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INTRODUCTION

O a

This handbook is intended to. proVide local school

personnel, 4achers, and .'parents with some guidelines
o if.

for cMveloRl3g a partnership for improved t+rogram.

The materia.s..desdribed here result from four years

of workshops, evallations, and, development programs.

The basic rationale for the open-partnership4 notian is

*
best described in a forthcoming book by _Charlotte Ryan.

.t
: We 1-tope the materials are clear,
k

easily .usable. I

o a 4

ti

discrete, and

ti
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4.CdN-CEPTS

. ,

One of the first steps in developing any relatieriShips between
. ,

scho0.04114 coMmanity Which can lead., to program imPro(eMent is to
II

xamine the Vary.ing '.concept of communiti involvement held; by all

parties., The examinatien sheeld be .4 comprehensive as podlihle

2 \
.'without b'etoming"abtratt..- There., are three basic .applroaches one

, ..A
, . \ .'

.,.

Can talce,to, clarifying and specifying the range of concepts in the
. . A

gr9ugl,

'Bring in an expert:tv proviile the depaitiori4
4 e.

0,1451P go4lt:apd objectives agreements from

'listings ' "I 4'
/ %

(3) Develop, agrpe and 'disagree. itatements



A._ Exlting Experts

(1), ,EXp'erts in development of school and comMunityprOgrams have.

-,positiens about' schools, communities", and most importantly about organize-

Itional change. This means that not only does one have to examine What

ideas the expert .has about:

SCHOOLS

. COMMUIIITY

. CHANGE

and how the expert proposes to hive these inflfenced by People: Teachers,
g f. %

Ppents, Students etc.,

(2) One way to .do this is to at& the expert to prepaxt
.

aoneor two

page description of his or her idea . The group then'analyced this descrip-

-

tion inua sl:ppieVdirect mannerasging:

1:- Valet is the conaept presented ?.

. Saw is the conCept applied in a. -school or community?

a,

-.4.6.
.

.
.

(3) Zhefollowing
,

isan SXample of an expert paper and a one page
,. . . ''

analysis of the expert paper from a iocal,point of view. The most import -:

ant document is theanalysis document (Attachment A). Th4 amount of

simttarity of visions, values, and apprOathes between the expert and', the

local grift isdruclatfor a.,ugeful working definition to develop.

40,
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EXAMPLE A

te.

January.4 1975

I. 'EXPERT POgITIOR: BUILDING L-COMMUNITY PARTNERSHIPTA- SCHOOL-COMMUNITY

k by: Charlotte Ryan
cl

Al3artnership implies equality. It implies the Shariu&ofdoocern, or rtaks,
and of benefits. In a School-Community Partnership, parents, teachers,
administrators; students, and other citizens bring together their concerns
and their variedxpertise, to addresi the needs of education in colleagueship

There have been-various partnershiR practices in the history'of schools,
only when both schools and communities were smaller than they are now

S ipral factors in today's society suggest a parti6ular need;for'schOol-
community partnerships at thi time. School costs have increased tothe
point of Oeep community cone rn. Therelevanee to students' future lives,
of much educational pract e'and curriculum has come into question. Stu -

dents wish to b accep ed'into adulthood earlisrlhan thcend of schooling.
Unrest andflien'ation among various groups have raised concerns'about exist-
ing relatiohships and educational needs. All in al], the whole'responsibili-
ty of eduction and providing for education has been peen to be bigger than
the institution called the school; it is seenappropriately to invorim all
who are concerned with children and young people. 0 .

.
ilding a school-community partnership depends on people working together as

t ividuals, successfully., The process in which a group of individua
so,' duce subitantive results and lasting agr.ment depends-on respect be*

members, so that everybOdy feels free to put his best effort into thei,
enterprise, and therefor* ail interested segments of the population are
encouraged to join. Op4A membership and equality ofinembersbip develo
trust, bring out honest lews, and result in cooperative action.

Partnership discussions should beaitcrally open to all who are interested. ,

Meetings of any sizecan be, rganized to give:Adequate voice to all present:
Leadership in discussion is, petted to,pass fr4 one to another according
to subject matter and the ne ds of the group. None imposes or expects to .

impose his views on others, at the same time each sha s information per-
tinentto the subject in hand, and expresses honestlY oal his views and his D

1,

interests.. Each expects the othersito listen objectively:

Special skills are involved in building a.partnership: patience in hearing
What a colleague feels in'addition to what he seems to be saying; willing.-
.ness to explore the issues raised; w1,11ingness to begin "where people are"
and patience to find out where that is; learning how to be both honest and

'lucid in expressing one's views. The attitude is: level with you on
what I really-,thing, 'bus wait to hear what:you thing, and maybe I'll
change my mind. Anyway, we'll try. to get together, because we both want whae,s
good tor kids."

ca



Leadership in discussion takes many forms; asking pertinent,quegtions to
advance the discussion, Atroduction of new ideas, clarifying issues, testing,
'ideas against data, elabora4ng.ideas that others have suggested,' summarizing
what has been said o what still needs to be explored. E ually.important is
leadership which. encourages and.offers warmth to other me hers. Another kind
of leadership'visibly resists or tempers the occas = ember who "pulls
rank," magnifies unimportant details to exclude an impo ant aspect of an
issue, or expresses hostility.

Time pressures are the, enemy of partnership deliberations. Where a deadline
is inexorable, it may be taisen into accoAnt by shaving the 'task accordingly,

}or by developing tentative schedules, but not allowedto bring about unsatis-
factory solutions;

.
for this destroys the collaborative base

,
of ,the partnership.

No pressure,
0

in fact, should be allowed to biing about consensus too readily.
Lasting agreements are *ot.arrived at through compromise' made simply to avoid
conflict, or by mechanisms such as majority vote.or trade-off. 'It is not to

ing a wide range of alternativ solutions and in providing needed infor tion.tili

° be' expected that some win and some lose. Disagreements are helpful in s ggegt
e

-

Agreements too easily:reached may not sustain the := impact of realitylecapse
real situations have not been adequately studied. Final agreements should bd
Acceptable-to-all-members as, fully explored and as most satisfactory of avail-
able solutions.

The objective of the partnership effort can be a very smallpart of the edu-
c4tional enterprise; but.if honestly practiced the process itself will have
goodeffect well beyond the program area involved. The climate will be fa;:ror-
able for another effort. Further, the habits of collaboration.will carry into
other act±vities. Thus the long-range effect of partnership goes well beyond
success in the...immediate venture. inthis, partnership differs from adversary
efforts in which immediate change is the`ob4ective.

Two other outcomes of school-community partnerships are significant. Breaking
down walls between classrooms and community makes a vital difference in the
education of .children. The students and teachers who operate in the four- '

Vaned classroom, that is, in isolation, develop the conviction that other
groups are unimpoftant, no matter what- the subject .matter of the curriculum
says. They learn to be individualistic, competitive, and also prejudiced
because they haveno opportunity to'learn by experience how groups.are inter-
relate&-and dependent on one another. sa they grow up in isolation, and.when
they leave school they take their walls along with them.

a
o

.On the other hand, building a school-community interaction in which the teacher
and the administrator 'are Active participants, as individuals, along with stu-
dents, and other citizens, helpd the student understand how they relate' to

other parts of the dbciety.to which they belong. ,They develop cooperative
skills, grow up with less suspicion, less competitiveness, less prejudice, .and
they are more inclined to take responsibility whorever they are because they
have more trust in others as well as in themselves.

o

Finally, partnerships are perhaps the best means of fulfilling the need for educa-
tional accountability, in the sense of accounting for,what schools are'doing. Not

only is it unproductive to discuss change without understanding what is currently
done, but no One of us explains what he is doing without understanding it better
himself and doing a better je afterward. It is accounting further, that will
not harm children by increasing pressures, nor emphasize the subject content that

is most easily teasufed to the detriment of other content. A

`5` 1



Charaeteristics of the Partnership Process

I. '-Open invitation to ueet on identified concern

2 ,To`set the climate startfr4 aomwhere We're:

.

.

. (a)DWho,-are we? tb) Who isliniesine': (c) DR we inclUde.them,

Why are we here? Mhl are they important? before we start?
How do we get
them here? ..* Sharing views: Rclarification of purpose

Exploration czf goals, values, and assumptions about education,

teaching, learning curriculum
gimering of definitions and vocabulary
Telikative assessment of situation and needs

a

Integration of the,group begins.A
G. Develop a.planfor identifying and involving others who. may be concerned.

Ann*sisdt all spossible influendes on the topic under discussion fray

help to Identify Others; all views shoUld be involved in discussion.
Establish elf= going open invitation and determine hff.itis to be

implemented. Plan for review and overlap of discussions for late en-
trants; emphasize importance,of their participation.

5. Pact-finding

I

A
Total group should be involved; task Arc, organization-is useful.

"Thorough research about a Troblem helps to avoid premature solutions.

e.g. To what extent; he agency Meeting the concern?
What is the,age cydoing to meet the concern? / .4
What are other agencies doing or proposing to, do?

Evaluate informatioir for, accuracy, pereinenbe, newness,

availability.
Define problem in light of informaaon: this is a risk point and'

collaborative skills are important; requires continuing recogni-
tion and concern for indli.viduals; requires ingenuity in finding

acceptable'alternative.statements.

Assessment of possible solutions

Collect and screen alternative solutions proposed against origin-
ally defined needs. 5

Reevaluate'needs in light of,subsequent information,
Identify elements of possible acceptable solutions for integration

into final' solution; this is another,risk point where patience
and collaborative skills are important.

inal choices,

Here is where the long'buildingeOf ,Colleague'ship and valUe
exploration should piy off in smooth decision-making '

8. ..Phaseouti
k.

Important for emotional health after long sustained effort.

= ,PAns--for,follow-up and evaluation ''

N; -6-
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Notes a

It is important.noeto hurry. Avoid letting pressures affect_ the .

process; rather, let it develop organically. Recognition of all
views will keep, it moving. Patience in helping people work through.
their Problems'and'qUestions wil1Spay, off in reasonable decision-
making, Organize to medt>time pressurds, without Allowing such
pressures to bring about premature decision. That is arrange a

:postponement of atime deadline, or take a temporary measure, or a
carefully litiad measure; ,to avoid afinal decision until appro-,'
priate.

Tension .

-. is sometinids.Useful in maintaining'search for:agreement.
- seMetimesneeds,reduction for,the.moment.

should.not be allowed to °bury prob4is that may' hinder final
sdlutpu.
can be reduced by Substitutingstatementr.writirig:fotlion7
frontation. .

- may be developed by exploration:of personal feelings, this
is anot useful'; as. it.tends to `develop lower rather than- .13C

higher tetiVation,'but'legrs must be aware of, respect1--,

.

and dealWith 'individual feelings.:
- should not 14.Allowed to create pressure for. premature

Declaiens'are accomplished step by step:

,

--'" t '

- POilts to be resolved are distinguished:and taken/in order,, ,

as that order is seen at any given point in the time' sequence.'
- Proposalqare superimposed on previous agreements or pro-A.,,*

posAls, as ideas and agreements. grow in, successive approkima-
.tieils of decision. , -

-

disagreements- Reality testing against-previdus or known.disagreements is
imi3Ortant for subsequent acceptance of group decisions.

- Final decision shouldbe acceptable to all membersas fully
explored And most satisfaetory of possible solutions.

-'Unwillingness.tó come to action decision sometimes occurs:
check for variety.of interests represented; mixed group is
best preventive of inaction. 'c
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TI. .ANALYSIS OF PAPERJuilding the,ScIrol Community Partnership.

What is tfietonce?...,of a tommUnl,tyschool,partnership?

. .

an arrangement'4at makes it' pOssible fdr parents, teachers,.admInistratofs,1: _

students an& other community members to decide together what education pro-
, ..

. pro -
grams will. OFcur iwtheir:CommUnity. ! :',

,

,,
o w .

an,arrangement that addresses basie,social and human needs for rowth in
,

. i. 'understanding, mutual cooperation, and concern for the individu

,,14 ,

.

. 'an arrangement at involves all grou psinplapning, financing
t3on and analysis of educafion prdgrams. 0

1,. .
,

-t

,r.

an arrangement that develops la Wotking,agreement among patties based on .

clarifitation ot goals and,assumptiOns, where- all whfft_,,
the expected outcoMes,for eachgroUp are to be, =arid where' the' Irategies'
to beused are outlined.'

7 s

implementer-

.-

4. an Arrangemenjt thao.expandsto.inClude all who are involved' in interested
in oriaffected by'the.education programs

'a

S.

q 4,.,
an arrangement where all groups share pOver and.responsibility

. .
, . .

6.: anaangemeht. whore- all decision.. about the educational programsare made
by the. group inclddiniefiscal and staffing. decisions,

:and 1/4....

.

,
. v7. an atrangekent where alLindividUals:and group agendas :become part of the an.

.'- . K-.
.

-f,
, .

.Ilow does one develop a Partnereh9 School?'
.

4 4
0

4';'
,

N .
.

1. find at.least-two other persons wha riprsent different groups invdlved ir,
th8education program who want to ehare in decisions -about education progrmns -o

.fOrchildren at least e-parent ande teacher Should be'included in the'firSt
-. , .

'
...:grOup.

_....

41.

o.

. 0

2. Spend some time sltifying goals and assumptions about education', teaching,
IN

t.

learning, curriculn, programs.4
.

0

' . ,,

.. a..

, .

3. Develop as plan for involving key others in the group. The. plan should haver
a clear series of steps.and altethative approac hes. °

.

0. - .

' ,it. Develop a plairtosgather specific inforfttion aboUt what the program is, what it
.

. could be-,, and identify the gaps. Be descriptive. Watch for, emotional words;
- fp .

. s'
5. Identify othersI who will support and fdvocate the new idea. Find out why

they,are willing to support you..
I,

$
.

y.
6. Identify homeipeoplewho sefve as bridges and communications between

'
individ-

uale and groups.- i.

7. 'Identify others who will °try out ,the idea with you 'or with another groUp.,

o

-0

8. Keep public recordsOf agreementS not disagreements.
.

a
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ATTACHMENT A

Analysis of xpertTosition

1. What is the concept presented?

.tow can it be applied inyour community?-
..., :

.

Steps--that need to happen ,Persons to be involvea,

by

Other comments`

y



Whatis the toncept.of a community school partnership?

.

Draft for Partnership
Task Croup

1. an arrangement. that makes it possible for parents, teachers, administrators,
students and other community members to decide together what education
programs will occur in their community.

2. an arrangement that addresses basic Social and human needs for growth in
underatanding, mutual cooperation, and concern for the indiVidual.

. an arrangement that involves all groups,in planning; finanting, implementation
and analysis of education programs.

A

an arrangement that develops a working agreement among parties based on
clarification of goals and assumptions, where all have agrebd tipon what .

the expected outcomes for east group are to and where the_ strategies'
to be used are outlined..

.

an arrangement that expands 'to include alliqho aresinvolved in interested',
in-or affected by the:edutation,progyam.

an arrangement where all groups share power and responsibility

6. an arrangemerli'where all decision about the educational programs are made
°by the group-including fiscal and Stetting detisiOns.

.7. an arrangement where all individuals and.group agendas become part of the plan.
4

Ir

r6

How does one develop Partnership school?

1. Find?atleast two other persons who repreSent different' groups involveein
the eduChtion program 4hoewant to share in decisions about education programs
for children_at least a parent and a teacher should be included in the first
group.

2.. Spend some time clari ying goals and,assumptione About education, teaching,
learning, curriculum programs. The agrge-disagree exercise. is helpful here,

3. Develop a plan for,involving key others in the group. The plan should'have
.a clear shies of steps and alternative' approaches.

1 4. 'DeVelop a-plan to gather specific information abour'what the program is,
what it could be, and identifY thergape. -.Be.descriptive. Watch for
emotional words. r.

Identify Others whoWill support and advocate the new idea. Find out why
they are willing to support you. '

.Identifysome,pePple.who serrie as bridges am/communications between individuals:
and groups.

7. Identify others who will try out the idea with you or with another'group.

.S. Keep public records of.agreements'notdisagreements.

-10 --
e



Tentative Listing:of Community School Partnership Materials

) Concept Papers

Draft of "concept',
Draft of "how to get started"
Annotated Bibliographies.

Descriptive Sulmariea,

- Mar4eatit (Mass.)
,

- Calais CoMmunitrClassroci (VT)
Westminster West Learning Cedter (VT)
BarboUr School (CT) ,

Highland'Park SchoO1,(MA)
Portsmouth/LittleHarbour (HH),
Shapleigh (ME)
Colebrbok (CT)

- Gloaceeie (MA)

- Renewal Site's (ME)

, 2.

Draft
o Partndrship Task Group

3) Slide'tapes,with group discussion guide

PortsmotitH
--Westminster'West
- Colebrook
- Highland Park
- Barbour

4) Training Tooitv

- How to materials
"Agree43isagree"

- Consensus Exercise
Significant other chart

5) 'Evaluation tools

- We identification and Process Observer format

-11-
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Five day Training Program,

Day I,

- Introduction to Concept -

- Slide. Tape's

- Case Studies
67 Concept papers

Discussion with practitioners

- community

OChoO1
- university

Day ID

am' -,proceduresTfOr Buildin

am

Drift
Partnership Task, Group

,`I

N
F
05

R

A
T.

0

IN

T

valitetagreetnent'
R
Agoal agreement

-..desigpagreement
involvemeneproCedUreg-

- record keep ng:procedurses N,

. G(1) Ana yig of Procedurea
(2) Sel ction of Test topic for Partnership Development
(3) Beg nning of .Planning of Activities for Pilot Test:,

, .

Trainee Groups Trainer Groups

Plan

Observe

Design-

In
MpleMent

A alYie i

--"------7-.....Observe-

Impleme

Analyz

kl) "} ;Select Teams fe Community Game
(2) -Begin Group DeV lopment Activity'

-12-



Day IV. AR Community Partnership Simulation

'(Trainers and Trainees in Mixed Groups)-

- requires inclusion, adoption, cooperation in designing"
idpiethenting,:aild evaluating a specifiO:teaching and
learning activity.- .-i . . ,

Day V am Review and 4naleysis of Community Partnership

(1) Process of CommunIty Involvement
(2) Process .of Program Development..

(3) Information Collection, Analys/d and Use

Evaluation of Training Program

(X) .OrOup Feedback,
(2) Analyats
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Developing, Goal's anii3OlfiActivek

1, 4

(1) Some of the moSt well developed pr8grams for ddmmunity inaiolvetteat

emphasize, the devtglopm fit of :agreement thr u ranking gOals and objectives...

approaches Use '4 Sting listings developed by experts, .from

books, from existing

froi statements made

from these persons This approach tries -to take advautage:of research to

Aolier Statements of the School
c

by;\.:School, and community's members

review. of

or school district, or

,collec,ted by experts

44,
1.date and scientific illepodologiCs,

(25 The results of:this. approachgla to; pr7ide gineral. group consensuls
-0- "', ,

4.A
about the ideas for Wktichi schOoks are -developed. 'ThispraviaeS a.:context for

examining the effect Of eideas genetated to g,tp. these. goal6s.nrytkijentpieg.
4

1The Concepts of the gvoup fare in fact. clarified durisg-the elfort to agree on

# ranking goals and objectivds.

(3) The goals and objectives approach depends on having process' experts

helping the group: Many groups expect to be told. The,written.goals and ob-;

trictiveS statement are a nOutral\carrier T'Aralie whlch the group and the process

helpers can arrange and analyze* terms of local conditions
F

P

il



GOAL RANV4G.,RATING STRATEGY ?

) 1 .-1.0
Goals are'distributed to members
of theAoRepresentative Copmunity

ComM#tee . t
4.-

COMMITTEE MEMBERS RANK GOALS
INDEPENDENTLY . '

.,..,

...

. .
3.0

. .

..
SMALL GROUPS RANK GOALS

(CONSENS6)-
.

.

.

.

:

. 4.0
A.;Mathemapfcal consensus is ca.14'
,Onlated,from'resultanf small group
meetings ' .

.

.

.

.

5.0 .-

Goals in an order of theii.im-
pottanceptes6ntfd to the members
of:.he Representative Community
Cottee fbx their endorsement--j

o.

i

6.0
Committee members rate hoia-wellc.'

'"goals are being met 1:1-district or
. school. .

o

(from Educational. Goals and Objectives,. hi Delta Kappa, Bloomington,
1974, p. 6. 9)



INDIVIDUAL .G021:RATING SHEET
.

INSTRUCTIONS: Place, the total,. nitinber of points (red disus) you gaA.e to each of,the goals on
)(ir DisPIt* Hoard in the blank space found next to each of the goals on this page.

GOALS

' Learn how to be a good citiven P

Learn how to respect and get along with people who
think, dress and acrilifferentl) ?\
Itearn about and tr!, tolunderstand the changes That

,,take place in the world'

Nvelon skills id' reading writing, -speaking,
listening'

Undcrstai and pracke cleiinocratic ideas'and, ideals

.Leai.nildw to examine...anduse Atari-nation a,

. , . .

* Understand and prat ice the skills of finny living J.

,

Learn to respect g t alciforith people with whom
we work and live. .

Develop skills to enter specific fie of work
,

Lea* how. td tCe a good,manager of money% property
aid resources. I

Develop a desire for learnirtg now and in the future

Learn hOw to use leisure time.

Practice aeunderstand the ideaS of health and safety
Y.

Appreciate-culture and beauty in the World
- ,

Gain'-info oration needed to ake, job selections

Develop pride in work and a, eling,of selftwort

Develop good characterand self4espect

Gai&a general education

'My
Intli 1, ithial , (Optional)
Score- For Our Sinai!,
Each Goal Group Score'

tz,

Remember you will need this sheet for your small group meeting!

1
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4111" C.. Agree and Disagree Statements

(1) 'Another approach to concept,clarification anddeveloRment. assumed

that the ideas and concwts of the group itdeif will develgp in the process

o f seeking agreement 'This approach emphasizes that,the group itself Must

,

generate its concept of School, Community, Change and leave-it'somewhat

be develop4d.

(2) AgreetDiiagree ttatementt are
t

colleeted by the group frOm the ideas

and positio that are.alicie in the group. All positions that anyone can

think of :are. 1sted as assertions, even 'those that have no real cha pions.

}fairing all mitiona AlleCted is basic to this= approach.- Once positiOns
.

- .
.. .

t

have been stated the group proceeds to break into small groups of- four to

ix to discuss agreement or disagreement with the statements presented.

(3) To develop agree-disagree matpials, you'shouldl

(0- Have each member of the ,group wirte &Oh all statements

hat, they have heard people make about

. School

. Community

. ticki things geAt changed

5

(b) Put one statement at a time on a Board or Flip Chart

going from person to person,Untli all, statemerits are

on the Board.

(c) Put statements' in agree - disagree form." Often this can be
. .

*.done between meetings and someone takes responsibili

for duplicating the statements-in the folloWing.for

-i7-
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Statements about

The task is to agree,or disagree with each statement, as7
group Xf the group cannot reach agreement or disagree-

meat, the wording in any statement may be changed enough
._to.allOw agreement.

Key; ,"A" is you agree

) 1. (statement)

( ) 2. (statement)

( ) 3,. (Stateient)

etc.

nritt
if .You disagtee

07) 'HaVe small groups work on statements to reach. agreehieni.:

(e) 'Once, the grOup has reached agreement on the-way statements

have a general discussion of, the statethents.

(f) Prepare, a one `'page

:Mentsas amended.

summary statement fncludiniall.the state-

This document should'be used. to. introduce

new parsent to the Concepts 6E school:coiniannity,

as developed by this ,group,

(g) 114otiateflagreement

group

and change

statements with significant additions -to

4.:
The following .is an example of a series of statements, developed for one

.;
grotp. That group tended tareplace must verbs by "should Verbs; Other.groupa'.

have added adVerbs and adjuectives, such as most, often etc.
4

-18-
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EXAM2i,E C.

AGREE-DISAGREE STATEMENTS ON SCROWAND COMMUNITY

The task is.to agree Wdisagreejwith each, statement, as-a.group.. Iftyour
group canpot:reaCh agreement or disagreement; you miy.Change the wording
in any statement enough to promote agrecoment. ''Complete the task'in fifteen

Key: :"A". if you agree 77 "D" if yon>disagree:

In., the long run, what the public wants detdrmines,'what the ochooia.

.:' will AO.

. If.grades are abandoned., we have no way'to record.the Scholastic

progress of a child.

3. Community participation is not a piece of cake There will be

conflict and controversy but then democracy involves both cleavage

and consensus.

::-;School committees cannot share responsibilities for which;d1Cision'.

is legally -theirs.

Parents and teachers and administrators have separate concerns and
o

O

must avoid poSsible conflict.
A

Alternative institutinns offer no threat existing institutions.

. Sch001 operation is inhibited as much by fears of whet-the community,

will say as it is; by actualdisapproval.

( ) 8. (other)

y.

(from Charlotte Ryan ,. to be'pubiished

january, 1970

-19-.



II. .scHopL;pomulurx OLLAimuirIgN ROLES

Make-individual choice& first then discuss
4greeMdilts and points at issue.

4

School-community partnership groups

(a) Must serve established school &OS

(b) can develop,ndw.76.als'.

(c) can explore new, educational 06und

should be liMitedito interest-O.':

as a group. Identify both

School boards fulfill their legaltespOnsibilities

(a) by oontrolling.decisions on all substantive issues

(b) by deciding only broad policy issues

6
by reviewing for policy approval-decisions. taken at other level's;(e)

e.g. by principals,, chers, etc. f

(d) by accepting,recommendatiork&--4broadly representative school-.

community groups

Superititendents

:e

-
(a) are responsibLe far fulfilling 404o1 board policieS

(b) are responsible for separating policy issues from administrative

Assues

should protect scho ol administration prerogattves if, for instance,

actions of principals differ with views of school,b ard members,

(d) s hould take leadership'in school-comiunity collaboration

(d) may use collaboration to address own problems

(f) should allow school- community groupg to'develop varying leadership

(i) should accept /guard agaifist development of ad hoc,interest groups



4h) are wise/Unwise in making open invitations for expression of 4'
°

individual interests.'

4%. Teacher's

(a) are,wbollY:yesPonaible for dlattrobm cu

. t ,

(b) can -profit04-discUss curri'onlUn041t11 each others /parents

(c) Share respOnsibtlityfor-oUrriOulum-with adminiatration/sehgol

board/Community.

(d)-Can Ualize school-community col
-

curriculum

Collaboration

(a) can exist within the school community; e.g betWeen board,and

suPerintendent,,adiinistritiOeand t Ocheri4 etc,

(b) cart Piave little/Significant effect .on sthOol-supportiourridulum:

(c).must..,be based on legal or quasi., - legal authorization

,

(4) oan be developed on an ad h0c1,40is; Le;,°any.,conCern of any .groUp.-

Collaboration begins

(a) with people of like. interests

(b) with willingness tolbare other people's concerns

(c) with interest in finding peOple with like concOrns.

(d) with a felt need abOut the school

(e) 14-01.viiiingnass off people with different interests to talk together

when mutual Aspect are established

CollaboratiokrequiTes (rank your choices)

(a) voluntary /directed participation of school people, communitypeople,

and students )

-21-,



(b) organization

-(t) equ'al,Willingtess to contribute
,

(4): .$0rfacing. Of .individual interests

.

(e) honest 4dhatige of views
' 7 r

Yill3Agr46,F4 to, continue discnisiona.

.(g) listening; cOmptomise,

(4) sense of reality

willingness to act'

(j) respett.t hetweenMeathers

Collaboration is Occessfiii

(a) -outcome meets initial expectaiions

(b) schoOl people and :community: people have learned lEo- talk with each '

other

(c) community support of schools is increased

(d) the level of trust is significptly raised

(e) participants feel edolation is improved

. Other

(a)

(b)

(6)

(d).

10. Other

'(a)

(b)

(c)

(d)

-22-



. Summary

II
Whichever concept clarification and development approach is chosen,

the group style an approach suggests will determine 3n large part the style-

'a group will adopt. If community development in a given.Situation requires

(1) objectiveenalysis ,theexpert made might beselected, (2) criteria

setting, the goals and objectives Mode<Might be Selected, at (3) negotiation

a08 consensus the agree- disagree statement mode might be selected. Other

modes are also available such aS Semantic diffetential, value clarification,

needs identification,- legal domain. approaches. -Each has its proponent.

Our experience is that the three discussed here providerealistic community

and School involVemeht within normal tolerances far tim , intensity af

Volvemeneend degree of abstraction.

A successful articulation of'e groups:Oncept of Community Developmeht

I

should result in a functional definition,'$uch as: ExamRle D

-23-
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EXAMPLE p(

A FUNCTIONAL DEFINITION OF ACHER CORPS
COMMUNITY COMPONENT

. ,

This fhnttional definition'of the TeaCher Corps community, component .

has been developed out of the experierices and activities of Teacher Corps

.projects. A wide variety of activities has been attempted in the various

projects. This paper suggests the type of objectives and activities which

have been effective in establishing community programs in a variety of,pro-

jects in the netWork.

Since the characteristic/9 and needs of various communities, differ

widely, the community program must reflect the needs,and resources of the

communities in which they function? 'There seem inbe, however,'a numbers of

activities that are common to most effective community components.
A

,

1. INVOLVEMENT OF INTERNS,,SCHOOLtTAFF,:AND.COMMOITY PEOPLE lk

DEVELOPING. SCHOOL-RELATED COMMUNITY PROGRAMMING,

Activities for this objective include programs wiihinShOol,

mobile facilitiest.and;school-related programs conducted at other.

community sites.' Several programs see the involvement of schdol

staff, community pedple, and interns as essential stn the planning

and impleMentation of theseeffoits, which may cover a wide" range-

of activities, such as:

.a., Communityjieeds ASseSsment
b. ComMuility/Schooi'Steering committees
c. Tutoiing in academic skills
d. Cultural, enrichMent activities (field-trips;

heritage, etC-.)... . .

e. Personal skills training (grooming, handling
financeS, etc.)
Parent and Parent/stugent groups.
Recreational activities .,.
w!

f.

1g.

-24-
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UTILIZING THE COMMUNITY AS A TRAINING RESOURCE FOR INTERNS

.7- One major AoCus of the community component is to enable the"
A

interns, through involvement in a variety of community activities

to enhance their awarenessea of.community,procesaes. The corti7

*Unity component. assists interns, n gaining access to communities.,

planning community programs, and integrating their community ex-

Iperienees into their own training process. The most effective

prOjeCts assist in this integration by relating their interns'

community activities to the university academic crediting system.

PROVIDING A SKILLS TRAINING RESOURCE FOR COMMUNITY PEOPLE

Most community componenta :include some kind of training for commun-

ity people who are involved in theAr programs: Such training can

include leadership training,.the training of para-profespiona

csuch as teacher,aiAps), parent trairtng, and other types of train-
4P-

ing that may besuggested by spebific needs and/or interests

identified:in the communities.

4. ASSISTING IN COMMUNITY DEVELOPMENT EFFORTS

Most community components work with-e*isting resources, utilizing -

in addition:to schools recreation facilities, multi-service

agencies and neighbCfhood groups. to accrplish their objectives.

Teacher Corps community activities often involve fUndaraising.objec-
.

tives, and function with the assistance of :4 variety ofcommunity

groups. In this manner, a community can assist in providing learning

experiences for students and interns, while enabling students to

finance other activities (such as field trips, etc.)

-25-



5. .INCORPORATING COMMUNITY CONCERNS AND RESOURCES INTO THE

UNIVERSITY TEACHER DEVELOPMENT PROCESS

The more effective community components are structured to impact.-

the university-based training process, including comMUnity:inpue'

into Teacher Corps policy development and, program implementation..

-

-26-
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2. MODELS FOR GROUP INVOLVEMENT.

Many models for Group Involvement have been developed When

person4 from the community and the schools get together to improve

programs, they tend to expect that they will operate with existing

4 organizations and with formal,written rules. That's how government

is supposed to exist; that's hew schools operate

Those persons whohave been involved in changing what happens

in,schools a4in communities have found that group process is.more

complex thaWfindihg out the domain of each: organization and the rules

of the game. Newcomers. sometimes see these group processes ,as

ticb. Often they are not. The proclss aMeng parties has been use-,

_fully described as a Circular process for ,Social Interaction.#

-28-.
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THE CIRCULAR PROCESS OP SOCIAL INTERACTION

Inner Processed,
Within member/group

Feelings about,
self-needs':

Behavior
to Other's

Reactions to Intentions\
'others. to act 4"

Perceptual
Screen
Mgmb erptr tip

BEHAVIOR

Initiated Abt$oh
to others

Reaction
to others

BehaVipral Response

Respodse to
behavior of

others

1' PerteptuaI.

-,Screen in
thers

Intentions
to respond

Processes Within
Others
ITN

Reading Book: Laboratories for Human Relations Training, NTL NtA,
Waihingtbn, D. C., 1970.

G
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As the cycle describes the perceptual screen in each person or group

is the filter for knowing what'are the motives and objectives of any be-.

havior of an individual or group. Group development builds on recognition
,74

,

of this fact and the careful record of what is going on.

O

There are some known characteristics of what groups do to encourage

growth or what groups do to limit grbwth. The following is a 1st developed

through extensive recording of the

Destroying Behaviors

indoctrinate

`Build yourself

York for change for
the sake of change

Interfere with
decision-making

Take public credit
for.ujit Success.

.

groups in action.

Building Behaviors

4.

Depreciate the
1

position, Exhibit apprediation of
of leadership, challenges faced by unit.

leadership

Build others

Work to improve present
practice

Facilitate
decision - .making

.Increase sense of accomplish,
*7 pent on part of all group

members

Try to make theilocal unit
after a:stereotype unit

Block,communications with
killer phrase loaded'(

openin s, etc:

eon\

Exhibit realistic expecta7
ions for-the unit

Facilitate two -gay comMunica-)
;. :tiop by listening, feedback,

skillful questioning
itt

As you work to establifah your unit as a productive. gi:4Up, you'will want o

a

nuousli assess your behaviorin terms of the above chart and practice employ-

ing ese approaches that will enable you to help build the local unit.

of del. i_ this is to have individuals in the grouvrate themselves on the

ing sca periodically;

page wher needifor recognition and rebsure are limited to role and group .w These

One way.

follow-

o

You will note the scale reversal at the-bottom of the

are the ma or seed-areas for groupdevelOpment,

'°
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1.

IF

RATING SCALE FOR INDIVIDUALS
\ INVOLVE)) IN GROUP BUILDING.

Cognitive xs

. understanding of "self" and impact of "self" 1

. ability to analyze complex situation 1

. ability to report objectively 1

. ability to developtalternatives 1

2. ,Affective

attitude toward involving others
attitude communicated to others

. attitude toward divergent values'
attitude toward divergent beliefs
attitude toward change,

3. ftperience,
/

in political process
. in reporting, recording .

An planning and implementing a change effort
in collecting and, organizing objective. information

4 .

-4. Other

Tolerance' for. ambiguity

personal
role
organizational

Need for recognition

self
- role
- organization

, Need for closure (IA task completion)

- self
task

- group,

- organization

O.

-31-

2 3 4 5'6. 7
2 3 4 5'6 7
2 3 4 5 6 7
2 3 4 5 6 7 .

1 2 3 4 5 6 7.10
1 2 3 4 5 6'7
1 2 p 4 5 6 7
1 2 3 4'5 6 7
1 2 3 4 5 6 7

1 2,3 4 5 6 7.
1 2 3 4 5 6`7
'1 2 3A4 5 6 7
1 2 3 4 5 6 7

t 1 2 3 4,5 7

1 2 3 4'5 6:7
1 2 3 4 5 6 7

7 6 5 4 3 *2 1
1 2 3 4 5 6 7
7 6 5 4 3 2 1

7 6 5 4 3 2 1
7 6 5 4 3 2 1
1 2 3 4 5*. 6 7

7 6 4 3 2 1
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A major effort in groUp-bui/ding is for individubls to emphasize those
,:.,

. actions which have a positive aspect on group. This means...one tends to limit

non-functional actions such as Dominating, Nitpicking, and. Expressing Hostility
in the following list.

1

ACTIONS OF INDIVIDUALS IN CROUPS

Group Building and Maintenance Roles

,

1. Supports, encourages --attempts to:Offer warmth and support so that
others will feel free to contribute; indicates understanding and

'acceptance of other points of view, ideas, and suggestions.

RedUces tension - attempts to reduce tension, when,reduction needed,
by humor or by steering conversation to safe ground.

Compromising. When own idea or status is involved in :a conflict'
offering;a compropise which yields status; adMitting error; modi-
fying. in interest of group cohesion.

Initiates - Introduces new'ideas or procedures: .tries to get moye--
meat started toward a goal.

Task Roles

5. Facilitates introduction of needed information - tries to communicate.
needed information; expresses and asks for opinions; reacts to sugge
ions by others.

. 4:
Akealit to in - making:a critical analysiS.-af ah'.idea; testing an.
idea against some data; trying to see if the idea would work.

. Clarifies-issues shows, or clarifies, the relations among various
ideai and sUggeStionsand how they relate to the t k

Elaborates spellaout.Suggestions in terms of xaMple ordellopS
Meanings;expands and adds to ideas.

...-
.. , .

, Summarizing - Pulling together related ideas; restating suggestions;
offering a decision or conclusion for group to consider,

....

Non-Functional Roles .
A

10. Dominates group- tries to assert authority or superiority by manipu-
lating other persons. .

-.4.

11. Nitpicks - tends to magnify ilisignificant details; overlooks signifi--
cant-aspects'because of attention to. minor details. . .

....7

. .

12. Expresses.hostility - tries to deflate the status of othersby
.

xpress-

ing disapproval oft their values, acts, or feelings.

o

'Reading Book: Laboratories in, Human Relations Training,' lITL, NEAv
- -7 Washington, D.C.' 1970.



.)lt is important. to note, though, thae direct, objective confrontation

is a useful action in some cases. Confrontation is effective *ten it helps'

get a task done, not when it blocks.

\Tips on. How to Act in Groups

1. idoid argOing for your' own individual judgements. Approach the task on
the.basiasiof logic.

2. Avoid,. changing- mind only in order to reach agreement°and avoid eon-
SuppoMonly solutions with which-you are able to agree someiohai,

at least..

S

Avoid. "conflict-reducing" techniques such as majority vote, aveiagidg or
trading in reaching your decision. , - o ,

View differences of opinion as'heipful rather than as .a hindrance in
decision making:. 4'A

One technique for :helping gr&fts grOW is .to implement a Simple Survey of

Reality outside the group as,a group task. The basid steps of the survey are:.

1. Assess:reality

2, Analyze reality

Review and Evaluate Explanation of reality

`she People Contact Tree exercise is one process for assessing reality

,outside the group. Later the activity can also be used4tO examine the reality

of the group; Other similar group building exercises can be found in Human

"Relations Training Handbooks, University Press,- Palo Alto, Calif. X1970.197.5)

A Test of Behavior of Persons in Groups is attached to this handbook as

SectiOn

-33-
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PEOPLE CONTACT TREE EXERCIS

List people and agencies who
are involiied in the problem
YOU want to solve'or examine:
Do this ster.individuallY..,

NOTE :.

a

the size of the circle indicates the more powerful groups
,,,

the length of the Une Indicates-how much an Individual
or group Is.for or agest,

RP/NEPTE (8/74)



RUUDING A.CORTACT:TREE

Do the refit .of the exercise aila group.

List whO is on the People ConOctTree;

US 4,OTHERS*PT..

Perdou orGroup Person or GrOUp
a.

")",

DOERS checklist



. List who on the People Tree are connected:

Name'..,14.

114.

Connection Name

-36-



-se

3. Build a People Contact Tree

C

O

:(s) Put people or agencies in list land 2 on chart

(h) -Connect those who are connected.



. List who is missineon ifeople Tree:

Name Why Need
Name of

Possible Connector

0

a



(a) List who are the key People (b) Identify where they are?

to reach a solution.

Name
in the connected not linked .

group tbygroup or missing

1,

a

49 67,

'A -39-



Once you have completed the Contact Tree exercise, you should review

the following forms.

Form P

PARTICIPANT SELF-RATING

Rating 3.1yself on Style of Leadership

I. How clear was I about my membership role'in the group?

1

Completely
confused

2 3 . 4, 5 -6

Clear on same things Completely
Confused about others clear

2. Sow completely did I share my ideas in the group meeting?

1- 2 3 4 5 6
Did not Half of my .ideas ' Completely shared
share any every idea that

occurred to me

3.. How much-did I try to influence the decisions in my group?

1

Not at
all

2 3 44 6
Tried to influence half Tried to

of the time influence
every

decision.

. How free did I feel to express my true feelings?

'3. 2 3. 5 1`

Not free Somewhat

5; H4w well did I listen to.others in the group?

1 3

Not well Somewhat

-40-

Very free

6

Very well

O
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Form G

i CHECK-LIST FOR PROCESS MONITORING

This check -list is designed to help,:record-and feed back observations to
a group

Group Meeting

Name

Communication Skills:

1. Listening,

Poor 1

Date

3 4 5 .6. 7 Good

People do not listen to each
other, cut each OM

Respodding.

Poor 1 2-

People do not respond to
each other

°N$

Communication Pattern:

People'listen carefully even to
those they disagree with.

5 6 Good

People respond and build upon
previous remarks.

3. Direction (Is the converiation one-to-one, one to group, all. through
the leader, etc?)

4. Content (Is the Conversation mainly impersonal? Is there any dis-
cussion of how the members of the group or others feel?)

Roles of Participants:

l'

5. Record the na es of the people who play the
:.)

f011oWivg roles:.

Evaluator: Th peoplirwho pass judgement on the ideas of others.

Harmonizer: The people who try to smooth over any conflict.

Inventor: The people who find the usable solution.

-41-



Form G r
A CHECK-LIST FOR PROCESS MONITORING

This check-list is:designed toehelp record and feed back observations to,
a group

Group Meeting

Name Date.

Communication. Skills:

1. Listening.

Poor- 1 . 2 3 5 6 7 Good

People do not listen to each People listen carefully even to
oth'r, cut each off.

2. Responding.

Poor 1. 2

those thet disagree with.

4 .5 6 7 Good

People-do not respond to People respond and,build upon-
each other .previous remarks.

Communication Pattern:

3. Direction (Is the conversation one-to-one, one to group,- all through
the leadei, etc?) .

9

4. Content (lathe conversation mainly impersdnal? Is there any-dip-
cussion of how the members of the group or others feel?)

Roles of Particpants:

5, Record the names of the people who play the following. roles:

Evaluator: The people who pass judgement on,the ideas of others.

Harmonizer: The people who try toy smooth over any conflict.

Inventor; The people who find the usable solution:



Gatekeeper: The people who try to make sure others do not get cut off
or. get 'a chance to have their say.

,

. 4

or

Follower: The people who are generally eager to agree with other
people's ideas.

Blocker: The people who can be counted on to challengd others' facts
and ideas.and who may prevent the group from coming to closure. '

Recognition Seeker :. The banterer who simply wants attenti

Dominator: The people-who 0Int,to o cupy.center stage no matter what
the iftue and who regularly put othe down.

6. Meeting style:

Tells Sells

Consults Joins

No Particular Style

. Meeting Effect: (Note the actual effects not ,what someone
says they, will be)

Eager participation

LOw commitment

ReSisting

Lack Of'enthusiasm

Holding back



0

I

- When a group as dis arate as parents, teachers, administrators, and

students begins to develop, it should be focUsing on encouraging the follow-

ing dimensions of group grow

. Intercommunication among al me bens of groups:
a. Clear mechanics of co un cation.- vocabulary, rules of procedure,
. 'semantic sensit9Olty, e cetera.'

b. Permissiveness for all m tubers in expressing fears,. needs, concerns,
ideas, et cetera to the g oup

2. Group objeCtivity toward its own
a. Ability of all members to ma

members and group functioning
h4 Ability.to collect and use app

its41f.'

pActionifig:

e and accept interpretations'. about

t

opriate proceS ormation about

V.

3. Interdependent responsibility by all me hers for:
a. Sharing leadership functions - dir ction setting, beiftg a resource

for the group, et cetera
Achieving skill in flexible adjustme t to member and
required by the group,aevarious stage of group pro
Achieving mutual sensitivity toe needs and styles
tion of all members

Iiistinguishing between member-role contri putions and
characteristics

b.

d.

Group
a.

leader when
duction
of participa-

personality

cohesion adequate to Pertitf. .

Assimilation Of new ideas without group disint gration
Assimilation of flew members in a way to strengt en.rather than to
disrupt the group

c. _Holding to long-range goals where thesitOation r quires this
d. Profiting'frOm success.experiences_.
e. Learning from failure experiences, and setting'reali tic goals
f. Making constructive use of internal cOnflidts.

. Group ability to inform itself and tdithink straight and deci e creatively
about its problems utilizing contribution potential of all mem ers.

'6. Group ability to detect and control rhythms of group metabOlism: Fatigue,
tension., tempo, pace.. emotional atmosphere, et cetera .

o
1. Skill in recognizing and achieving control of significant sociometr

factors in' its own group structure

Satisfacty integrations of member ideologies, needs and goals with co on
group traditions,, ideology and goals

Grotip ability to create new functioAs and groupb as needed and to terminat
its existence if. and.as appropriate,,

1.



The basic characteristics of ah open invitation group are:

An open invitation

. lets everyone in
pushes no one.out

. keeps doors open for new solutions, alternatives

. helps newcomers know where everyone is, how they got there,
where they are going.

An'upen.invitation

..asks anyone coming into the process to agree to address the
issue, concern, problem the-existing group is working on.

asks anyone coming into the process to agree to start where
people are; not all over again, not in a different place

. asks anyone:coming into the group to bring something with
them: energy, interest, willingness to work, willingness
to respond, willingness to find useful answers or solutions.

An open invitation

. builds upon an existing network of people contacts:
uses other. groups or events to link to more people and

solutions 2.

shares energy, interest, commitment with anyone who asks
for help.;.

An open invitation

. asks anyone already in, the group to help newcomers-join the
group .

asks anyone already in the group to find ways of keeping
after people who should be in the group

asks anyone:already in the group to share:information, learn-
ing, inventions with all who ask even thoge one fears will:
be hostile.





3. MODELS FOR PROGRAM DEVELOPMENT.

Program development is-the purpose for getting a group together.

Program development doe& not just happen. It requires hard work and

folloWing through on an agreed'upon sequence.

4

7
e

Action Planning Has Many Different Vocabularies

Q. 1. Problem identification B. 1. Problem solving
2. Analysis 2. Diagnosis
3. Brainstorming solutions i 3, Generation of alternatives
4.*:Designi concrete plans 4. Selection
5. Tr ng out -5. Action planning

6. Takihg action
C . 1. What? 7. Svalitation

2. SO what?. 8. Follow-up
3. Now what?

I Intel ence

Test Besi n

Operate Choice

4 . Choose a Model 7-71

1. Compare'to Reality

Identify Differences

Select a Difference

gmryalaml 1,INIAM1.0.0.1. Jr .1.*4.......................1....4..........I

PrOblem
-Finding

I Consider Alternative Operators'

(Evaluate Consequences of Operators

kleA

,Select an azerator

4 Execute, the Operator

-46-
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1. Define Possible Target (Domain)

Define Relevant Technolgo10::

3. Identify Impact Assumptions,

4

4.44 Make Impact Pant Analysis:

5. Identify Action Options

6. Act

7. Analyze .Irapace of Action

O. 1. Identify needs /gaps

2. IdenAfy resources (peisons organizatiOns funds)

3. Develop criteria for quality

. Collaborative

. self:sustaining

responsive

Identify roles and responsibilities

Developscoutinivstrategy

leads.to selection of target

Develop entry strategy;

leads to connection with target

Develop design strategy

104s to energizing gronp for.action

Develop is plesentation Strategy,

9. DevelOp exit:strategy,

0

DeVelop feedback strategy

Note:

A. 'The sequence of events is not absolute

Some stages collapse in a given instance.

R0/NEPTE
10/21/74



The group needs to determine which series Of,actiVitiep it will US-e..

to develop the progr m. On good way to determine th s is 50 do an analysis

of the Program Devei pment protess. The steps to fol bw:areC

ieeds Assessment

A. Define pt oblem

. What :are the p rts of the problem?

How do differ% t people perceive:the probleM?

4 there any d cumented ytformation regarding the problem?,

Needs determination

. What are the perceived needs of the studenta, the staff, the parents;
and the community?

Ate there commonalities among.the needs?

. ,lice there any future needs that the group has not discussed?

. Have we talked lath diverse interests groups?

Value assumptions

. .Arewelnagreement regarding human potentiality?

Are we in agreement regarding motivation?

Who should make what deciSions?

State Objectives

. What will happen when we solve the prob

. know it gas happened?

. What is our tank-order of priorities?

. Program .Procedures

em?

. What are'the different ways (means) by which we Eould achieve our
Objectives (ends)?

. What resource would, be needed for each possible'means? (Resources.:
staff; time, space, equipment?

What are the constraints inherent in each means? (Constraints: com-
munity or staff dissatisfaction, lack of resources, lack of training)

' -48-



What are the potential benefits of each possible means?
advatages to stuclerits)

. Select

ImRleAntation

Plot swence of activities.

What is, the chronology of events?

Which events can occur at the same time?

Are there alternative or optional activities?

What are the estimated time spans?

. Determifie roles.

What are the needed skills and talents?

What skills, talents

Do we need volunteer assistance for

Is additional training needed?

Define communications system,

,

How often assessssess our, prOgress?
o

Have we, set certain times aside to share our perceptions?

How can we be sure to communicate with other gsoUps?

How will we communicate with the total community?

Who will make what decisions how?"
t .

.

How can we systematically collect information on what we are doing?

p
. Process evaluation

How often should we determine how we are doing?

How will we know what we are .accomplishing?

How will we record such?

How will we make decisions on what should be modified;

-49- 54-



Outcome. Evaluation

How will we know to what degree we have accomplished our objectives?

What are the reasons for the discrepancy between what we expected and
what really happened?

What-i:Jere the unexpected _outcomes?

Feedback

How do we use the process and outcome evaluatiod information with
regard to what we do next?

Do we need new objectives?

Do we need new procedureajmeans)?

What help do we need?

What decisions should be made next?

.1)
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This process should get you an outline for program development. This

Aystems analysis provides tools that enable you to talk to one, another with

representations that keep track of the probable effdpts of alternative'

choices.

Models -do', however, have certain weaknesses. They often over-simplify

reality, reflecting the model,-builder's limited view of the world rather

than the world as it is - or at least as it is viewed from some other per-
,

spective, ;Model- builders are limited by the techniques, they use. Models

often fail at the point of implementation.: Human distrust or.resistance to

0-tbe real Or imagined implications-of a Model is the real problem that model-

builders often face, The model is no good if it can't ibe made to work.

The worth of a model is not only.how-welI it predicts but how success-
,.

fully it helps humans follow useful patterns. If it mkkes pepple more

effective than they were, or helps them learn faster, it's a, good model.

One way the group can help itself cledx up the application of the model'

is by doing the Model Building, exercise.
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MODEL WILDING EXERCISE

STEP ONE

Individually

(a) Write out the stages that make up the group model individual for
program development.

1.

(b) List at least one way (technique) used to implement -each stage in
the model.

Stages Technique

1.

2. 2.

3. 3.

4. 4.

5. 5.

6. 6.

7. 7..

8.

9. 9.,

10. 10.



0,

STEP TWO

Select (you should now be two)

(a) discuss the differences in,the lists of stages and techniques you
have both listed in step one

(b) make one list of stages the two of you believe would have Co be
accomplished to assure a collaborative approach to program
development.

(c) list the ways (techniques) you might be-able to use for each stage.

Stages

2. 2.

3. 3.

4. 4.

5.

6.

7. 7.

10.

-53

8.

9.
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STEP THREE .

Select another pair. (you should now. be. four)

(a) discuss `your pair, models.

(b) agree on a statement of the goal, of group project

(c) make one list of stages needed to reach goal

(J7)m)make list of techniques needed to accomplish each stage.

A. Goal Statement

B.

2.

Stases, Techniques

3. 3.

5.

O

6.



STEP FOUR

Group discussion (everyone together)

NJ
(a) determine what is the group goal

1:0 describe the stages, to accomplsih the goal

(c) list useful techniques.

(d) write up .one stages and techniques

(

NEPTE 12/3/74
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You nowhave,a-basic-Plan of action.. You should by now-have done thesb

basic steps.

, 1. Identified your concern-4S clearly as possible. When you
have found others who share your concern, extended an open
invitation to all who are interested to meet about this
concern,

. Let those who joined you Share their views, and spent some
time clarifying goals and exploring values and assumptions
about education.'

3. Developed plan6 for involving in the discussion others who
may be concerned or. affected. Planned to review and over
lap all discussions for latsentrants into the group.
Planned to keep the public well informed. If school com-
mittee-arid administration are not already involved, planned
to keep them informed-at-eery point.

.

44 sound out the facts. Pim ofthe initial l-discussions a num-
ber of questions will be raised. The whole group should be
organized. in task forces toipt needed infOrmation: e.g,
to what extent is the school sste*.mpeting the concern?
Whaf is the school system:doing to meet-the concern? What.
are other school systems doing or proposing to do? What
4pudies ave been made, and what do they suggest? As the
informs ton was gathered and reported, looked forgaps and
any new questidns. Provided descriptive in reporting. Left
out the emotional words.

5. *AeasSeSsed the problei in light of information. Collected,
alternative possible solutiorit. X-Airt a written record of
agreements not disagreements. Listened to alldisagree-.
ments for useful ideas. Identified elements of possible
.acceptable solutions for integration into the final solution.

Made final choices. If you have taken the previous,steps
,carefully, and kept all who -4e interested informed and in-

.

volved, final decisions go smoothly and your joint.recommend-
ations will be reality- tested and acceptable.

NoW you are faced with the task of action and of problem solving. Action

is simply that action. The right action will be selected if all have had S

chance to examine 'an action in terms of pre-determined criteria. One useful

set of criteria is:

(,re3)
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Criteria for Selection of Action Option,

Rating
<for each option)

Controllability 1 2 3 4 5

Worth 1 2 3 4 5

Priority 1 2 3 4 5

Efectiveness 1 2 3'4 5.

Cost (to Us) 5 4 3 2 1

5 4 3 2 1

Non-Financial Problems .5-4 3 2 1

p 4 3Institutional Obstacles

0
Cost (to Others)

Possibilityof failure

Uncertainty

10theIl i(

5 4 3 2 1

1 2 3 4 5

°Nakiti/li these kinds of judgements about an action option gives the group

some dense of the basis for making a decision and a bsis for commitment to a

decision.

I
As problems atise the development will continue only if some reasonable

analyzis is made of the Wormation one has and of the point of the problem.

in the process. The following grid can be useful in this analysis.



Stages

PROBLEM SOLVING ANALYSIS

Jobs to be Done

00
0
MI

to

ra
0

C.)

00

ori
4.1
to
04

tri

CCO

4./

Ib

DO

rti

cO

tD

4.1

eI

Iden'ify problems

Analyze setting

Organize management

Identify objectives

Specify metbialds

Construct prototypes

Test prototypes

Analyze\ results

Implement /recycle

INSTRUCTIONS: in the intersection of each stages and jobs to be done,

insert the name of the persqg who has primary responsibility for each. Be

sure the person knoWs of the assignment covering this responsibility. Exa-

mine each unassigned cell carefully - it may be appropriate that there be

nothing there - but you .may be missing an important element.
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An essential part of finding a solution is tp com1),through-resea'rCh

administrative, and survey inforMation for relevant facts, findings and

generalizations.' In going. through' this_acttvi4 important to fin-.

ally include.onIy the most1important facts and trends, Otherwise' there,

is a-real danger of obscuring rather than illuminating. In reporting the
\

results of research, for example, it is easy to raise barriers to under-:
,

41. .

.

standing by citing complicated teehnical,procedures) )or formulae or refer7:
(

ring to levels or tests of statistical significahce that are not readily.

understood by many of the people involved. The guidelines to be emphasized

are simplicity4, clarity, and brevity.

Information tends to be somewhere on the intersection of the following:

Some Characteristics of Information

Insight Ideal

Subjective
1

Personal

Reeds
Responsive

Objective

Institutional

The subjective-insight-ideal end of the continuum tends to be non-

observable, intuitive, non-measurable. The objective - institutional,

needs end of the continuum tends to be observable,`conCreti, measurable.



An impcirtant actV.ty'\of the'group is to identify the information

collected as to Origin. More importantly, inf rmationshould be cate-

gori;ed as:

Statement of Information Type of Information

A
F. T E N
A S T
0 I I E E
T T -E 1 R

V F F S

E
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Identifying

to determine.

If all these:Steps are taken care of, one will ha4t a clear Picture

of wbere,a program development effort in the school and delmOunity'can be

he type of information makes it possible for the group

00

1. What changes are needed

category
, cause
constrainif

2. Who decides about changes suggested

3. Who influences change

4. What influences aange

5. What,the target for change is

O. What strategy is needed to implement change

7.. What the situation will be when the change has occurred

.8. How the change will be tracked

undertaken and under what conditions. The partnership stoup will pave its

read map for action identifying.

Change targets

N?'

odest behavior change

IN
Different interaction

patterns

Different role
expectations

Change method
Mix of cognitive

ancLemotional approach

New paper coordination
MethOds, budgets, schedules,
etc.`
neW'official channels of
communication

Different,oSientations
and values

Different baSic
motives .

(achievement, power,
affiliation, etc.)

rundatental behavior change

Intensive educational:pro.7.
grams; new divisions of
,labor and authority structure

New reward aySteme; differ-
'ent leadership styles

New selection criteria; re.-
placement of incumbents.;
or major strategy change

-61- r)S

Emotional





4. MONITORING AND EVALUATION..

The major missing link in getting a cooperative program7evelloped

ols often the lick of a mechanism to know

. what is going

..`'what has been accomplished

what needs to be done

Someone needs to take the responsibility for writing up minutes o

meetings. These minutes should state what was-discussed and what was

decided, It is important to resist the temptatiOn to record who said

what; such:a record often leads to division and nitpicking. The basic

purpose of a record is not to 'give individual credits; it is to provide

& record of events;

An a4ditional.approach to-recording_and.evaluation described by/'"
-

the foIloWingdocuments:',

A. Record of Planned Activities

. B. Monthly Report of 'Activities:

C. Assessment of Individu9,1 Activities

Report on PartnerShip Involvements
. .2

The!Record of Planned Activitiesis a planning, monitoring, and record
°

keeping too],. Answering all of the questionS listed. gives the group assur-
.

tr

ance that the activit ies are being done by someone and that the group will

7

knoW how well'the jobhas been done.

-63-
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Problem to be solved

Form A

RECORD OF PLANNED ACTIVITIES

Question. Activity 1 Act* ity 2

/
What is gping
tog be done?

Activity 3 ActiVity 4

Who is going
to do it?

When is it
going to be
done?

To-or for
whom_is4t
going to be
done?.

What criteria
will indicate
that it has
been done?

What evalua-
tion method
will determine
if plans have,
been tarried

out?

a



O

Activity

69

Form B

MONTHLY REPORT

1. What happened,,

What didn't happen:

Things completed;

9

. Things ongoing:_

Things started:.
.0

O

B

. Things that need
to be changed:

e.

8
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to

Form D

Q

REPORT ON PARTNERSHIP INVOLVEMENTS

Activity:

Who was involved:

How the process developed:

Results:

co

P")



The MoUthly Report and Assessment Forms should be filled out,

together. They provide a direct early warning-system.about things .

that are going well and things that need fixing by the group, The

information is organizeeso that the group can focus its concern

on what needs to be done and factors of influence.

The Report on. Partnership Involvement provides a format for

the group to report to outsiders about its activity. It describes

;key activities the persons or agencies active in the group, the

process that was used, and the results

al:three report forms are designed -to be completed with

simple, direct sentences rather than long paragraphs. If and when

rationale and purpose for an activity is required a special re-

0

. --port should be prepared.

The important thing is that a reasonable paper trail be pro-

vided. Histoiy will assist the group to gain credibility', and to

provide a retrospective view by which gains can be consolidated.

-68-
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Aag

A TEST OF'BEHAVIOR OF PERSONS IN GROUPS

Take the entire profile twice On the first run -ithrough, in the column

labeled IDEAL, place a 1 lige to the.most ideal response, toa situation,

a 4 next to theleaSt id6a4, and a 2 and'3 next to your second and third

choices. Follow this method for all 12 situations, On the second rUn-

through,,6) the tolumnlabeled ACTUAL use the same rating methOd to

rank your own yperlentes. Place, a 1 next to the response which most'

cloSely corresponds to your situation, and so on

adapted froM "Test for Teachers ", Scholastic Magazine, (1973)
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IDEAL

o

a

I

ACTUAL

Situation Is When a ;problem arises which may respit in a waste of time

inefficiency, or other difficulties, the people in this town generally

A. Rely uponwhoever is closest to the problem to arrive at a solution

which'i usually accepted by the other. group members without much fur-
:

ther exaMination.,

B. Work on the problem indiVidually to arrive at a solution and then

discuss that solution with others in the group emphasizing the benefits

of their solution and often pointing out:the censeguenCes of pursuing

other courses of action.

C. Provide each other with:Information relating to the situation and

also encourage ail groups to contribute their ideas in an effort to

reach understanding and to surface alternative solutions.

D. Tend to ignore the problem or perhaps attempt to find fault and

place,blame for current conditions.

t73-7'
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WEAL:

Situation 2: When there is dtsagreement between this group and another

group that we.i,/ork with, we generally

A. Try to explore issues and assumptions that are present in the situa-

tion and work with whoever is involved to identify both areas of dis-
3

.agreement as well as agreement in order to find solutions.

EL- Try to avoid dQl agreeMent by following our Own-course of action and

not attempting to influence the other group members,
0

ACTUAL

p, Try to avoid disagreeMent by seeking a course of action that is

.acceptable to the other group although many in this group might still

have reservations.

0. Hold firm on our own baSic position and point out to the other group

Members the'problems and difficulties that might arise from following

.
any different course of action.

.

010111.
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IDEAL

Situation: 3: When. new petioles or practice§ are introduced by someone,

we. generally

A.. Ignore or circumvent these new policies Since they ieftinge upon,

our personal. freedom.

ACTUAL

Accept the new direction and rarely question or try .to modify the

poliCy regardless of the effect these changes maythaye ton us.

-C. Attempt to petsuade or exert pressure on the authority to modify

Or change the new policy or practiceth that upset.the status quo.

D. Feel that ideas and suggestions about the new changesyill be we

corned by the authority and speak up,to determine if any changes or

modifications 'pre advisable.

-75-
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.

Situation 4: When someone has aOdea.or a Suggestion related to our

responsibili teS- this group generally

A. Listen to the ideas and. accept the suggestions. if they are not too

controversial..

B. Do not act upon ideaS or suggestionsbof this sor

come and discourage&

which are unWel-

C. Seek to undeistwd the idea or suggestion pnd.then find out What:

the other's opinions are in.order to give our own reactions.

ACTUAL

U. ResiSt new ideas submitted by other members but ere willing to

offer and discuss our own suggestions or moditications.,



IDEAL

,

AQTUAL-

Situation 5 When thiS group meets to solve problems and make decisiOns;

we generally

A. Try .to avoid getting too involved and often do not contribute new

fdeas thus avoiding being critidized by other members.

B. Feel free tocontribute our own ideas and opinis:and often ask

other members of the group to expres.sthefr, 14eaS..

G. Ate prepared to present and bolster our points of view and expect

others to do the same.

D. Seek to avoid imposing our positions and are anxious to Compromise, r

in order to reach workable solutions.

/
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brae t
SituatiOn 6: Regarding communicati.ons between this group and .the autho-

rity.* we generally

A. Attempt to exert pressure on pr show.thObenef;lis of our point of
view °to the authority in matters related to our. interests.

ACTUAL

. B. Tend to avoid or ignore communications with the-authoritl in matters ....
related to our inieFests.

C. Attempt to understand and influence the authority in matters melat-
;ed to, our inteTesfs.

D. Tend to accept and depend upon the authority in.mattOrs related to

our interests;..
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IDEAL

Sitliafion 7 Regarding the development'1of Wry tduals within this group

members general ly

A. Seek out and give ik

,explore the-- possibilities for improvement.

rmation to each °the

1,1
abOut pe'rlormanc6 and

. .

. .Give' advj-c# and help" whenever another member requeSts .

/
Leave. eaCh,othor alone to do our Own work as, each- spoS f tt to do

D. Point out errors, to each' otherandTemphasize tiv44t the future con7

sequences of such errors could. be;

,t

1:
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MEAL

a

4

Situatio Those who seem to succeed best' in this group genera110.

AN, Seem able to convinCe the authority and others in the validity of

their opinions and positions and exert prepsurewben resistance IS .

encountered.

B.74Seehl to agree with the authority's positions and are willing to

modify their own Oints.of view to correspond with;those-exPected.

0

ACTUAL '

,0

C. `Don't' state their positionS'or ideas-on groUp issues .hut engage

the authority,on-a personal basis to maintain their
4

D. . Express their 'own, convictions and push hard to undersea
.

'110s-taken by the authority so that mutual agreeMent can e reached
4

4



IDEAL

111

4

ACTUAL

Situation 9: When a new person-enters this group, cithers gener.al

k 0o.

A. ilal,se , a 1 lowancms

whenever- asked'.

as
7",

for limited performanoe and are avialablo, to uhr.Ip

,
41

O

is
B. Ask.,about past experien7OSr.'and inform the person ,about the operation.

of ttie, group
c°

o
t &

*.

C. Explain how the 'group works and what is -expeOtOd and also
-e,--,.

benefitd of being tn the grOup. 0 ° .
-..

. l *
,,, .

D,. Allow the person t o gain-some expbrion6e i n the group 'before dis-

cOssing, any p rob tem; .
°' ,..

Ja

IL



IDEAL

Situation, 10: When this group is 'asked to 4o #mefhing :that is quite.

.different from what it Is used...A() or to use:a new inethod, tho persons'
ti

in the group general ty

A. Try' to understand the .reasons. for the changes and,.6 Is? j r:i; to OS-

cuss the -effects of the changes according to their oiporiece.
: %

B. Try to .point :out any 'p rob tem with the. new method or 'Change empha-
:

sizingpthe benef its of thg 6 rent pr

.

o

=1,..14,..1

C. Move ahpad wFth. the new :chancy method WithORT.,0*pressing theii=

eve luat ion of "it-s effects.

D. fend to jqnore the new method or to critfcize the person pr persons
/

who seem responsible for introducing the changes..

SY.



IDEAL

Situation lf certain persons tn the group have difficulty working

with each other, the'bther members.generally

.1

A. Try 3'cl min irize differences and to encourage tolerance of the points

Of view ofothers-.

B. Tell, them lo keep Individual problems from interfnring wi'th the work

of the group:and to work ,something out before the authority noires..

C. Ignore theft problems as being their buSinoss pnd not related. to

.
the work of thn group.

D.. 'Encourage thein to confront. the'issues involved and help them to

develop methods .for getting along in their'group work.

t
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IDEAL

01111.

Situation 12:.

generally

n this group the individual -who functions as a leader

ACTUAL

A. Explains what should be accompli shed, the steps th9 leadnr ls taking

to prevent errors, end the benefits of doing i the job this n-Y.

B. Explains clearly the leader's-:point of view and stimulates diScus7

sion of other individual wayS of accomplishing the job.

EnCourages the other members to say what they think and seems 'willing

to follow any reasonable sugget-ions.

D. EXOlains clearly what should be done and dxpressfls disappointment-
.

in'the.group if there is a difference between the leader's specific

instructions and the actual method ofoperation.

o.



3CORE, INTERPRETATION

Whem.iooking at the ideal profile scc5-ro:-

a. The lower the number, the more idea t thP giVen

behavior:

4,

b. The higher the number, the itore the behavior is

rtjected...

c. Thus, 6 subtotal of 12 equals total endorsement

while .a score of 48 equals total rejection.

2. The columns in Roman numeral reprotent the Influence qUadrants

as follows:

(l) . (II) (IV)

OevelOp Control Relinquish Defond

(2 way) (none)

When looking at actual profile score:
.

a. The lower the score, the more the behavior Is per-

ceiVed to be present in the-group. i

. The higher +he score, the less the behavior is
N,,f,

perceived to be present in the group.

FIC
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0 HOW THE CHANGE AGENT" WORKS: A

CHAPTER OUTLINE

AN IDEAL

Stage 1:

The first thing the successful
change agent needs to develop is a
viable relationship with the client
system or a solid base within ,

it. A secure and reasonably
well delineated helping role is
an essential place from which to
start. Some readers may be able
to take this for granted because

they already'have a good client
relationship,bdt others will

_find important points to consi-
der from a reading of our first

w' chapter. AO

Once established in the Client
system, 'the change agent must
Urn to the problem at hand. He

must find out if the Client is
aware of his own needs and if

the client has ben able to
articulate his needs as prob-
lem statements. The second
chapter, discusses this topic
from-several anglgs.'

RELAT1O

Sam Davis is the newly appointed
director of in-servicg training and
special projects for the Highland
Hills school district. Early in his,

tenure he learns that the McKinley
school is notorious for teacher
turnover, and, for this reason,.he
decides to work in that school as
his first project. He attends
several of the coffee hour/evaluation
sessions in the school, where he chats

with small groups of teachers and
begins to become aware of their neede
and interests; wherever he can he trials

to develop their confidence in his
ability to help them.

Stage:li:: DIAGNOSIS

From interviewing and qbserving the
classroom techniques of Mainley,teaaimil
Sam suspects that the team teaching 4#'

method' in use throughout his_school
system has been ineffective in this
particular building. He finds

evidence of a Zack of cooperation
within,the teaching team's. Be-

cause many of these teachers were

previously in selfaontained class-
rooms, they have had eudifficplt
time adjusting to this newdmethod
and, consequently, many feelings of
anxiety and mistrust, have arisen.

Stage III: ACQUIRING RELEVANT .RESOURCES

With-'a well defined problem,
.'the client syStem needs to be
,able"to Identify and obtain re-
sources relevant to solutiOpls.
The third chapter should 'give
some good leads on'hoW this
informationseeking can be
carried out'successfully.0,

a

I

In order to help his teachers, Sam
firth, it necessary to learn more
about the adjustment from the self -
contained classroom to the teaching

teams. He turns first to a colleague

who has had lOnger expeAence. with

team teaching. Tk'is friend tells
Sam/about some articles that might
be helpful and suggests an agency
.that he may contact for assiatanCe4 ,

in training teachers for group intert
action.

,

9'



State IV:

With a defined problem and a
lot of relevant information,
Ve client needs to be able
.0"rive implications, generate $'
range ofalternatives.,. and

settle upon a_potential,SOli
1iOn. The fourth chager'
discusses various astiet01:
Of this process.

4 lEven.a 900- ution needs
adaptatiOripqd needs to be
reshapeeiO`lit the special
charade Ostics of the client.
InAbOfth chapter, we
der aaceptance of.

ova can be generated
how the client may be able

o develop attitudes and
Xbibivior supportive of the
innovation.

Stage ./:

CHOOSING THE SOLUTION'

'From-his retrierial of informatiun,
Sam learns that the unsuccess ful
attempts.ln team tecchi'ngrezult from
misconaeptions, about. the need ft)r
Cooperation. ac_ organizes a committee
of teacher's to aizcuss the research
findings and the'dlagnosis. Together
they decide that teachers require
an educational program in the methods,

valuog innolnnd in team
teaching.-

GAINING ACCEPTANCE

Stage VI: STABILIZATION

.Finally, the client needs to
develop an internal capability
to maintain the Innovation and
continue appropriate use without
outside help: The change dlut
encourages members of the client
system to be their own change -

pgents and to begin to work on
other p roblems in a similar way.
As this self-renewal capacity
begins to build, it allowsthe
gradual termination of the rela
tionship. so that the change agent
can move on to other projects,
other problems, and other clients.

Afterconsidering the different ways'
in which this_uinnovation,"-the
proposed educational program, can
be introduced to other teachers,
Sam and his committee decide that
a '"workshop" plan would be most
efficient. This plan can be designed
to interfere very little with regular
classroom teaching time and, in
the long run, its dvantages would

f
offset tke Cost ,0 its operation. °

Sam arranges for ubstitute teachers
to reduce the load of the regular
staff while they are participating
in the workshop. He also makes sure,.
that they get personal recognition
and credit for their innqvativeness.

AND SELF-RENEWAL

Using this experience as a model,4
Sam shows the-teachers how they L
can be their own change agents by
building an inpernal capacity for
diagnosis, retrieval, andproblem
solving. When the teachers commit
themselves to try this approach with
another issue which has come up, ki;,

Sam leaves thern atone to work onlft,
but comes to the school as a consul-
tant when they ask him. .L'raduglly

he moves on to bther projects'in
other parts of the system,
knowing that a self-renewal
capacity has,begun to 'emerge in
McKinley, school:

-90-
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4'

,2. MATCHINGJHE-CHANGE AGENT'S ACTIVITIES
WJTH THE4NDIVIDUAL USER'S ADOPTION PROCESS

The change agent 1-hould try to facilitate
each, of these sik processes. Therefore, in
dealing with the individuals in, the client
system, you should try to coordinate your
activities with the adoption stages of the
potential adopters. YoU should try to
understand where potential adopters are in
terms of these five phases .so,tpat You can
try, to be.with them4 not 'aheador. behind.
You should be prepared to go back as

individual adopters slip back and to keep
up as other adopters jump ahead; and you
should know when to switch from one mode
of communication to another with each
adopter.

'Figure 5.1 Coordinatin. Change. Agent Activities with the Client's Adoption Activities

CHANGE Pharr

ACTIVITIES

1.

CLIENT ACTIVITIES°

Inform, Tell

1

loregraticn

6

I
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ACTION RESEARCH: on approach which involves the collaboration of university
soCial.scientisti and school personnel in diagnosing and evaluating

('

exiting problems. The use of research methods in collecting and
analyzing data from the system benefits the scientist because it
provides him with access to field sites and the raw data for later
publications. 11t benefits the school syste by providing it with

Unself-evaluation material--and an increas (nowledge of scientific
methods of diagnosis and evaluation.

AUTHENTIC FEEDBACK:. a non-evaluative perception and interpretation of
an individually behavior as it affects the person who receives Vt.
The use of feedback allows for easier self-diagnosis, objective
evaluation of innovations and an undqrstanding of the' reasons for
resistance to change. 4

BRAINSTORMING: agr9up retrieval technique in which members suggest innovaL

tive problem solutions while they deliberately restrain critical

judgment. Questions about feasibility, practicality, negative side
effects, etc. are set aside.until all potential solutions are vn the

table.

'CHANGE AGENT: EXTERNAL: .If you area "change agent" you probably do not
need to be told that the use of a specialized "change agent" role
is in itself a strategy for innovation. Other terms for "change -

agent' /connoting variations in emphasis are:
knowledge broker
linker, knowledge linker
link-pin specialist
consultant
research implementation specialist

trainer
continuing education specialist
dissemination specialist

0
CHANGE AGENT: INTERNAL: having at least one man inside the system who

both committed to innovation and skilled in the change process is

usually essential. Such inside change agents work best if they can

team up with outside change agents. They are often referred to as:

innoliators

demonstrators
innovation champions

COLLABORATIVE ACTION INQUIRY: .similar to "action research" (see above),
but the collaboration between social scientists outside and school

personnel inside is more emphasized than in action research, and

a true team effort results.

CONFRONTATION: a direct challenge,to the leadership of the client system

by those who wish to bring about change. A confrontation strategy

must assume either that the 'leadership will change when they are

shown how serious the need is and how strongly people feel about it

or that the leadership can be overcome. Because of its potentially

disruptive and decisive, consequences, confrontation is a high risk

strategy. A "confrontation" limited-to presenting facts from a

diagnosis (discussed,in Stage II) may be a middle road which avoids

some of theie risks.
-95- d."..PLY



CONSULTATION: 'a widely used and variously defined ange strategy, based

on the assistance of an outside expert(s) in he ing aisystertf work 0

through its own problems and define its own needs primarily through

the use of reflection and authentic feedback.

DERIVATION CONFERENCE: usually comprised of resource pers ns and client
system representatives meeting on a temporary basis'to collaborate

on problem definition; information retrieval, derivation of implicar

tions for action and planning for implementation. This ta'tic

,combines group process analysis, diagnosis, retrieval an' collaborative

problem <solving all in one. k
8

DIFFUSION, NATURAL:0 "Diffusion," in the social context, refers o the

spread of the adoption of an innovation; usually there is an extended
early period of testing, development, trial-and-error, and sp radic
localized adoption; but after 10% to 20% have adopted, the vas
majority of .potential adopters will shortly follow due to the f rces

of social interaction. r

EXPERIMENTAL DEMONSTRATION: in the hands of skilled demonstrator, an

under *al circumstances, a Oemonstration of dn innovation can be

quite powerful for adoption. . .Remember the old.saw 'seeing is believi

To.be effective a demoncration must look convincing. First it

must show clearly and dramatically that the innovation makes.a difference,

that:it changes things for the better. Second it.must look natural,

something that the client can really use in-his own setting; with his

resources.

8

FAIT ACC0MPLI: this strategy of change consists of installing an innovatIon

.
without conSulting users or without informing them in adyance. It has

,been recommended for use with innovations which would.arouse excessive
initial resistance and whose actual benefits would not become apparent

until after "try-out". Various ethical issues are relevant )4 a:

consideration of this approach.

FINANCIAL SUPPORT: regardles of their potential long-term benefits most

significant innovations are.perceived as being initially costly because

they require purchases of supplies and equipment, training, release

time from other duties, etc. Provision of financial support ither,

primilng" or .as long term subsidy may be a 'necessary p econdrti.on

for, acceptance of innovations. Ho ever, there is little evide ce that

such support, if offered without
"strings", will really lead to

0

FORCE FIELD ANALYSIS: an approach ft-which the most important social

forces favoring and opposing the change are identified; listed,

rated for potency. Fromtthis listing the change agent can' choose

specific targets for emphasis. including both reduction of opposin

forces and strengthening of favoring forced. .

0

GROUP OBSERVATION AND PROCESS ANALYSIS: self-conscious examination by

group of, its own on-going interaction processes in order to underst

broup processes and to enhance group trust and openness. The self-'

criticism and group cqnsensus which often arise from such analysis

help to facilitate behavioral adjustglent to change.
#

ny restrictions, guidance, orl

novation.
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HUMAN RELATIONS LABORATORY: a "temporary system" strategy for improving
problem:solving skills which can be adapted for use by individuals.,
groups, organizations or communities, was originated by the National

Training Laboratofies '(formerly'a part of NEA, now the ATI Institute
for Applied Behavioral Sciences). The core of human relations

training is the sensitivity or T-group. However, a variety of other
mechanisms are enlisted in the development of greater openness and
interpersonal competence,' the prerequisites'of effective problem-

solving and meaningful innovation.

().

NTER-ORGANIZATIONAL VISITING: on -site' observation of other s stems is

always\ helpful in providing the client with a broader perspectiye on
himself and a chan0 to- observe innovation's 'inaction b ore trying

them himiself.,'Sosmopolitanism is highly related to iirloVafion.

LEADERSHIP CHANGE: a new leader brings new knowledge brid new perspectives

on how things should be done. This Often leads to a shake-up at all"

levels of the system. Where old leadership stubbornly resists change
and'refuses to adapt to changing circumstances, a change of leadership
may be the necessary (but notc.suffitient) starting point.

LEGISLATED (OR ADMINISTERED) CHANGE% a change strategy, which assumes that

an innovations can be effectively diffused through legislative or

administrative' fiat; i.e,4 if .the leadership is convinced that an
innoVation will be successful and beneficial, they may feel thot

.they can--and,should--decide that all users under their control
shall receive it (e.g., automobile safety devices and public school

'clesegreg9tion guidelines)..
1 )

LINKAGE: various types of interpersonal and intergroup connected

are necessary for successful innovation. Among these are linkage

to resource; linkage between the school systrand its greater

community, whijrserves to keep the goals of the,schoolslesponsir
s oto the needf the surrounding environment, and vice ve*sa; and

linkage among the subparts of th- system brought about by communica-
tion among colleagues as they proc'ed to try out and to adopt an

innovation. y.
MASS MEDIA DISSEMINATION: the dissemination of new ideas through television,

radio, and the popular 'press. It is usually most effectfve (a) for

reaching opinion leaders who are'media-oriented,,(b) for creating/

awareness of new ideas,.(c) for conveying simple ideas, and (d) fOr .

disseminatil)g irperisis situatfons. Effective utilization usually

requires that mass media be combined with other approaches.

MULTIPLE MEDIA APPROACHES: effective innovation strategies, as well/as

effective advertising campaigns, employ a variety of media to reach

potential users (e.g., newspapers, pamphlets,, TV, radio, demonstrations,

free samples, etc.). Researchers have verified that different kinds

of media are optimally effective A different stages in the adoption

process (i.e., awareness, interest, trial, evaluation, adoptfon). A

successful strategy of media use, would synchronizedifferentimedia

o

with the progressive stages of user involvement,.
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NETWORK BUILDING: a complex strategy which results from the use and
enhancement of informal social relationships in a client system by
a change" agent. Through informal personal contact the support of
opinion leaders in the system is enlisted in the first phase of
network building. Demonstrations and other forms of group meetings
are emphasized in the diffusion program. A network, once establiihed
for one innovation may provide a speedy and effective medium for
the diffusion of many other related innovation.

OPINION LEAD;RSHIP UTILIZATION: it, has often been asserted that'Lf opinion
leaders can be influenced then the rest of the social system will
follow. Since there are many variables that determjne the effective-

.

of this approach, it should be used with cautrOn. For example,
it is predicated on the assumption that opinion leaders do exist for
a given innovation, that they can bejdentified, and that they can
be persuaded earlier than most of their followers.

OVERLAPPING GROUPS: the free flow of new ideas between groups is greatly
facilitated if some members have dual Wemberships and act as "lirik-
pins", passing information back and forth between systemg.

PAC AGING FOR DIFFUSION: clear, attractive and effective labelling,
printing and formating of the innovation can add a richness and a
potential power for future adoption.

PRESTIGE SUGGESTION: identifyirig use of the innovation with leaders and
other well-known personalities on the assumption that these individuals
have true .opinion leadership. Effects of the type of influence-by-
associaiion art probably very temporary and limited. The high prestige
source muit be seen as a very salient leader to the users reference
group, must be seen as having legitimate expertise relevant to the
innovation, or both.

PROBLEM SOLVING: a term used widely and loosely to describe various
activities which, represent a step-by-step, oe systematic, or rational
approach to filling human needs.. It usually inc udes distinct, phases
of pr'Oglem definition or diagnosis, setting and rioritizing of
objectives, searchlor and s'election of solution , and try-out of
solutions with evaluation of the try-out.

PRODUCT DEVELOPMENT: according to the R andD model of planned change,
ideas aftd prototypes of an innovation can be systematically evaluated,
adapted, and packaged so that when it finally, reaches the user all
problems have been anticipated and corrected -=and the innovation is
guaranteed, against even the most fumblilig and incompetent adopter.
Most currently available educational "innovations" have not resulted
from such", comprehensive R&D process. Therefore, it is not safe
to assume that an innovation is "user proof" in this, sense unless
ample evidence to this effect is provided

R&D UNIT: a new organizational sub-unit established with the specific fl
mission of doing research and development for the local system so that
it can be continuously innovative. Installation of an "R&O" unit
is one tactic that can be used to hqlp Iring about organizational
self-renewal.
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-R,D,&D (RESEARCH, DEVELOPMENT AND DISSEMINATION): the most compleX and
systematic of all Strategies for innovation, it assumes that very
large' investment in resources, coordinated and directed to'specified
important social objective§ will pay off imthe long run in very
high'quality innovations which will be useful and relevant to a
large rpnge-of users. Sometimes "adoption" is.added as a.separate,
and distinct phase ("R,D, D & A"), giving emahais to tne need for sophisti-.
cated understanding of the user's role, his attitudes and behavior.

,REFLECTION: many change agents and consultants are able to help clients
by restating the clients' roblems. By listening to his own words

and actions "reflected" bp k to him by the change agent, the client
can begin to move toward serious self-examination and self-diagnosis.

Reflection is a'Very active form of listening in which the change
agent must feel and express genuine concern and genuine willingness-

to understand the client. Although initial reactions to a "reflection"
procedure may be confused or hostile, 'the client eventually begins
to recognize that he contains the best answersto most questions
within himself.

N RESEARCH EVALUATION: in lied of using an 'experimental demonstration' with
its potential bias one may perform a careful documentation and evaluation
over time to measure the success or failUre of the innovation. Some

clients will only be persuaded by scientific evidence that the
innovation hal' succeeded in their own setting. ppntinuing research -

evaluation is an important aspect of an R,D&D.strattegy

ROLE PLAYING: acting out roles of other members of system in "simulations"

of real situations. This is an'effective metho or gaining under-

standing of ourseL,Jas as others see us and for ling various
.0

aspects of problem solving and innovating prior behavioral

commitment. Role playing of the ctient by the c nge'agent and the

change agent by the client may help in the creation of greater
trust and understanding of their respective roles. The variants of
role playing now in currency,are enormous; it has been used successfully

as a learning tool in virtually every type of client system in
introducing and training for a variety of innovations and change programs.

ROTATION OF ROLES: like role playing, the actual assumption of other roles
. on a temporary basis facilitates mutual understanding and gives the

person a better understanding of how the organization works as a

:total inter-related system.

SENSITIVITY TRAINING GROUP ("T-GROUP"): most variants of human relations
training include an'extended series of more-or-less unstructured group
sessions which give members a chance to examine group.dynamics in the
"here-and-now ". Such groups are designed to build sensitivity to
others and to the way'others 'react to oneself. Members learn how to-
establish norms of trust and openness to giving and receiving new

ideas. The T-Group is an essential ingredient of laboratory training
and many organizational self-renewal programs.
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SUCCESSIVE APPROXIMATION: through a series of evaluations and contingent
redesigns an innovation can gradually beShaped into a more.useable

product. e

SURVEY-FEEDBACK: involves a systematic collection of data from the members

of an organization on such questions as job satisfaction, supervioryi,

behavior, work motivations etc. This data' is summarized and fed

back to administrators and their subordinates as a means of'confronting

real perceptions and performance. Thia prot,ess helps to unfreeze

th organization by revealing real but heretofore unspoken conflicts

and problems. The .client system is then able to generate ad accurate

self-diagnosis and specific, remedial actiOrs, rith consultatiye

help from -social scientist changeagents,

SYSTEM SELF-RENEWAL:' refers to the deve.lopment of an atmospherefavorable
to continuing innovation and an internal capacity for problem-solving

through the collaboration of an 'inside-outside' team in the training

of various "process" skills.

SYSTEMS ANALYSIS: usually refers to a systematic strategy of innovation
which begins with the careful- construction of an optimum but detailed

ideal model of the pToblem area. Comparison of this ideal model with

current operational reality highlights various shortcomings and focal

points for change effort. The problem foci are then systematically

tackled on a priority basis so that steady progress is made in

approaching the ideal,'

O

TEMPORARY SYSTEMS: the general descriptor "temporary system" can be applied

to any of a number of non-permanent designs which are employed to,

introduce an innovation to participants. .Workshops, retreats, conferences,

etc. 'are temporary systems. Their participants may be part of a more

- permanent 'system, but there is usually at least a partial mix of

' new and familiar. Also, temporary\systems frequently occur in a

setting distinct from the normal daily environment of its members.

'Temporary systems may initiate long lasting friendships and associations'

(linkages) which in turn may lead to the 'formation of new permanent

systems.

TRAINING: the change agent may be required to actually show/the user how

to implement an innovation by increasing his skills thrpugli workshops,

internships and i'nservice training. The Mere awareness of an innova-

tion is, in many cases, not sufficienl for its actual installation.

.TRANSLATION: in order that potentialusers understand fully the innovation

and its theoretical basis, the change agent may often be required

to translate such information into language familiar to his client.

USER NEED SURVEYS: systematic collection of information on the needs of,the

client system on the assumption that such "diagnostic" data will be-

used in problem solving or in the design and development ofLuseful

innovations.

-100-
'')



13

ON TO BE A PROCESS. HUT 6

Understanding that all three change agent roles are important and
partly interrelated, we will focus our concern sip the Guide on the pro-

cess,helper. Figure 3 illustrates se six stage model wh;rh we will dse
'throughout this'book.in describing his activities.

FIGURE 3: -___,asi:e__-ocessi-feler:HowchangeAeris150',._.:0lized

CV

THE
EDUCATION
WAY If4IS NOW
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STAGEll 1

Building Relattonship,
(between change _agent's; orient)

- STAGE II

Diagnosing the Problem
a

STAGE III

Acquiring Relevant Wesources

STAGE IV

Choosihg the Solution

STAGE V

Gaining Acceptance
A

STAGE'Vl
Stabilizi-ng the Innovation and

Generating Self-Renewal

EDUCATION
THE WAY WE WOULD LIKE IT
'TO, BE INTHE FUTURE
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