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- The first rule for setting up and working with an
advisory is to know that their advice .is needed and should be valued.
An advisory ensures that advice is received from segments of the
community that usually have no voice in policy making. The purpose of
the advisory shoild be established immediately. Familiarization with
holidays, vacations, budgeting“peﬁio&s, and other events that will
affect  the advisory:should then take place. Once the basic purpose of
and the context in which the advisory must operate has.been agreed
on, membership becomes.an issue. It is essential that ¢are be given
to the kinds of people that should be on an advisory.- The process.of
developing' membership is cbntinuous; as people agree to serve, a
sense of what other kinds of ,people are needed is developed. After ”
membership selection is completed, the firs meeting should be °
plann€d. The agenda for the first and subsequent meetings should be
‘worked out in ddvance with several members and then checked for
acceptange with .the whole group at the beginning of the meeting.
-Hopefully, by the end 'of the first meeting the.group will have (1)
B.‘”shared-a common understanding.of their mission; (2) selected a’ -
temporary chairman; (3) reached agreement on how.often, whén, and ©
where to meet; and (4) settled on an agenda or process for creating
. an agenda "for the following meeting. (RC) ' ‘
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o ’ o HOW TO WORK WITH ADVISORIES |

- . N

_ Thls paper should be seen as the first part of ax\‘x ongoing dia}ogue
S "+ on "how to work w1th advisories." Mype;spectlve will be that of the

staff nember ass1gne@ to work with urban and metxopolitan appo:.nted
8 . ad\fisorles. Rural and suburban as well as Board and Advisory v1ewpo:.nts
w1ll have to be developed by others. - A v ' .

The suggestlons that follow are nmerely techmques to be trled, not
def:uutlve answers. 'I‘hey do not represent the state of the art; they are - ’
a stabanent of wh.at I will be trying next ‘

s »
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. : . | ' | -Origina], Sin
s . » | . \ ) ) ) -~ . ‘ . "
) R Most of the sins heaped upon adva.sorles, and those who must work with

therd, occur at mceptlon. An J.nstltutlon hassled by a publlc ‘that doesn' t
’ feel well-served often will respond by settlng up a Cltlzen s Advisory.
- If that initial step is taken "to get the public off its back", rather thin R
to receive badly needed advice, what follows will reflect that cynicism.

<
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y . / » ° You Need Their Advice | ‘

]

v The first rule for setting up and working with an advisory is, "IROW \

THAT ¥YOU NEED, THEIR ADVICE AND ‘VAIUE Ir.® - ‘ ; R
o~ ' : Ay '
Why‘ do you need it" Réasons can vary fram commmity to commmnity, but'
§
T some are baslc. Any J.nstltutlon , in time, becomes inbred, egocentrlc, its.

vision narrowéd Solutlons become impossible because’ there is no money, no

e t:une, no personnel, no precedent , DO pollcy. Outs1ders, not hampe.red by
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such realltles, can transcend them. I often wam advisory members not to
make .the fatal mistake of becommg too sympathetlc with the problems of

the J.nsta.tutlon they are trying tg change. Another Breason for settlng up

oy )

\gn aomsory is to ensure that you receive ad,v1ce fram segments of the com-

munlty that currently have no voice in pollcyh-maklng — rac1al and ethnic
24 ‘1 -

nu.norltles, teachers, parents, students, wanen, older people, the handl=-

g

, capped Of course, the main beneflt, and, the one most often’ overlooked

is that there are good 1deas out there; why not take advantage of them. '_ P
. Mission Poskible '

LS

»

N The first and toughest question begcames, "What is the purpose of this'

'. ,partlcular advisory?" If you vebeen a551gned the respons:.blllty of work-

" can deliver, but leave room for their imagination.

J.ng with an adV1sory, do them, and yourself a favor by clearing’ up that
}major question early. <7Are they to. crlthue a kprogram after it has been
developed by staff? Are they to make'input before development, and then
critique after the product }s ready? Are they to assess needs, evaluate .
perforihance’i Is their“approizal'mandatory or optional? Try to push for
maxJ.mum J.nput before development, but if you lose that one, don't paint the _@
role of the advisory to be more than it is. Some adv1sory members intui-

tJ-.Vely understand that once you get the. camel's nose under the tent At is

easy to shove in the rest of the camel. Don't pramise them more than you

*  Uni-cycles, Bi—cyciesf :I‘ri-cycles
) “ e ‘
. T ) v ] AN L i
Take time at the initial stages to familiarige yourself with all the

‘"cjwles" Jhat will affect your advisory.. " ¥f it's related to a school system,

@
- . %
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what are the holidays, vacations, na,r}ung perlods, when are budgets approved
when does the school committee meet, when are teacher contracts negotiated
School systems nust relate to State Department's of Educaticm, and SDE's
.Tust interact with the federal government. Get on top of as many of these
cycles" as you can. Your advisory w}ll either find itself swinging ‘off the

outside of the, cycle, constantly in a reactionary posture, or it can bé on "

the J_n51de, nak.mg input before programs and budgets are fixed. -

o

- The six regiomal adV1sor1es for the ssachusetts Department of Educa-
tion have had to step off ’the legislative ne -go-:round temporari-ly in -
order to step back on at a point where they can make ‘input'into Board- .
.sponsored legislation rather than offering half—hearted after-the-fact
support I.n this case, since the Deparhnent must be tuned into the Board

' cycle, and the Board into the Legislature s cycle, regional advisories must
allowagoodfournonthsleadtme M : ; . A
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S . Don't Get Caught in the Squeeze
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i Try to mim'miae the number of layers that the-advisory must report to.
‘Title I programs that have to, face a vote at the local level, *the regional
level the school comittee,- and then on to the State and finally the federal
governgfient, often meet themselves coming the opposite way, for changing
federal guidel_ines have made the appmved programs obsolete and the process.

. mast begin over again. ‘ | - '
Definitely clear up how much latitude you v\;ill be given in negotiating
with the council. ‘There is nothing more frustrating and disastrous than

~ being caught in a squeeze between your council and "higher officials", "either

~

a su{:erior or a Board. If you can't deliver on a promise for materials,




meeting space, a.n cpportunlty to be heard, or technlcal support, your

‘abll:l.ty to work w1th a council on a ba515 ‘'of mutual respect will be damaged
~3 g

Instead of aldmg the .process of pcmum:.ty J.nput y_o_ w111 became one more

layer in the bureaucracyﬁ.;» | ' R .
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N Membership on the Advisory ) ,' o
.‘ . z . ) [,- R ‘

- Once the basic. purpose has been agreed upon and you understand the

_scope of your role as we'il as the context in which the advisory must operate, -'

membershlp beccmes an issue. Advisories vary from federaily mandated Acoun-_

cils of a fairly spec1f1c nature (e.g., the Adwsory Coxrmlttee to the

' Metropolltan Planm.ng Pro:]ect, MPP, a $'l million program to develop a volun-

desegregat:l.on. plan for the Boston reglon) to local general advisories

( g., the advisory for your local schocl) In all cases, saneone must take -

the 1n1t1at1ve to start the process of fmdlng members who a.r% w1ll:.ng to

serve. » . ’ o, o

_ If you find yourself in the 'position of Jmplementmg federal (or other)

' nEmbershJ.p guldellnes, and they don' t seem to apply to ybur region, 1t is
worth the effort to make that known to Washmgton (or the approprlate source)
‘For exanple, although federal ESSA guldellnes called for a black/whlte nember—

sh1p on the MPFP Admsory, it. wculd have been J.napproprlate to leave out

£

Spanlsh—speak.mg and other m.morltles. After some nudg:l.ﬁg, the Office of

=

Education agreed to a 1/4 wl‘iJ.te, 1/4 black, 1/4 Spanlsh-speakmg, and 1/4

Y
2

other (Chinese, American Indian, Korean) ratio. o ‘
¥ Even when membership is not mandaged, it is essential that you give care
N : o
. to the kinds of people that should be on your advisory. The process of -

developing membership is organlc, as people agree to serve, you develop a
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- sehse of what other kinds of people are needed.

-
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. Students | N ~ | )

" Instead take your problem as evidence of the neéd for a broéd—based adﬁisory;

| representatién. . . e o P

‘ Teacgers‘_ " 1 . . . \‘; ‘ i V‘ ,'.

One helpful technique is

,to"'prepare a matrnx (which you may later‘burn) %o assure appropriate
representa\ti’on. List the necessary role categorles along the left slde,
e.g., teachers, students, adnu.nlstrators, principals, superlntendents, ..
cammunity agenc1es, bus.1.ness, labor, gu:.dance counsellors, r’nlnorlty groups .
Across the top you can 11st other” characterlstlscs you may need to watch for _
(the under—represented) such as race, ethnlc background sex, geography,
age,* llnguJ.stJ.c mJ_norlty, and so on., : If you have trouble fJ.llJ.ng scme- of
the ca.tegor:nes Wlth people of certaln charac.terlstlcs, don't assume’ the

reason to be that "there aren'ts any suitable women, -or chinese, or students.” ,

a
g

your range of contacts is too narrow. Keep working at finding the needed
‘- N . .
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3 ")
,
.
’

&

CATEGORIES

Parents . R .

Principals | o - :

] \
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_ A word of caution is in order. At a recent meeting where an advisory
was beinhg developed, Elaine 'I‘iiistiokowslcy, a’ long-tjme‘advocate of commmnity
.partic‘ipatio,n in educatlcm , spoke in behalf of a "critical mass" of student
membershlp Think twice before you fall into th_e traop of saying, "Well, we
. should have one teacher, one parent, one admjnlstrator. ‘e .ONE quldance counsel—
lor and one student.' " Even though the role—ratlo may be one-to—one, the adult
to young person ratio mayk be oven:rhe].nﬁng. Also, ask yourself if publlc, ’ ”
prlvate, and parochlal representatlon should be sought. .
It's a good idea to seek outs1de advice- from the moment you achally ’
begin selecting me:rbers, otherwise,. you risk forming an unintentional campany (
- union. (The art of working w1th elected a'd\'rlsorles will have to be addressed )

by someone with that experienée.)

If there is an organized constituent group, to let them select their
. Ca@ . ’

advisory, the teacher by the teacher @nion. By g this route, you can

»

plug into an ex1stJ.ng network that will be useful for both gathering and
disseminating ideas. But, be sure that you have some new faces, espec1ally )
if the student, parent,) or. teacher organlzatlons are already viewed as too

close to the adimnlstratlon _ If same of your selectlons must be polltlcally
J.nsplred, make* sure that you end up w1th an overwhelmmg majority of members

who are' sharp ccmmltted, and outspoken.

ki
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The Need and the Right to Know - . e

Your first phone call to a pote’ritial member will gsze clues as to the
kind of J.nfonratlon people need in order to make dec1slons "Just what is‘

the purpose of this adv1sory’>" will be followed by " "How often will it meet

-

. .
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. . - ]
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and what time will it meet?" *Time of meet:Lngs is a canstant d:Llenma ‘since- .

-

school personnel are often free just when parents are not. Some systans [
rotate bemeen afternoon and evening meetlngs. Progressive systems: prov1de
babys1ttmg serv1ce or reimbursement for child care and travel costs.

Usually the meet:Lng tune must be left to the full memberslup to dec1de,

however, do give potential members a minimum standard of mvolvement guch

as "Probably the councll Wlll meet once a month, although members who are .
/

. ‘¢ .

able to give more time are encouraged to’ meet more frequently in sub-groups. .

Make sure that each menber has all the mformatlon that they must have
in order to do their Job._ But watch it if you find yourself "giving.them
more thanvthey need." ) It's temptmg to 1oad down adv1sory members with reams
of fine—print, ted}ous records and reports, espec1ally if you can 't under—v
stand the naterlal yourself A bas1c rule of- thumb is, of course, if you -
£ind mt borlhg, they may find 1t eve} more BOring. Any J.nformatlon tl'x::ltL an |
advisory feels essential should be made ax?allable to them Very 11ttle pub~
11c 1nformat10n is prlv:Lledged you w111 have a hard tJ.me convmclng staff
members of thls fact. Some speclal materials wn.ll have to be devel
People need to know how to get/ln touch w1th each other; they need Ze:ave a
sense. of sequence ~- th J.nformatlon about cycles that you have uncoVered

\ - . 4

~should be shared w1th youf adV:Lsory ‘

. [N . - ) b \
;»Facing the First Meeting

~ .

If you Ve mnaged to: 1ay all the groundwork properly, you w111 now be
facing a r?resentatlve, mtelllgent, 1nformed, and eager :ijsory. Eacgo
adv1sory will develop 1ts own style. I can only share som bser:vations on,

how to begin. | '~' - . & o~
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The agenda for the first, and subssequent, meetings should be worked ‘-

out in advance w1th several members and then checked for acceptance by the
total group at the béginning of the actual meeting. Merrbers who have a
$ense of ownership of the agenda are giore attentive.- " . 3 ¢

Be a little glitsy at that first meeting. Breclak pedple up into teams;.
let them .1.nterv1ew and then introduce _one-another to the full group. 'fake :
afewrisks e - ‘ &.k;' -“O \

Aften suitable mtroductions, make Jsure that you all share a common
understanding of your mission. It is worthan inyestment of; time to clear
“up that question at the onf'et These discussions can be scary, appearing to
. lead nowhere. Listen extremely carefully to each spea.ker and make\ notes s0
that you can focus on areas of agreement, narrew areas of disagreement
Don't sk,mp on the chaxt paper and magic markers. Don)t let good ideas "get

a

lost.." Why nenber gen?ates an idea that calls for addltional attention,

write it up on the chart paper for all to see. Make- 'sure those good 1deas

appear in later accounts of the meeAg. Even 1f you are good at group pro- .

cess, eyentually you should try to turn- tha"t function over to members of the

AN

a'dv’isor;vz. Get to know’your advisory members; introduce them to all»members
of the staff or Board enoourage them to make suggestions between meetings
and to call for i.nformation. Call qpon them for advice. ' ,
If you're lucky, by the end of t/he first meeting you will haye a Ag:r':oup
t shares a carimon'-muderstanding‘of their mission, has seléc'ted'a temporary

1

, has reached agreement on how often, when, and where to;n‘eet has

‘»

undertaken stme homework, and has settled upon either an agenda or a process

for creating an agenda for the follgw:.ng meeting. ~ ~ -
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Aruntoxt provided by Eric
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becane d1stracted from 1bs basic purpose'»’ Has the bas:.c' purpose became : -

A]

stale, or has another purpose proved -to be more- to the pomt° How much of L

the problem is in your oontrol” -How . much is in the hands of 'the Board or

Adv:.sor'y"

Does the AdV1sory need new blood'»’
that must be faced before people can work ogether Is one menber aﬁamnatlng el

Are ther? hlstorxcal grle\(ances

to the chagrln of the others’»’ Are there basic dlfferences of oplnlon that .*
can.only be reflected in majorlty and minority reports'»’ ‘Use your brain and =

» N
listen to your mtultlon. Flgurlng out the problem is the harde‘s/t\part

«

and an intelligent, comm.tted adv1sory can came up with the answers.
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