nina. , o , : : §
l' Sloan, Wilhelmina : - s
O ' : : Community Representatives i . Students
L . ~ McElroy, Yvonne . ~ Dukes, Kim
' Rawlings, Mary .~ Gray, Carl )

. Hatcher, Stanley
Landon, Karen
. L Mahoney, Clarence
. ‘ ' s Small, Lynda

EBA .1 7ox rovided by ERIC B




ROLE. DESCRYPTIONS

Cn the following pages you will find « brief description of the

Junetions off some of the voles in this progrom, During the next
Lty days vouw will hear such tomms as “cadre Liaison," "commurity

‘ and school Jiaisons,™ "principal,’ "specialist," and othars. Some '
. o . of these roles ate not new to you, hul they may have slightly
Cdifferent copacities in this propran, Other mole descriptions ave :

unique to this propran and thus need brief clarification. Bach ‘
desceription that follows was written by the role incusbent(s). : b
. he i1

Lxocutive Director

The executive director hus the responsibility of facilitating
comaunication and of integrating all phases of the prograa. The
impact of the program depends on the diTector's ability to select
R stafd and to consult with them on the implementation of plans, and
then to insure the dissemination of the knowledge attendant to the
~operation of the progran, ‘

the director must be accountable for total programmatic. concerns,
e staff be accountable to the director for accomplishing

ete operational goals of the progrem. 1t is a primary. .

responsibility of the director to constantly clarify the nission of ‘ .

the program--the development of competent educational professionals '

in urban schools. o

PR

Assistant Director

It is the assistant director's function to facilitate the smooth
running of the rudimentary elements of the Ford program. He handles
budgetary matters, records the 'minutes for all committee meetings,
maintains contact with the University faculty who are connected

with the Ford program, acts as a senior advisor to students.-on the
basis of his experience with the University and with the Ford
program, and handles those jobs that might otherwise be forgotten.

Rescarch. and Evaluation Staff

It is the purpose of research and cvaluation-to assess the imple-- . :

mentation of ‘a theoretical model, to assist in establishing IR

evaluation guidelines for staff and cadres, to aid the development » L

~of specific role expectations and role functions, and to design ‘ .

= .~ L.methods by which the total program may be evaluated, R L

‘ Two of the staff researchers are directly attached to the cadres.
BRI : Their function is to act as mon-participant observers" who assist"
‘ in the evaluation of cadre activities and analyze the cadre as a
social systen,. . ‘ ‘

A-third researcher is describing and aznalyzing the Ford program in
an effort to actualize the decision-making process as an cxercise
of power. His continued effort involves the relationship of theory

~to .practice in the Ford program. ° . ‘ _ . S

RPN e e e bt e ¥ b eveteees maerli a4 e b e 4
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Any program of activity nust be accompanied by theoretical,
enpirical, and cvaluative investipations.  As practicing cducators
it s our responsibility to test solutions ta problems and to
expand the ficld of knowledge about the educative process.

Histovian and Rescareh Assivtant

Any historian of a contemporary issue, becausc of the nature of his

work, must have freedom to do research and on-the-scene jnter-
viewing. The Ford program provides opportunities-for jts historian
to- be free to puirsue at his own time and convenience the necessary
research. -

1t i the function of the historian to collate, synthesize, and

record the purposes, activities, and results of the structure and
operation of the Ferd program based on an interpretation and
analysis of thc documents. ©

It is hoped that the history of the Ford Trairing and. Placement
Program will be a record of events from inception to the present,
as well as an interpretation of the significance of this program in
terms of its role in contemporary American education, |

Community Liaison

The principal relationship between the Ford Training and Placement

Program and the community may be established at one of four levels.,

. The request may come from the cadre which may nced the community
liaison as a resource for dealing with school-community issues.

- The invitation may be generated by the community which may need the
- liaison to provide information on the Ford program and to ecstablish .
~modes of communication between school and community.  The reéquest

- may come from a school which is interested in the program. and needs

assistance in explaining it to its respective commnity, Finally,

~the community lizison may initiate the request for the community to

participate in cadre activities. -

It is‘the‘communitylliaison'S-function‘to develop methods by which
“schools and communities may commrunicate their individual and joint

concemns'.

" School Liaison

The school liaison is an intermediary among school, cadre, and the

University. He works as a resource person to cadre members, school
administration, and the school staff; assists trainees in teacher
training procedures; facilitates special requests from the cadre
which may involve materials and information; arranges meetings with

- the Chicago Board of Education's central office personnel; and
‘assists in the establishment of a working relationship between

schools and the University.




The cadre Maisen is vnigue inthat he funciions on twoe levelse--
the school and the University.

At the school level, the codre 1Jiaisen disseninstes materials and
infornation; solves dmmediate preblens alfeeting classroom
periomance; obscwves the school's social Jygncm in terms of its
operationnl modes; convenes nevessary confoerences anony ”Uw?niwa
trztor, community, wnd faculiy;winitiavesinsservice activi R
that aay be beneficiel {or the school; provides o sounding board .
for all who may come for the honing of ideus; organizes activities
initiated by the cedre; and aczs as a bona fide ambassudor for the
cadre as well as the University -for dissemination of information.

At the University level, the cadre liaisen shaves with Unjversity
faculty the coicerns of the school and community; consults with
spnc:r:' University-based comrittees at their request; listens-to
and shares with other cadre lisisons for the purpose of additional ”
growth in the role; participates in the development and implementa-
tien of wesearch connected with the program; and commumicates with
new schools, intemns, and administrators to facilitate their
incorporution into the total program. '

The *oTe of cadre lizison is, indeed, new and, thereforc, its
" functions are subject to change depending upon the school, faculty,
cozmunity, and interns. EFach cadre ]1J1HOH operates u«ifvrcntly,
but each perceives hls Tole s dynamlc.

Disseaination and Uemonstration Coordinutor

The dissemination and demonstration, coordinator works with educa-
tional 1ns;1tutlon< with personnel in the schools, and with
comnunlules. )

with the educational institutions, we wish to share and analyze our
frucess for teacher training tnlough a series of confcrunceq
hr]tten‘docuﬂents horPshop< Cand persondl c0ntd;ts.

hluh qchool pe:qonnel “we wisht %o <h1re, anquze, and cortxlbute to
a curriculum and technique storehouse through a demonstration .
center, a set of resources (human and mdterial), and personal
contacts. ‘

. With communities, we would like to establish a proc0f" for sharing
and - znalyzing educational conceyns through individual cadres,
workshops, written documents, conferences, and personal contacts.

All Ford Training and Placement Program members are disseminators.
- It is the coord:nntor'\ role 1o establisii and organize methods for
‘coamunicating the various concerns. ‘ :




——

The 1970 Yrorress Report describues the commiitee structure as follows:

Structurg

The Ford Trodning and Mlacement. Vrogram is coordinated
by a sorlies of commlitozs 1L.‘..'-.'.L;c.n1:>..LL>.LL.. for the opsrations
cof purticulir scgents of Uha progran.  In October of 1969
the comities structure of lln progron was vevised o
Coddress a - problan present dn the “first L oyenr off oper ation--
lack of J.(.L.\.I.L..-> lvolvenent in the progrom.

'I!"‘ Iecutive Committes, chaired by J. Alun Thonas,
Deoun ol the Greduaste School, is composaed of faculty m'-"ﬂmr:,
from tha Univers Ltv of Clnc:w 's School of Social Service
Acministration and the D spar o’wm aod Graduate School of
Education, two Associate Superintendents and one Dist crict
Super rintendent from the Chu_cw Public Schools, and the As-
sistant Dzz:‘ch of the TTT hoy,&_t.‘ TTPP staff members

S are present wl hen needed.,  The Executive Committce sots
- policy for the program.

The Coordinating Cemmittee sc’cs operational and fiscal
‘patterns and is couposed of the Directors of the MAT and
}L [ Elementary Lducation Pr rogram, the Director of i "'TF, and

ta . .

~

ur [ membors.

R le Committee is 1-csnon31blr= for assisting
,uw ways to.incorporate xole SD"‘C'IJl‘LSJS»'
nd the school social system. ¥ c“]b“rShlp in
ncludes faculty advisors in each of the
{reading, social work, adult education,
ogical specialist, administration, (.orr_rnmlc.y)
or s, pr J‘ncJ_p\xlb of te .rget schools, and FIPP staff.
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iculum Committee functions .to assist cadre mem-.
rticular subject areas develop and test new ma-
odmc'w , etc. The committee is composed of cach
‘ viect matter facity coordinators in the Graduate-
--Sd.ool 13 Cross-Role a 111 (.41 riculum (or‘nltLecs report to ‘
the ( r)oram ting Cormittee. In all, thirty me 2Mbers of the .~ |
Faculty of the l,—*mr_-u,w unl (—.rnau.z':.a.r Schools are m"olvr*d'
:m tn“ oparation of the program, and the support level among

and public school adininistrators is high.
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as the network Linking unive ““‘-uy to
sohaol /oo mm)

The \m'ho*\ CM-u,Lu n*d haan ch shanded - ‘"'1 so had t} 2 Rvscarch fml

k samitteg with the mrnn') in Iuh of & jul] -tine dncc—,
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