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A._ Exieting;Experts

PR ’(. . Y . . - ’ -
)

€l)> Experts in developﬁent of'achoolrand comnunity‘programsfhave"

,positiﬁns.about schools, communities, and most importantly about oxganiza-.

?tional change. This means that not only does one have to examine what 3

ideag the expert has about: *. a4 . _1 j to lkisi E ;%:<
: ‘ C.osemoots T e e
. cmnmmn B I . | .
i and how ‘the expert propoaea ‘to have these infhpenced by People.b\Teachers,\'
Pgrents, Students, etcu ?2-?_- 7‘ : 'i;< - j,’ ;prf i \" R .
% N ) . . e

. P e o Coe - v . .
- S Y & S 4 s

(2) One way to -do this is to ask the expert to. prepa;e a.one or two

ey .o . &

e
page description of his or her idead/ The group then analyzes thlS descrip-

;*tion in a o;ppf%tdirect manner’ asking.' .f',-' | - o

J;xv‘.’ . . l.. What is the conoept presented’ f ,1- o 1 ?‘
"a '."" f'é. ;How is the concept appiied in a school or community?
(3) $he following iSnan amp;e o£ an expert paper and.a one page

’ analy51s of the expert paper from a 1ocal point of view. The most 1mport—:

a

ant. document is thewanalys1s document (Attachment A) Th% amount of

Kl a

simiiarity of visions, values, and approaches between the expert and the

-, ..
local groyp is crucial for a. useful working definition to develop.
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'EXPERT POSITION BUILDING TH!}SEHQOL~COMMUNITY PARTNERSHIP

January . 4 1975 :

S .

L ‘ , byé Charlotte Ryan ‘ B 77"“

a

- . . -

A pantnership implies equality. It imp11es the sharing of. concern, or risks,

and of benefits. In a School-Community Partnership, parents, teachers,
administrators, students, and other citizens bring together their concerns: -

and their variedr@xpertise, to address the needs of" education in colleagueship.

’ -
@ . s Te s

There. have been~various partnership practices in the history of schools,'
inly when both schools and communities were smaller than they are now.
S ]tral factors in today's society suggest a particular need, for “schéol- =
¢ommuniity partnerships at thig time. School costs have increased to -the
point of deep community concgrn. The 'relevance to students' future lives:

of much educational practjeé ‘and curriculum has come into question, Stu~

dents wish to be accepted 'into adulthood earlier -than the‘end of schooling. °
Unrest and glienytion among various groups have raised concerns about.exist-
ing relatiohships and educational needs. All in all, the whole respon31bili-
ty of educMion and providing for education has been geen to be bigger‘than

.the institution called the schooli 1% is seen appropriateiy te involVe a11

-

a -

who are concerned with children and young people. = - " .

B ilding a school—community partnership depends on ‘people working together ag’

i iV1dua1s, ‘'successfully. The process in which a group of individual
duce substantive results and lasting agr.:ment depends on respec’t betye
members, so that everyhddy feels free to put his best effort into the)
enterprise, and therefore all interested segments of the population are
encouraged to join. Opeérn membership and equality of membership develo
grust bring out honest views, and result in cooperative action. e

-
. ..
123 B - Al

,Partnership discussions should be literally open to all who are interested. o
< Meetings of any size can be/g;ganized to glve adequate voice to all present,

Leadership in discussion is; gkpetted to _pass erﬁ one’ to another accordlng

' to subject matter and the ne¢ds of the group. None imposes or expects to .
. impose his views onh others;”’at the same time edch sharps information per~

tinent to the subject in hand and® expresses honestly oth his views. and his
interests.. Each expects the chers to 1isten objectivély.

: vSpecial skills are inVOlved in building a partnership patience in hearing
. what a colleague feels in’ addition to what he seems to be saying; w111ing*
_ness to explore the issues raised' willingness to begin "where people are"

and patience to find out where that-is; learning how to be both honest and

" lucid in expressing ome's views. The attitude is: ."I'll level with you on

what I really thing, ‘but I'11 wait to hear what ‘you thing, and maybe I'l1l

changp my mind. Anyway, we'll try to get together, because we both want what .S
good €or kids."
- z . .

~

T
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, . . . - “ ‘ . / .~ .._ o .

_ R Leadership in discussion takesdmany'forms. ‘asking pertinent quéstions to
‘ . advance the discussion, iﬁtroduction of new ideas, cla.rifying issues, testing,
vdeas against data,qelaborating ideas that others have suggested ‘summarizing

* what has been said okwwhat still needs to be explored E ually important is
leadership which. encourages ‘and .offers warmth to other mefibers. Another kind
of leadership 'visibly resists or tempers the occas gember who "pulls
rank, magnifies unimportant details to enclude an 1mpo fant aspect of an
issue, or expresses hostility

° ) -

Time pressures.are the enemy of partnership deliberations., Where a deadline ir/>
is inexorable, it may be taken into accotnt by shaping the ‘task ac¢ordingly, *
ce tor by developing tentative schedules, but not allowed *to bring about unsatis-
' factor¥ solutions,_for this destroys the collaborative basewof.the~partnersh1p{

) . : . ’
No‘pressure,lin fact, should be allowed to bring about consensus too readily.
Lasting agreements are got' arrived at through compromise' made simply té avoid -
. conflict, or by'mechanisms such as majority vote'or trade-off. "It is not to- )
. ° be expected that some win and some lose. Disagreements are helpful in ;gggest~'
. ing a wide range of alternative.solutions and in providing needed information.
~ ;' Agreements too easily. ‘reached may not sustain the: impact of reality® because
’ | real situations have not been adequately studied‘ Final agreements shbu&d be
. f' “atceptabletdr-all- members as, fully explored and ‘as most satisfactory of avail-
: able solutions. :

f ’ . ~'~.' -
| - . ) o X
o ol ~ 4 \

The obJective of the partnership effort can-: be a very small part of the edu~
_ cgtional enterprise; but .if honestly practiced the process itself will have
’ . - .. good effect well beyond the program areéa involved. The climate will be faVvor-
- -able for another effort. Further, the habits of collaboration.will carry into
v _ other activities. Thus the long—rahge effect of partnership goes well beyond .
- success in the, immediate venture. In’ this, partnership differs from adversary
. efforts in which immediate change is the* ob&gctive. , v
¢ 0
o . . Two other outcomes of school-community partnerships are significant. Breaking
~down walls between classrooms and community makes a vital difference in the -
L education of ‘children. The students and. teachers who operate in the four- - *
walled classroom, that is, in isolation, develop the conviction that other
groups are unimportant, no matter what- the subject matter of the curriculum
says. .They learn to be 1ndividua11stic, competitive, and also prejydiced =
- . because they have‘no<opportun1ty to ‘learn by experience how groups .are inter- .
~. =" " related~and dependent on one dnother. So they grow up in isolation, and .when
o . they leave school they take their walls along with them,
»0n the other hand building a school—community interaction in which the teacher -
: " and the administrator 4re active participants, as individuals, along with stu-
. dents and .other citizens, helps the students understand how they relaté to-
o " other parts of the Sbeiety 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 wherever ‘they are because they

have more trust in others as well as in themselves. - oy

'

oN

b

L . Finally, partnerships are perhaps the best means of fulfilling the need for educa-
X tional accountability, in the sense of accounting for what schools are ‘doing.

, . B - 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 jgﬁ afterward. It is accounting, further, that will
not harm children by increasing pressures, nor emphasize the subject content that

"~ is most easily measured to the detriment of other content. .

ERIC o ' .5‘ e g

Not




Gharaeteristit:s of the’ Partnership Process .

. . i . B o -_. . . . . - ) . .
N B - . ) . h : . - . ’
N Lo . . v ‘ N . o [N . . .
Coy . - .o .
S L. . . K . . . - v - . . .
: N . . : A - . g ST a L4 . . -
q . ’ N . . . . ) I3

7' ' o I. JOpen invitation to, meet on identified concern N oa b
2. .'l‘o set the climate, start from where We are. o c
s (@) lsz'xo'are wael - _' (b) Who is fmissing? (c) Do we include ‘them -
. e - Why are we here" Why axe they important" , before we start?
Sl o .. How do we get
: C 3. Shar;mg V1ews. clarification of purpose o ’ them here? T
S o Exploration of goals, values, and assumptions about education, '
S . teaching, learning curriculum . AU i
/ (%:ring of definitions and vocabulary . ' S
T

ative assessment of situation and needs A S
Integration of t:he group beg.ms. O o (
4 : -
. 4. Develop abplan for 1dentify1ng and 1nvolving others who may be concerned.
. Analjysis.df all possible influen€es on the topic under discussion fiay
- help to identify others; all views should be involved in discussion. -
L Establish an®on going open invitation and determine how .t is to be -
T implemented. Plan for review and overlap of discussions for late en-‘ .
oy trants} emphasize importance‘of their part1cipation. ' ,\ '
- 5. Fact:-f:mding Cr e } N ' -,'.’
. Total group should be inVolved, task force organization is useful. S
" Thorough research about a problem helps to avoid premature SOlUthIISe.
- . e.g. To what extent ﬁ/" the agency meeting the concern? S
: ' SRR What is the, agehcy doing to meet. the concern? ./ . _
‘ What are other agencies doing or proposing Fo do?

EValuate information for. accuracy, pertinence, credibility, newness,
availability. <

Define problem in Iight of information: this s a risk jpoint"and -
collaborative skills are important; requires continuing recogni~

- . _. tion and . concern ‘for individuals; requires ingenuity in findlng

acceptable ‘alternative. statements.

S

. R . S
[=} - . R

]

o L
.6. Assessment of possible solutions : T L R e
. g _ 'Collect and screen alternative solutions proppsed against origln-— .
" . -ally defined needs. . -

¢ X
_Reevaluate needs in light of. subsequent informationl :
. f o ' Identi)fy elements of possible acceptable solutions for integration

into final* solution; this is another-risk. point where patience
and collaborative skills dre important.

_ 7. Final choices T . : v . i v
T . . Here is where the long building‘; o‘f colleagueship and vaiue A
. f - ' o explgratioa should pﬁy off in smooth decision-making *
D Phase—out b S g T . A
, , . I
e Soom \ ,'G Important for ‘emotional health after long susmained ef:fort. : "
o ‘ A, 'PlﬁnS\for £ollow-up and evaluatlon. ‘
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Notes : Lot . v
* It is impertant not®to hurry.

" process; rather, let it develop oxrganically. Recognition of all

views will keep, it moving. ‘Patience in helping people ‘work throug
- their problems and’ questions will -pay off in reasonable {ecision-.
makings, Organize to meef time pressurés, without allowing such
~ pressures to bring about premature decision. That is, arrange a
‘postponement of a -time. deadline, or take a temporary measure, or a
carefully 1im1€2d measure,,to avoid a final decis1on until appro—‘
priate. ' : o e

A

P

o . v
[ o i LN

Tension o S PLA T

s = is sometimés useful in maintaining search for: agreement. N
- sometimes needs, redijction for, the moment,
- should: not be allowed to ‘bury. ptebkéms that may‘hinder fina
sdlutjon. NG
-~ can. be reduced by substituting statementrwriting for con-
. frontation. . ,oo .

Avoid .letting pressures affect the -

h

1

t

. = 'may be deveioped by exPloration-of personal feelings,

“.dis not useful, as, it tends to ‘develop lower rather than

higher motivation, ‘but’ le’ders must be aware of, respect,.q

v . 'and deal.with “individual feelings.

R

hisi

LIS

-

v

'

Ao should hot be allowed to create pressure for ‘premature dec1s10ns.
. . L4 - C " q
- Lo ‘ ’ ' }
,\\;__ e Decisions are accomplished step by step. o {xﬁ. ‘
Co - \«* : . : a3

‘”V s explored and most satisfactory’ of possible solutions..v, - L
A - Unwillingness to. come to action decision sometimes occurs: -t
o check for variety.of interests represented' mixed group is éé?“ e
' best preventive of 1nacqion. =) ) : ) ‘

LY * V’_L" o " te ’ .\.
- - S -
- i - & 5% .
) R , s ". - . . .
‘ ) & 4
’ ‘:’ v o ]
. ’ . 3 . . "
Y - e BN g '
* Ve, - a4 v .-

- Points to be resolved are distinguished’ and taken’ in order,

-

i

¥

as that order is seen at any given point in the time sequence.

- Proposals, are superimposed on previouys agreements or pro--y:," i
p0sa1s, as dideas and agreements grow in\successive approxima—
.tions of decision., % woa

~ -, Reality testing against- previdus or known disagreements is AR

important for subsequert- accgptance of group decisions. '
' = Final decision. should: be acceptable to all pembers-as fully e

&
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. TI. .ANALYSIS OF PAPER.Buflding the School Community Partnership " |
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. ' What is the concept of a CommunLty/school partnerehip’ . : S T ‘
. o T ; LI : - v * ’ . o
. '.7 1:; an arrangement’ that makes i; possible fdr parents, teachers,. administrators, .
' . , students and otiter community membérs to decide together what education pro-
' o - grams will occur in their- community,,n T . e
° . ~ t ) "» i ' ' : - : v
K PR J{. an. arrangement thgtfaddresses basic social nd ‘humian needs for growth in '
. Ty understaﬁding, ‘mutual cooperation, and concern for the individu' . .
. . v" o v g
‘ b . .3. ran arrangement fhat involves all groups in’ planning, financ1ng 1mplemenba~
o - tion and analySis of education programs. L T
. . . v . . - . [ .
. "‘an arrangement that dEVGlOpS a working.agreement emoqg parties based on".'° ,
o . . clarlflcation dﬁ goals and.assumptions, where: all have’ag¥eed,upon what . )
' . the expected outcomes for each group are to: be, aﬂd where the trategies’
* te be used are outlined ST . , 2T o =
4., an arrangemeqx thab expands to 1nclude all who are involved in interested S
e oo+, in orgaffected by’ the education program‘; A . e "
o .‘A _D‘ v . S / . ) ) ! ’ 4 PY ._ ~. -{ , -
\ 54 an arrangement where all groups share poWer and responsibility ai -
., L 6w anéﬁangement where all decision about the educational programs are made .
‘ oy, by the group including fiscal and staffing decisions, : \ .
i ‘ o 7. an arrangement where all individuals and group agendas,become part of the é%iﬁ.’
" . ES X L - B . . .’. ,, N i»;: '_;L . \ PR ‘ ) . .‘ia.
¢ " How does one develop a Partnership school? "1 T 'ﬂ“‘v g' A
A Lo ¥ o ] - . °o- . K
4 . ‘ 1. Find at.least” two ‘other - persons wha représent different groups 1nvolved in .
. - e the\education program who want to share in décisions-about education: pxograms .
N - for’ children at lealt a parent and ‘a teacher should be included in the first *.
.. group. PR : . ool . e o
s ' ’ ¢ \ . N ' * . s A ’ .
- 2. Spend some time clérifying goals and assumptions about education, geaching, s
e learning, curriculu, programs.kb U . Lo 2
- - * Toets s e ‘.,_- [
oy . 3.~ Develop a: plan for involv1ng key others 1n the group. ~The plan should have
! 1. a clear series of steps and altefhative approac es.', :.‘“ ’ *
; ‘%"a’ . b, Develop a plan to gather specif1c 1nform§tion about, what che program is what it
T . could be&, and 1dentify the gaps. ,Be descriptive. Watch for, emotional words.
L . = aQ é ’ L, e
7 5. - Identify otherﬂ whd Will support and ?dvocate the new idea. Find out why A
L g they,are willing to . support you. . ° _,. L -j . s
o ffcf'_ 6. Identify some/people who sefve as bridges'and communications between ind1vid—
. > uals ‘and groups.- N L& T A o . ‘ . g
. u} ) : . ‘v-, o - @ G . . . N . .

:awgé ’,\ﬂ 7.. Identify ‘others who will try out the idea with you 'or with anofher group.
e N ‘. e Q' . .

o 8. Keep public records .of agreements not disagreements. : R LT
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Analysis of JJxpert ‘Position ) o R - . - J
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¥ - . " 1. What is the concept presented? L L St

2 iiow can it be applied ir.xfyour ‘community? U l. o
e ) % Steps-~that need to happen . - . - Persoms to be involved-
‘r] P . . N »

o

.. PSP o - } e -
“3. Other comments” . - ‘
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' 3. Develop a ﬁlan for .inv

6. AIdgntify‘samé,pe&ple'who sétve ‘as br

"8.‘_Ke¢p:pﬁblic

¥ .

L o Draft for Paxtnership °
. ' Tagk Group e -
. f , ‘

o : . , PRI .
What is the concept. of a community school partnership? {
: LY .

.
. Ow )
P
. . . [ . “
. . v )
\ L . . . < s . )

‘1. an arrangement.that makes it possible for parents,-teachers, admiﬁistrators,“a
students and other copmunity members to decide together what -education
programs will occur in their community. Coe o

2. an arrangément that ad@iesses“bésic social and human needs for growth in -
' understanding, mutual éoqpefation, and concern for the individual.K

) . -

- f:3,' antarrangément that involves all groups.i% planning, financing;, implementatibn"'

and analysis of education programs. ,
_'aﬁ;arréﬁgement that develops a working agreement among parties based on’
- clarification of goals and assumptions, where all have agréed upon what .
‘the expected outcomes for eaqb group are to.be, and where the strategies

to be used are outlined. . SR - ’ : -

o
T

. | xs ]
" 4. an arrangement that expands®to include all who are:involved in interested . -

- inor affected'by'thegeduéation~prqg;am. ,

‘5. an arrangement where all groups share power and rééponsibility .
s ’ . S . < . e -

6. .an arﬁangeﬁeﬁt'wheré'ali decisién about the educationél'programs are made R
- by the group including fiscal and staffing decisions. . : 5 ‘
7
‘ e '

’ . . . Lo
. ° N . . -~ . . .

school?- ®: ,' “-'  " IR

»

1. 'Find=ata1east tqo other persons whd_rebfesgnt different"gfoups involved in
- . the education program éhOrwant to share in decisions aboutveducation programs
for children at least a parent and a teacher should be included in the first
group. ' ' : . . S _ . LA o

2. 'Spend .some timeclab§¥ying goals andpaséumptioﬁé aboﬁt*e&uéatign, teaching,

' .‘1earning,;curriculum programs., The agree-disagree exercise-is helpful here.

- <1> » . B ) ) ’ | N ; .Q . . ) . N .
olving key others in the group. The pian should have

.a clea:}é!ries_of steps and alternative approaches. ' : e

- 4. ‘Develop a plan to gather specific information about what the program is,

what it could be, and identify thegaps, " Be. descriptive, ‘Watch for

a .

~emptional words. 9 C : oo S R

‘5, Identify othexs who'will sﬁppgrt and advocate the new‘idea.' Fin§ Qut_why

thqy are willing to support you.

idges and/ﬁommuniéagions‘betweeﬂ individuals:
,anq groups. - . - R : - o ' «
- .

. .

A 'Identify others who will try out the idea with you or {ith ahqthéi’group?ﬂ

records of. agreements mot \disagreements. ‘ P
‘ " f‘[’ ' e o ) ) .

)

S 7 U R

v |
» - v wo.

A

a

» .an drfangemeht where all-iﬁdividuals and_groupyagendas become part of tbe'plan.".v

i
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@ ) . : : . ' L0 ) '_ o Draft
o ) - _ . B " o Partnérship Task Group

- . - - Ientative Listing of Community School Partnership Mat‘erié.lé

<

. . . : b TN -4
‘1) Concept Papefs ' { o o S
B ~ Draft of "concept" : ‘ _

v  Draft of "how ta get started” T

) ~* Annotated Bibliographies o

o, - . . . - . .

o~ , 2) 'Déscfiﬁtive Sﬁmmaries' v ‘ @ . = P

o= Manchester (Mass. ) ' o . o,
. = Calais Community- Classroom (VT) . : . : ' '
: .~ Westminster West Learning Center (VT)
R - Barbour School (CT) . .
-~~~ .= Highland'Park School  (MA) - _ ; 7 ,
T N Portsmouth/Little%ﬂffbour (NH) o ' ‘ ) ~ o, -
> "+ . = Shapleigh “(ME) . _ L, < -
S - Coigbrook €y S i ; 5 .
© . = Gloucester (MA) ‘ - e .
Reriewal Sites (ME) ' - S o T _

1 1.0

.
. |

. - . . : . ) o ¢ -

3) Slide tapes with group discusston guide SR

L = Portsmouth: - e S e . .
‘ S ~-Westminster "West : ' N N C .
' s = Colebrook | S ® o : :

- Highland Park ' ‘ ' S '
< : ~ Barbour -

-

4) Training quigvﬁ . - L

L.
’

~ How to materials - S S .
= “Agree-Disagree" BT e . P
- Consensus Exercige S Ce LT ’ .

= Significant other chart oL . v

5) " Evaluation tools . o A .

‘. ~l ‘7 Role identificgtion and Process gbsérﬁqf format . - e
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: . Draft o
_ . ¢ , Partnership Task Group
‘Five day Training Program, .. - B T
‘Day I. = »
@ am - AIr.xtroql_vuctioxt to-Concept - ' RS '
, — - Slide Tapes ‘ g .
) B -~ Case Studies 0o .
: ‘- Concept papers . R
. pm -’Discuss‘ion with practitioners ” ? ’
= community «® ‘ ' 'i' '
’ L - S¢h001 : o
: ' - university - . . : v S e
. . o S ) . ' N’ 4
Day IT - e
- “.a , . . B V » “ . _ — - ‘
tyoam - Prcceduresfér Build-ing a Team - oo RN
. . . R TR ! " “ \ ,
5. - value \agreement . ' E , o . ,‘5
' =~ goal agreement . P 1 Pl e
-+design: agreement - E N o v
- ihvolvement: procedures v I e :
- - recdrd keep ‘ng ﬁrocedures N o .
pni - | (1) Ana 'yis‘ of Procedures . € ’ )
AT (2)  Selestion of Test topie for Partnership Development &
. SRS (3) Beg nning of Planning of Activit:les for Pilot Test
. N —— - Lo . ~ - ’ e L
A Day IIT = Trainee Gtougs . " Trainer Groups . °
, . U, ) ‘ P : ) _7 R - .
| ‘Plan AR : < . Plan AR
"7 Observe ) o //‘mp_lemeizt i
o A al‘yz'é-\_"\“; R
m Design-— IR ~—Observe ° =~ .
» - B L . 3 .o .
. o ¢ ?
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T ~2 Analyz o
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Day IV 52 Community Partnership Simulation .
(Trainers and Traineea in Mixed Groups)

*implementing,
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am Review and Analysis of Community Partnership

(1) Process of Commun;ty Involvement
(2) Process of Program Development .
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| gg_ Evalua%ion of Training Progtam

(1) Group Feedback
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Nr,%f, ranking goals and obJectivés

o, T S U I S v
. B ' Y . . \ f B R ' - “
N - . . “ [ ’ [ . @ '
. e T ‘e .. o o
i 1..' - ' . ’ - "
. . : ) ) : N o
) \—\\ . v » - , . 4\ / : » .
* % . ® 1 . * » - . v . : .
[y . . . . .
Ve ‘\.,gﬁ | P o o : .
R s . g - . n‘i: ‘ib\ L . s o o ) ’/
Y ’ V v - . . e . “r. . .‘ oo - o : . g . M ¥ .- . o ,K
" B. Deyeloping Godls and Qggggtiveé, e Tee T L, : \
. . . gL ' T T ki T Lt . e - X &
o . v , A L R
T et L e ' ' :

N \
»

(1) Some of the most well developed prbgrams for cdmmunity invglveﬁent
i

A3

&
emphasize,the deJélopm nt of agreement thrdugh ranking goals and objectives.;?
L

=
o .v‘~

° .

()kﬁﬁ?approaches use exfsilng.listings deve10ped by experts, from review of T
. s

/.
' _ !
books, from existing poﬁicy Statements of the sbhool or school district, or’

ﬁ

.>‘ . t

from statements made by?schqol and community;members collected by experts BN -
’

~o

tfrom.these perSons. hisﬁapproach tries to take advantage of research to

o 'vs: !
s PR S .4 o
date and-scientific ﬁethodologiés. : “ﬂ Folale e \

. . : It
. < o
. S e a . - ¢

. PR [ M 9. &) . .

. e . g

(2) The results of this,approach”is,to prov;de genera; group consensus ot
‘ ; . s §'> v

oy ‘\'*

about the 1deas for w%ich schOols are~developed ‘Thls provides a: context for

_(L' T2
ﬂexaminini“the effect df ideas:genetated to geﬁﬂtopthese goars Qr‘dhjectives. " °
. ~§° SR R
" The- Concepts of the gr.Joup 'are %{in fact clarified dur:kng the eéfort to agree on- ‘

‘-,‘ ST M .- o '\) . v
% L T ) l R . J_ . o ) .
. . . R
é?y L

. L ! i . v
o T th . 'i) TR ‘ o ) -
. ) . o 4 Vo .
3Ry *
(4

. L
R P .
. N s . . .
5y

1 S (3) The goals and - objectfves approach depends on having process experts'
' helping the.group.

%

Many groups expect to be told.‘ The written goals and ob-

€f§§¢tives statement are a neutral‘carrier wave which the group and the process )

1

helpers can arrange and analyze in terms of 1oca1 conditions T

. 4 ¢
P - : -
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Indiana,: 1974 s P

9 .

. (from Educational Goals and Obiect:wes, Phi Delta Kappa, Bloommgton,

. ‘ &
15 n
C P

. *y . ’
W . o o, * . 'V
Iy , . » ‘, Via R - L
. . . ,- ' . o N . 2 - . an - "“. . -
Co + ' L ‘ ’ V}Examgl‘e B S - .
. .‘ . | v , . / | . i . - - )
N O. % .l ’ ' ‘e . - . ‘. * P .‘ ‘
S ! T ¢ GOAL RAN*IN&MTING STRATEGY * . a0
. . ; o : o el . . I AN
»\? - . \ v N - R . ‘l 0 )
. \1 Y. ;  Goals are “distributed to %embers ,
L of" thea Representatlve Commun%ty , . >
. ' o . © | Committee L e N
o ) L i{. ) . . \J SURE ; - ¢
. ) 4 - R - . L 1
ot ’ : - o N * 2" _d." . . .
I o S . COMMITTEE MEMBERS RANK ‘GOALS . R
* { . S ' INDEPENQENTLY . o ‘
- - : * ) N o L RS RN \‘ - A - . _‘ w- ) 4. i
, N - . " , f o f i 4 -~ . .
4 ‘n < ’ : o R B .. . n .
. . v } ~ by ) ,. 1 f' hd Jr PR
- R . 8 . - ? Yy z ’ 3.0 o K
e " - e 5SM‘ALL GROUPS RANK GOALS o
o . . o » ‘e ..Q. . - 7 - ‘ (CONSENSI{_S) o . " : .A 4
‘ u- . 1 S ’ . o . . ) . ‘.‘ e \... i 3,
" o ‘ ' MR SEERPUR R SIS
AR RTLT SRR A C R | ' . AR
" R AR FIRST : ' e & 0 . T
‘ o : : COI'MUNITY A mathematical consensus is cal-" | ‘
T, 1, - - MEETING i ,culated from results of small groupl v T
« . - B : .o . . - / L : - - . o oy .
o5 ‘ ) - ” : o _' ' ’/.,' o - Ty s T o
s ‘ . T o
'; r4 - ‘ 5 0 — ‘v v n ‘%:
. ¢ . . Goals in ranle order of theif im- _ S
. . N portance ptesénted to the members - “
o > C . Vof .the Representative Community /
T, ¢ Committee for %heir endorsament .
. " ] N | * e AR ‘ )
. .‘ A :,\.. . 4" - . ‘l_l:”' ) A '
V. T ST S R
) . , - , o CF ; . . 6 0 . ‘
’ B " SECOND - Committee members rate how well® ’ i
oo D . COMMUNITY ™goals are being met by district or oo
“ N " MEETING  * - school. L - [ |
s E ' v : S ‘ o -
W . .. y - - L . : "“L . ‘
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W:j
. ND!VIDUAL GOAL RATING SH[' FT

' ' | o NSTRU( l'l()NS Plau.athu totals numbcr of points (red dl.‘)bS) you gave to each of lhc goals on
e Coeoyour an]a\ Board in lhc_ hlank spau, found next to c.aﬁ.ll of the goals on this page. ,

- "My ’

Indiv ndual . (Optmnal)

Score For “Our Small,

Euach Goal - _ Gro;x_p Store' .
c,o/us o

3

Q-

T Lc.arn how. to bea good cxlucx‘r o -

Learn hon to n,spc.ct and g:.t along \nth people \\ho '
thmk drgss and act'differently - N

i
l,carn about and try to.understand the changes That

»lake place m the world! | . o
Develop skllls ur readmgﬁ \mtmg, ~speakmg, jg
hstemng

S

Understal ' and praeﬂce democratic ldeas'ancL |de..\ls

‘-.
s

,cd(‘n how to examme; and usé Mbr‘matmn

" A Learn 5 resput affd ge taloné’mth people wlth whom 5

we work and livee S

a Coe

. lrnderstand and prdC\LL the ’Skl”S of thmrly lmng

De»elop sk:lls to enter g specn"c f“eld of wcrk

Leanh how o be a good manager of moneya property \
apd resources. v

. ©oE

Dwel(?;/) a de,sn'e for lea\'mr\g m)w and in 1he future

Learn how. to use lrélsun. t\me ‘-.“__ R g ‘

v Praciléu zwj understa‘pd thc_ ideas of hedlth and sah.ty '
Apprguztc. cultuvc and beduty in the. wOrId } o

.

Sy Y
S Gam -mfo?'matlon necded to Snakc job selectlons

Dwelop prtdc in “ork and a \eehng of sglf-wort

: Develop good Charagtur"aﬁd self- respect
.

Gam“a gcneral educanou e

»

Ye o,
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| . . Cu, Agree and Disagree Stdtements Y R
I : ’ ‘ - ‘ LA
; v T (1) 'Another approach ‘to conceptwclarification and development assume
v T . l‘v N - L Ty
P o, that the ideas and concepts of the group itself will develqp in the process : ;
. . 3 [ ) .
) AJ" of seeking agreement. This approach emphasizes that the group itself must L <
. . ) v_‘ q\ . s . .
B generate its concept of School, Community, Change and leave it'somewhat tg N
LT e be developed. f; , Sy - R r, '? : A'; Lo ;'~§. B
,0 . . , o T e ,..‘ ‘ ] . - v ) .8 . . \ A‘
»‘*'l' R ,'6 . : i . I{ - . N\
T (2) Agree—Disagree Btatementg are collected by the group from the idbas .
- ® X . .
, o ' and posxtio; that are alive in the group. All positions that anyone can ,3 L e
- . X . . . . X . b
. i vthink of are isted as’ assertions, even those that have no real cha pions. ‘ R
. N ‘ st : m‘ { ' e )
. ﬁaV1ng all pg31tions dbllected is basie to th1s=approach Once posltions _ -
S --have been stated, the group proceeds to break 1nto small groups of: four to -
- ": . - BEY six to discuss agreement or disagreement with the statements presented. EE ,
. . : . N ”» . S 1 . . ~ ‘A. ;V ' .o
.. . - . . o Sl . T - e
O T & ) To deVelop agree—disagree materials, you should‘ ST
\ S * ) A . R R -
/?i)“”im; A 7 (a) ~Have each member of thelgroup wirte ddﬁh all statements =
Y . ;:* . Jwthat they have heard people make about N T G
%’\\) . hd . . - ) ° « ' : .~
T . School PERE S ) : L - .
; : How things get changed ’
» . . . . 3 . ) - ' '
gy - (b) Put one statement at a time on a Board or Flip Chart~ .
. ‘ n ’ p Agoingvfrom person to personwuntilyallistatements are .
A 'u,"),, . ‘° . . < }‘5’” ) ) . te . \A‘N“—ﬁ-‘:f T ) ’
i oy IR on the Board. ‘ ! TR )
—~ - (c) Put statements in agree-disagree form. Often this can be = "~
] . . . * . ‘ ' . < A » T . . E .. . H“\' ) - -
‘.done‘between meetings and someone takes respongibili §1»%ﬁ .
o, ' . \ S - S Lo e
' T, for duplicating the statements in the following format: R
’ v‘ . B v - ) . ‘ . . ! o0 : . . ' * . . . -
e R ;
| . . , o . : S
. N ”» P -~ i . . i R
o - =




4 : ~ v ° <. , “
’ N .\i
. e B \c s
L i ! \ @ - < a
o ' | AT ,
S _ " . o Title:. StaCements about e . S T
- . ' s < ’ .
ot . . The task i to agree or disagree with each statement, as - °
s . -~ . g group. If the group cannot reach agreemengy or d15agree~ : .
oo S ment, the wnrding in any statement may be changed enough
t Lo .;to.allow agreement‘-' o : : - /e
N Ce e o o R . et . Y
R . : : 0 . : . ; . "
b - ’ | ' ’ o e oty ot e ] o : »
A , ) - Keys "A" if you agree - VB" if you disagiee R
: > R : . . g . . o ) P .
R . J o o e S R | :
. 7 {) 1. (statement) = . : SRR 2 ‘
P . N . . » . g . . ] ,‘ . . ' . . . ) ‘ 1
AL .+ ¢+ () 2. (statement) = R 4
: - : AR ot . , R ' .
." . - ) . .v . AR ( ) -‘.‘3" (Staten:lght) \ - o 1‘ . T ‘ » : . s ) S I B ~.l.
: | . .. - o etc. | 7 .:—, - B ) e "& »
R > (d) " Have small grouﬁs:ﬁork on stdtements to reach,agreemeni;’ ) P
3 - R = f ' L S '

R . o u:

Wt B (e) ‘Once the group, has reached agreement on the way statement

- S
N T . oA . S o
N N @ N * N . . . B
' ‘ e : L o ¥
" - . "‘ . " " o

. should/read, have,a general,dlscuss1on of. the statemente, o g
(f) Prepare a one page summary statement 1ncluding°all the state—'
ments as amended. Th1s document should be used to 1ntroduce '
7 new persaﬁ” to. the eoncepts of school ,cemmunlty, andgchange .
Lk A e T ' _as-deve}oged~bx\th1s_group; o S -

(g) Nhgotiatesagreement statementsxw1th s1gnif1cant addltions to

. . . -, : e
. - N * .

The following is an example of a ser1es of statements developed for one

. - . «,w
5\ . . ; %,

group, That group tended to replace must verbs by should verbs. 0ther~groups;

ES

A - - have added adverbs_and adguectives, such as most, often,,etc."“ -
Cy S ot . » o
- L TP . : ' R Y
, ' e © =18~ , . . .
/] ’ SN 4 ‘



. - T : »
% - ‘ . i * o i ) : ) * . ) . ‘a\’ v v -
o o~ . . L . A . . E) N ‘ - . & ‘ . S
"I, AGREE-DISAGREE STATEMENTS ON SCHOOL' AND COMMUNITY . -~ . -~ . :
| . ol S o . ) o v R W . RS NN
R L
- The task is to agree or dlsagree with each statement, as a. group., If.your . .~
N ‘ group canpot reach agreement or disagreement, you may change the wording .- . -
X _ in any statement enough to promote agre!ﬁent. ’ Complete the task in fifteen
H minuteSv - L - . ) S o o .
- 7 » | J, o 7 ) B ' \ . } .- : _y . . ’ o ta
A1 . ’ . \‘ e E i ‘-vA I' . b “' - ’f . LY - o - “ — ‘ . ; )
T A Key: ‘"A" if you agree -~ '"pt if yow disagree - . o fj S
. . ’ N : ¢ w e
T () 1. In the long run, what the publlc wants detérmines-what the schools X R
BT . . . N . Y > .
- S 'A/ * "_ v Will déa - B S e J; : v "”_ . .“' ‘I ) -‘\:’/é '
. B coe : " ’ ‘ T )
( )"2. If grades are abandoned’ we have no way ‘to record the scholast é ot
Cn : S RN . 5
- progress:of a child. o . '
c@h*.f R ) 3. Commuhitjiparticipation is'not~arpiéce of'cake. fThere miil‘bé" |
‘f ,*Hf,”u‘ _ conflict ‘and’ controversy, but then democracy 1nvolves both cleavage » ,nh
. . IR and consensus. e _ Lo , : ) R 4 o
! () LA School committees cannot share responsibillties for which décision
. - < s N ¢ ‘ = . .
ST is 1ega11y theirs.:, Lol ey ,
- A Ty R . : ., -
PR () 5= Parents and teachers and admlnistrators h%ge separate concerns and.
. ' must .avoid possible conflict. e v R
~ / o ’ ' T
. () 6. Alternative institutlnns offer no' threat to existlng instltutlons.
'f\'. (9 7.' Scthl operation is inhiblted as much by fears of what the communlty : o
- w1l say as it is by actual disapproval..A'-” R ?'f’ 3 ”
o s ( ) 85 (other) 'M‘,‘ ‘. ‘A ’ . -.", ] . ‘7 . ! ’ vv ;, . , ..
[ s . v RS - ’ o . . v L “ »
A .. .\ - 1 ‘ .-\A . | . ) N .. . )
Ce e (frqm Charlotte Ryan \ v e ;40 be ‘published  ° i
R January, 1976) h : R o o ‘

. R %
. - “‘\)
. - . g
N ) . ? o . :
‘ . o ' : - : epen
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. II.

,/jf
A : : ~ S . .
o . . ) e B . . S y - .

# N LA o - s : : R ’ :

L N - P S ' -
. / .. » ] . ‘ < R « - - -

.’ - B ) P N N o L\ ‘ s v - e .
SCHOL-COMMUNLTY JOLLABORATION ROLES Lo \\ e
‘Make individual choices first - then discués as a. group. -ldentifyAEOth |
agreaméhts and points at issue.>' : yor T :

R o -~ o s ;' I m‘ . ‘ .

N ' o _ [} c . oY T T T .
A o \, Ve "o < ¢ S VR
131 School~community partnership groups? LR ».ks‘ 3 . R

(a) must serve established schi;l goals - . A
(b) can develop new goals ' ) ’ ' '
' (c) can, explore new educational ghound :"'*'~: »flii 'e; ?vw.}r( . .
(d) should be limited to, accepted interests ":f>.:_ve SRR PR
A . L . . RS ‘.' f ﬁ ‘ q'f D e : 7/-
1ﬁ2,‘ School ‘boards fulfill their 1egal responsibilities | -lfi E
(a) by controlling dECISiQnS on all substantive issues' i el't
(b) by dec1d1ng only broad policy issues ’_ .
P x \3,‘- . ) -
(e) by reviewing for policy approval decisions taken at other levels,” ' -
‘ I3 § . S\
L e g.,~by pr1ncipals,\tea\hers, etc. T f" ' .‘ 0
(d) by accepting recommendatioQS\Qf broadly representative school-‘
community groups . e : ;,
3, Superintendents o 2 ) "”?':} B fi"'“ B EE
: i ' ’ § ' B P »
(a) are responsible for fulfilling school board policies .
. .
(b) are responsible for separatlng policy 1ssues from admlnistrative -
' hd . . 9: ) ‘..oi:
1ssues' . R A ,

(c) should protect school admlnistration prerogatiVes if for instance,

actions of principals differ with views of school\\bard members
& o
(d) should take leadership ‘in school-community collaboration

(e) may use collaboration to address own problems .

(£) shouId.allow.school-communitv groups to'develog varying leadership

(§)'should.abcept/guard against‘development of‘ad hoc;interest~groups

. b -20~ o ) : ¢ KN
7
f\f‘{z‘. L3

W

R=2)




R
." : . (h‘) are wise/unwise in making open inv1tations for expressioh of $TL s
R . 9 a‘ . . o

,:md:widual interests.- R

S 1 N - )
g o 4‘ r.I.‘eacher-s \ AEIEPIETO R '. [’\./( -~ - 6/
\‘; g (a) are wholly responsible for classroom cu icu ' - v AT

- A
= S Cb) can profitably discuss curriculum %ith each otheg/parents
fe.. e S
p L e (c) share responsibilitx for curriculum with adm "““istration/ schopl _
-t L . » 1; i % ) s
l‘ = ¢ <4 :’
' lu’-' ’ \‘ s
. - .- pb n
' : 5 Collaboration
- Ca) can exist within the school t:ommunity, e g., between board &nd

‘ superintendent, administration and t é)che: ,

E o r w : RO ) R ; __‘:“5‘...,
: . B (b)’can( have 1ittle/significant effect on school support/curriculum SRR

' (c);must be based ‘on legal 6r quasi-legal authorization '

. . a
e . . . . 13

Ay (d) can be developed on an ad hoc ‘basis, i.e.;'any concern’ of any group.
s R . W 1
L 6y ‘-’-"G(?’l]faboration Begins S T T X R
‘ ‘ v} (a) with people of l:Lke 1nterests B s SRR
AR o (B w:[th willingness to: syhare other people s concerns L .
- T , ) . X A ‘. ) ' e . -
L O _with interest in. fin ing people with l-ike concerns--
KR (d) with a felt need about the school - Lo ,:.,‘.;‘w
L e . \ o . ""‘3' : - :
: (e) w;nth willingness 017/ people wu:h different interests to talk together
- ‘ i o .
(£) when mutual r§spect and trust are esta‘blished _ B PR
B o "‘v L e I ~ .
Lo T Collaboration requ:u;es _ S - (rank your choices)
‘-~ . » (a) voluntary/directed participation of school people, community people,
- L K and students ) , .
Q - .- ’ . 5 | v {,*: - - 21—, ' . ‘ ' . &,- .
ERIC o . . - L

S, . : S . . . E i
- . N Lo 4 _ ' - o :




'(b)‘organization'”‘»ngi f;v".'ig T S SR
s o . v [N ' T C o

‘(c) equal willlngness to contrlbute Lot e .',"1f»; a.

. . 2 e, . T s .

(d) surfacing of indryidual interests R N N T A;}ﬂ
(e) honest exchahge of”views ‘.;quv' s :4.‘”f T '}f'._' .
e > ) 5‘ ' \ ‘h ,.,‘, PO 3 7.5 2 '-0'

.- ., .

ol Lo s T e T
(f) willingness o continue discnssions. S T T e T e T

Y S L Ty . oo R -
(8) Skills in listenlng, compromise,‘consensus R AP . R
D T ot
AN . L . - e C : T T e
(h) sense of reality » I . Yo . Lo

.D , . ) | N - . . . -

(1) w111ingness to act S B o ; .

“(j),respeoosbetween}membets,-‘ - T e : - »
N B v . i ' . .d ] 3 . - g

| 8:‘2uoliabotetion is saccessfuitéﬁéﬁ’['-f“"' P (rank your choices) T}iis e
(a) outcome meets initial expectations 'j“, ‘31;'-. o .v, B : ‘ .‘h .
(b) school people and community people have learned to- talk with eaoh

other . | 3 5' _‘ v;f i-' | .v: ' "~‘. : » .“a;” }5 q_‘

.zi“

(c) communicy support of schools is ;ncreased o o ”? fvof'_f;

B &
<

(d) the 1evel of trust is significently ralsed

f(e) participants feel edu&ation is improved

N - ~ ’

L.




? the group style an: approach suggests Wlll determine in large part the style :
a group will adopt. 1f community development 1n a giVen s1tuation requmres'

bi (1) objective analysis, the expert mode might be: selected, (2) eriteria .

needs identification, legal domain approaches. Each'has its proponent; !

DQ’ Shmarz Lo . . . ) [ ) ) . ) » s . . ‘. e

L] . . . . . ~

R v 2 o -
Whichever concept clarification and:development‘approach is chosen, =

-~ -

“:setting, the goals and obgectives modecmight be selected, or (3) negotiation

_ant‘consensus, the agree-disagree statement mode might be selected. Other

B o
modes are also aVailable such as’ semantic differential value clarification, ’

-

- i

.our experience is that the three discussed here provide realistic community

4

volvement and degreerf abstraction. ; T B S 1\\'
0. < -. .--' , \" . ". ) .' ‘ -

A successful articulation of a groups goncept of Commnnity Developmeht

and school involvemeht within normal tolerances for tim% intensity of in—- '

e

" should result in a functional definition, such as: Examgle D -

Lo




o7 EXAWPLE B

/ﬂ < ) N
.'l'p E . o - | |
' . - A FUNCTIONAL DEFINITION OF EEACHER GORPS o
: o \ ¢ R COMMUNITY COMPONENT ’ o L
) ¥ o IR B . T ot . . / e s;_'.
ook This-fﬁnttional definition of the Teacher Corps community, component t" o ;m'

has been developed out of the experiences and activities of ‘Teacher Corps o

L e

-projects. A wide variety of actiV1tiés has been attempted in the various J,;'_-

1,

projects. This paper suggests the type of obgectiVes and activlties which

vhave been effective in establishing eommunity programs in a variety of pro— 'f°;
jects in the network.. ' S . j‘ f1>7 .f'a ;f_t" o '

- ' . - . ,""’.> . . Lo .

-

Since the characteristic; and needs of various communities differ ’ {} .

Y

widely, the community program must reflect the needs and resources of the . 9
‘ communities in which they function. There seem to be, however, a number of "+ -
. ‘ activities that are common to most effective community components. P e

. T .o Lo Lo
. g ! . . ~ . . N R
- . . . . ‘ o N . N
. . . . . . . 5 R
B . '» L. . »
3 !

1. INVOLVEMENT OF INTERNS SCHOOL QTAFF AND COMMUNITY PEOPLE IN

~s//).,,,h . DEVELOPING' SCHQOL—RELATED COMMUNTTY PROGRAMMING. "ﬁ ﬂ_ffls e

‘Actfvities for this ohjective 1nclude programs W1thin school,.

@

'.3 mobile facilities, .and- school-related programs conducted at others S s
»* 2 » “w

community sites. Several programs see the involvement of schdol . ,
< » A .

staff, community people, and interns as essent1a1 dn the planning .:‘

and implementation of these efforts, which may cover a wide range SR

: of activities, such as: S T .

.a. Community Needs A5sessment - e. .~

R . - . “ . K .0

e "b. Community/School steering committees °° . ’ A TR
Lo ¢! Tutoring in academic skills - o s
Yoo _ . d, Cultural enrlchment activities (field trips, ethn1c L
S ) heritage, etc.) 7 oo
) P . e. Personal skills training (grooming, handling personal. ‘ .
o L finances, etc.) X , ’
. o f. Parent and Parent/student groups ' - R
. «" - Recreational activities to S f R .
7
(S S v : ‘ 'Af- . . 24~ ¢ f '.; . y . o ' ° o



AR 1

2,

o

UTILIZING THE COMMUNITY AS A TRAINING RESOURCE FOR INTERNS.

» One major Focus of the community component is to enable the’

A

& . .
13 - S Ce - .
interns, through involvement in a variety of community activities

- to enhance their awarenesses of. community.processes._ The com~

munity component assists interns in gaining access ‘to communities,

/periences into their own training process. The most effectxve

' progects assist in this integration by relating their interns'

community activities to the university academic crediting system.

PRQVIDING A SKILLS TRAINING RESOURCE FOR COMMUNITY PEOPLE

Most community components include some kind of training for commun~
ity people who are involved in thg;m programs. Such training-can
. include leadership training, . the training of para—professionggg

7 such as teacher aiqes), parent traia,ng, and other types of train~
TY '

ing that may be suggested by specific needs and/or interests

.identifiedsin the communities.

- . . . e

AsSISTING IN COMMUNITY DEVELOPHENT EFFORTS O

Most community components work with‘emisting resources, utilizing —.'
in addition’ to schools - recreation facilities, mult1~serv1ce
agencies and neighbo?hood groups. to accgmplfsh their objectives.
Teacher Corps community activities often involve fund—raising oejec-

tives, and function with the assistance of variety of* community

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

experiences for students and interns, while enabling students to’

a

finance other activities (such as field trips, etc )

«2B5e -

:planning community programs, and integrating their community ex- “i

- ' L



5.

A

e

oy

mconromrmc COMMUNITY CONCERNS AND RESOURCES INTO THE
Unxvznsuz TEACHER DEVELOPHENT PROCESS =

The more effective community components are structured tu impact ’

the university—based trdining process, including community inputi

o
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. into Teacher Corps policy ‘development andﬂprogram implementation.u
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; . 7. " 2. MODELS FOR GROUP INVOLVEMENT = - o

IR »  Many models for Group IniroJ.Vement havebeen ,developed;h"“.When |

<«

persons from the eommunity and the schools get together to mprove

- programs, they tend to expect that they wx.ll operate w1th ex1st1ng

3

. . 4 organizatlons and with formal written rules. That s how govermnent 7 F |

T . .1s suppo sed to exist; that' s how schools operate.

u

Those persons who-have been involved in changing what happens . ' e_"'

3

. in, schools a@d in conmlunit:tes have found that group process is more :

@

: complex than~f1nding out the domaln of each.organization and the rules .

- : of the game. Newcomers sometimes see these group processes -as poll— .

. - L . : ‘

. ‘ ,‘ . tics. Often they are not._ The procebss atmong partioes has been use- - o
. S v fui_ly described as a C‘ircnlar Ifrocess for,Social Interactmn.' o ;




[ 4 ;\' . »
N o Y “ { . .
1 R ) ~ - b s
: | ~ -d/ e
N . . - | | » L ]
s - THE CIRCULAR PROCESS OF SOCIAL INTERACTION
) ! , : Y "~-~‘.'_ _ ’ '
: ] P \ . . ‘ P
s ‘ Inner Processed, . ' g
Withln member/ group ° . Behavior
, I . to others
_ Fee,lings about , , |
“a 1 self-needs’ - ' ?“; -~ e . -
. - ‘ o © Iditiated Behavior
I ‘- ) skillful - b
o . . . unskillful
Reactions to. Intentions \ o
‘others  to act ‘4 ‘ ' R
a . - - o e : . i
o Response to AU |
" . : Reactions to - - behavior of -
’ ~ Feedback ' . others /
P Percei)tual
P - v Screen in I
’. . w membet/group
| BEHAVIOR - L 1.
N 3 Co s $ Perceptual
‘ IR ‘ . Sereen in
M ; thers.
R " . 'E%:pecéatidx{s"
. Initiated Actjon . , , . of. others
to others’ A . X i ‘
o ’ ¢ Intentions ' ;
to respond o
. . : L ~ Reaction S
Reaction”. YR S A of others - .
to others ~ o . )
. N a L8
B ) R o, o ' Processes Within R
Behayioral Response . o ?%hers s
\ ‘ 9 . . . - \') ‘ - ;_1 v . - 4
' Reading Book: Laboratories for Human Relatlons T‘rainJ, NTL, NEA ST g
WéShingtbn, D- C. s 1970. o . . ‘ " ; | v ' .
“J .
() N T ' T SN 2 ; o : : -,
]:KC . o - ~25- ' gu@ . g ,\
P - . - o . " | s . .
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1 . N CE . . . .
. - . . .

' : . . o o ! ) . . ] . . .
As the cycle 'descrlbes the perceptual screen in each person' or group

is the filter for know:x.ng what are the mot::wes and objectlves of any be-. - .?3/ :

e 4
havior of an 1ndividual or group. Group development ‘builds on recognition
o0 S . : )
- B

o ° . »

of this fact and t:he careful recard of whaf: is going on.

- . . . . . >
©

. There are some known charaetera.stics of what groups do to encourage

growth or what groups do to limit grbwth. : The following is a l&st developed ’
‘ ¥
through extensive recording of the groups in actlon. Y

\I- A

‘ Destroying Behaviors R "‘ Building Behaviors PR
indoctrinate — ‘"l S Ass:Lst L » ,
. v ) ! - - ) ‘
R Bu1ld yourself. ¢ —5 > Build others

~

' 'Wprk for change'for_' Work'. to improve present

[ :
. . y i . . . o
. ‘the sake of change » i —> _practice . v : /\
. X . N ‘- B N b "l . \ ’ - . V o . o
_, Interfere with - e Facilitate PR B
: decision-making * ; decision-making _
i ‘ Take public credit = . Increase sense of accomplish- ,
? -for unit success. © % 7 ment on part of all group S
PR : C o members o T
sy ])epreciate the pos:.tlon) . 4 . Exhibit: appreciation of
. " of leadershiﬁ N I 7 challenges faced by unit .
N . - 'leadership S - IR
a0k : : 7 R v * ' '
Try to make the’ logcal unit , -« . Exhlbit realist:Lc expecta- ,
_ after a stereotype unit' < B 7 tions for-the unit , ' ’
P T ’ . .
: Block‘ commum,cations with W oy N AFacilitate two-way communica-
killer phrase » loaded ¥ R og by listeming, feedback,
PO VI ‘ ﬁopenifl}s, etc. ' oo skillful quest.ioning R
AN . X Lo n

As you work. to establ:lsh your unit as a’ productive group, you ‘will want:§J
o
‘e - ¥
ose approaches that will enable ydu to help build the local unit._ One way
[
‘this is to have indlviduals in the group- rate themselves on the follow-

_ periodically. You will note the scale rizversal at the bottom of the.

a . ] IR ]

o
page wher need' for recognition and y\c]bsure are limited to role and gr/dup ¥ These
o are the ma ot need areas for group development. . '_ ' X
ERIC o &k
P e &> : N

T
N
!
b.)
O
1
1]
£
&
o ¥



N @;ﬁi.
. | . RATING SCALE FOR INDIVIDUALS - o -
- \ INVOLVED IN GROUP BUILDING - - - =~ - - o
L. Cognitivé T | S :u o
" 1) . understanding of "self" and impact of "self" 1234567
) . ability to analyze complex situationm 12345617
" . ability to report objectively 1234567
, . ability to’ develop alternatives 1234567
. attitude toward invulving others 123 ‘4‘ 5; 6 7 v
. attitude communicated to others 1234567
. attitude toward divergent values’ 1234567
. . attitude toward divergent beliefs 1234567
" . attitnde toward change. ) 2 1234567
3. Exper:_lenceﬁ A , S S o g
: . A . . / e ' ‘ ‘ i @ Lo A ;’
1 . in political process e N 1234567, "
- . in reporting, recording ¢ . 1234567, :
- . in planning and implementing a change effort Y 1234567
. J . in collecting and-organizing objective informat:}on‘g,_ 12 34567
b, ‘.Other ) _ . . ‘ - ‘ . . v : ? .'<  .
° s C e Tolerance for ambiguity e o
| - personal < .. e © . .1234567
. = role . - : S 1234567
Nm - organizational . 1234567
o . Nee_d for recognit:mu o ST . } {
. .y f“ . 7 . “ . . ‘ :' ! ’ ' -
“rt - =self _ ’ 7654321
. e e -‘role, , . O | I B . " , )12‘34_567
’ “& . - organization ‘ - 7654321 .
T, Need f_ér closure (or tésk completion) Ll Ty i
\ - self } 7654321
-~ task .- . . § »f-7554'321
- . = group . o 1234567
A _ - organ:tzation 1654321
- L e . ‘. P : i - .- . ‘ . . . .
o S . » =~ . _RG/NEPIE «6/74) . *.
@ - a T T -
v F‘ i «31- °
~ : began ol




‘ . B R
A major effort in group bui&ding is for individulls to empﬁasize those
s actions which have a positive aspect on group. This meang-one tefds to limit
" non-functional actions such as Dominating, Nitpicking, and Expressing Hostility
in the following list. . 5
l

_ ACTIONS OF INDIVIDUALS IN GROUPS e . . _ -

Group,Building and Maintenance Roles . * ,

. &

1. Supports, encourages ~ attempts to offer warmth dnd’ support so that

’others will feel free to contribute; indicates understanding and
acceptance of other points of view, ideas, and suggestions.

-

2.' Reduces tension - attemyts to reduce tension, when -reduction needed,
. by humor or by steering conversation to safe ground I

¢

- o "3. Comgromising»- When own idea ‘or status is involved in a conflict

offering a comprogiSe which yields status; admitting error; modi— _;'
fying in interest of group cohesion. _ e , N

.
. »

. \ - e
4, ' Initiates - fintroduces new ideas or procedures. tries to get move- -
! ment started toward a goal. : ' ’ '

Task Roles = T : D N ’ ' L o
- ‘ . : : y o o i
5. TFacilitates introduction of needed information - tries to communicate
" needed information; expresses and asks for opinions, reacts to sugge
- ions by others. : L - IR A

6. ‘Reality test;gg making a critical analysis of‘\h idea' testing an
idea against\:ome data; trying to see if the idea would.work.

r

L4

'7;4 Clarifies issues ~. shows,'or clarifles, the relations among various '
ideas and suggestions. and how they relate to the. task. :

" -
~8, Elaborates - spells out Suggestions 1n terms of xamplkg gr dev lops ‘ o

' meanings, expands and adds to ideas.v

-

”9. Summarizing - Pulling together related 1deas, re$tating suggestions,
. , offering ‘a decision or conclusion for group to consider. .

o : . , ,
LR ' . 5 o

v .

NQanunctional Roles | : SR N v

| 10. Dominates group - tries to assert authority ‘or superiority by manipu—
lating other persons. v . . .
o » : .
11. Nitpicks - tends to magnify i significant details, overlooks signifi—"
cant aspects ‘because of attention to minor details. _

"

. . Yy
« A3 @ :
- 12, Expresses hostility - tries to deflate the status of others bﬁ/éggressz
ing disapproval of‘their values, acts, or feelings. ol

Y.
&

‘ReadingﬁBook' Laboratories in Human Relations Training, NTL, NEA?
. Washington, D. C.' 1970. - R

- - ) N , ) . . ; - _’ ' ' .
o - - g f'f: : E L N

e

e
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e ‘ e 71!; is’ important to note, though, that’ direct, objective confrontation

VA is a useful action in some cases. Confrontation is effective when it helps

‘aget a,task done, not when it blocks.

A . - s

Tips on. How to Act in Groups

S o
LY

- L ’Avoid arguing for. your’own indiv1dual judgements. Approach the task on ?
- the ba51s of logic. ' ‘ , _

2. Avozd_changing your min&\only 1n'order to reach agreement “and ‘avoid cons

¢ flict. SupporEgonly solutions with which,you are able to agree somewhat,

- at least. =

\ ‘ 3. Avoid “conflict—reducing" techniques such’ as majority vote, averagiﬁg, or
' '+ .+ _trading in reaching your decision. . s - v W

| . 4y View differences of opinion as helpful rather than as.a hindrance in
' :decision making. o o -

[ ) : o : - .

\, -a( ' ’ s 6
. One technique for helpiﬁg groups grow is to implement a Simple Survey'of

. , Reality outside the group as a grpup task Thebasic steps of the §survey are.,.' o
Yoo L 1. Assess reality ) o e
R o - ‘ ’ . yf v o » ; i
L . 2, Analyze reality . B - T T
. N © 3. Review and Evaluate Explanation offreality" | .

a

D

y . P

‘The People Contact Tree exercise is one process for assessing reality

outside the group. Later the activityxcan also be used‘bo examine the reality,

. . ‘of the group. Other similar group building exercises can be- found -in Human

v

Relations Trainingﬁﬂandbooks, University Press, Palo Alto, Calif (1970—1975)

A Test of Behavior of Persons in Groups is attached to thisﬂhandbook as r

2

Section Six. ‘»'Q o -' .

L ‘ . ‘ . Vr ‘(‘, .;v | , B . “' ‘ ’ ] | - | ‘. | ) '
B o - -3%- - o , S
: e : . WA . : . x
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EI R PEOPLE CONTACT TREE EXERCISE =  « -

* . List people and agencies who )
: . are involved in the problem
you want to solve or examine: . ‘ .
‘Do this step’individually. LS ' :
- o * : R ° ¢

for T ‘ o B I
. against B b ' o

¢
.

v )
P N > s
i \) 1+ o
: . Y
w r
i
-~ . H
@
. 14
!
) e
- .
- L}
R - . L0 ad
/ 3 . . \ 3
'4. . L .
- NOTE: . )
* K

(l) the size of the _circle indicates the more powerful groups
S

: v (2) the length of the 1ine indicates how much an individual
L o - or group is.for or aga}nst..

_ ~ R - SRR ) i - ‘:,ka-}{

JRQ/NEPTE 8/74)
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. ’ . C 4
L . : : N

. L g 'BUI'LDING A.CONTACT TREE . .

N . .
g . K

Do_the rest of the exercise as a group. .. - .
— N

\HIJ I ’

flé. List who'is on the People Contact Tree: ;-

M .
i

te E§. R.:_QT_‘-‘E_&S.

,,‘.

' Persom or Grouwp . '~ Person or Group

o

Py

ne

.
~

||

“«

*

L4

a

g

EMC '§ . _’ , 3. | | . .~35~_ | | B 01,_?_;.\

Aruitoxt provided by Eic:
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7 . N . - ) ] . Q . [ . . - ) - i . . . . ) . . .. o ‘, 7. N .
| : . ‘ » R LT Lo
.= 22" List'who on the People Tree are comnected: -

. .

o o 2‘3_‘?3 P I Gonhec—tio’n_

e -
+ -

LY

.
¢
3
)I
¢ " o
‘ -~
.
‘
a .
- -
.‘ .
) e § 3 )
" a
RN .
N L4
-
. “ '

) ¥ L T -

. . -
' t < .

s 1
' v . . )
. .- %”
4 . S
o ‘C ~ . B

Py
-
‘¢ -
. i
: - v .
kY ¢ .
' )
A -
A
\J . .
. . s
@

o5

- . o o
- - - . . B S

€y
.
o
.
o
|
.
$
.
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3. Build a People Contact Tree 5
. .‘ .’ . T . . ‘ K LI v ’
“yo -(a) Put pepple or agencies in list 1 and 2 on chart
(b) . ‘Connect those who are connected.

~' FOR

AS

 AGAINST




Voo

+
. : :
il v . et
Lo : . )
_ . ¢ 4. List who is missing“on'?eople Tree:
a Q& N . .
. Name "h! Need
. s
3
: = ~ s
N ‘.-
- * s !
Y o -
. )
L
" a )
¢ v -
vy -
£ LI
a «- . ’
R / v ¢ © e
ok o
e ™
4
£
¢ .
s o . . L i
X
o . . L ©
. l L
- s -
4 ; 7w
- * i v '
- ‘ § . ’
e R . < 5
[ re »
. . - @
v
= - ~r P. . .
O ‘ 8 wﬂ R '
ERIC )
; . ;

. " Name of"

" Possible Connector
+ l"“
- R
- = P
f
VA
i} %
. .
R i e
”
;')‘
2 .
‘A t ;
-
-
9 -
. i+
. ‘u

-

ot
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.. 5, (a) List who are the key People - (b) ldentify where they are? ‘
- ‘ 3
to reach a solution. 4 o \
. 4 .
, in the connected not linked . ‘
Name . group to’ group or migsing
[y 4 ) .
. 5
. "‘ - v s
Bl
- * N -
5 \il
. "V
. o~
m ) Al = )
. - . L
g . 7
) . i . . ' ) /
~ : ; v . . ‘ . . ’
' , - ’ . - o et -39, ; < “Sg - )
. , - C : : _ . . Lo 4 o
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i

3.

R

5.

4,

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

the following forms. ’ o ' T o -\\
© Form?P

PARTICIPANT SELF-RATING

Rating Myself on Style of Leadership

N

‘How clear was I about ﬁyumembershibarble‘iﬁ the group? _
1 2 3. 4 5 6
Completely Clear on some things : Completely
confused * Confused about others . clear

‘How completely did I share my ideas in'the group meeting? ,
‘ ) s ' RS

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

occurred to me

: . » ) . N Ty
How muchigid I try to ihfluénce the decisions in my group? "
' 2 ’ 3 by . .5 , 6.
- Not at Tried to influence half - ' - Tried to
all - of the time - influence
P o every -
_— -, decision-
How free did I feel to express my truevfeglings? - /’
S 2 | 3 . & 5 c e
Not free : ‘Somewhat ,J . » Very free
. t p | % _
H&y well did I listen to others in the grbﬁp? » L o
e 2, .3 4 . s o 6
Not well : ' Somewhat - ’ ' Very well -
¢ v
) <40~ :




: Form G /?’
% CHECK-LIST FOR PROCESS MONITORING

This check-list 1s designed to helpsrecord and feed back obseﬁvations to
;‘a group R

Group Meeting L ‘ ‘ - -

- Name o S n ' i Date

Communication Skills: .°
- 1.. Listening.
‘Poor 1 2 3 4 5 <& 7 Good

~ People do not listen to each ' People’ listen carefully even to
other, cut each,off. those they disagree with.

2. Resporiding.

- ‘Poor 1 20 3 “ s 6 7 . Good
a T 4 . ’ :
-, People do not respond to People respond and build upon
' each other . 7 previous remarks.

-Communication Pattern: ~ |

&

4 P

3; Direction (1s the conversatioi/one~to—one, one to group, all through -
_the leader, etc?) - . o

4.  Content (Is the ¢onversation mainly impersonal? Is there any dis-

" cussion of how the members of the group or others feel?)

s ' -

3. Record the na1§s of the people who play thecfollowipg roles.

Roles of Participants. . o 2

- ‘Evaluator. The peoplg,who pass judgement on the ideas of others.v‘

Ly

° \' ? ;- . i )b‘
. .

o

qumOniZer: ,The-feOplé who tfy to smooth over any conflict.

. Inventor: The peoiale who find the usable solution. | A

~41- . e
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This check-list is designed to!help record and feed back observations to
"a group :

¢ Form G (’f
"‘ ) . . | ., . '
A CHECK-LIST FOR PROCESS MONITORING o

13

Cra e . ) ] “
i ) : : J . . ’ o
- . ] i . :

e

Greup Meeting

Name ) . - Date.

Communication Skills:

13.

1. Listening.

‘Peer I .2 3 4 5 6 7 good
feeple do net listen to each People Iisfeh carefullykegen to'
‘othér, cut each off, ' those they disagree with. '

\2. ‘Responding. o o -
Poor - 1. 2 a4 56 7 Good

- Peeple~dq’nd; respond to , People respond and .build ‘upon.
each other U previous remarks. o )

Comﬁunicatioﬁ Paefefh: ;h' | j .

<

Direction (Is the conversatidn one-to-one, one to grdup, all through //
. the 1eader, ete?) 3 .

k4

-

Content (Is the conversation mainly impefsﬁnal? Is there any dis-

4,
~‘cussion of how the members of the group or. others feel’)
Roles of Participants. o o 9
- Record the names of the people who play the following roles.

Evaluator' The people whorpaes Judgement on~the ideas of others.

§ L .- .

T

- Harmonizer: The people who try tofsmooth ever-any conflict. -

R =,

Inventor: The peaple who £ind the Esable solution?
. ' . . -~ : . - .

4l

f1




) 7 . i
) « . u .
Gatekeeper: The .people who try to make sure others do not get cut of f
or. get a chance to have their say. '
. LY - N - .' - t\. R .
. g » . N ) \ / . a - ) ’
Follower: The people who are generally ‘eager to agree w:Lth other @
people s ideas. . N .
7 e
Blocker: The people who can be. counted on to challenge others' facts .
and ideas- and who ~may prevent the group £rom coming to elosure. . * -*
© .. Recognition Seeker: ‘The banterer wrio"sinlply wants attenti/%. ‘ ! 4 ‘
Dominator: The people “who wxnt to© upy center stage no matter whats
the iswue and who regularly put others down. . . .
. o i
L4 ﬂ - 0y 4 -~
,p N hY v
-, 6, Meeting stylet : .
/ Tells - e , ‘
c Consults ___. .
- S . No Particular Style L | oo “ B - o
' .'6. Meeting Effect: . (Note the actual effects, not ,what. someone " L
A | \) : : o . ~says they, w:.ll be) , | 5 E ) °
'Eager participation _. , L By
Low commitment - L, W . - 5
Resisting : — = e . _
: Lack of enthusiasm _ - R S - :
. < . * C : e : . ..
» ‘ * Holding back . e .k S S
A; .
. i , o o . ) . ':‘:}Tﬁ’ ‘ v
(< o R ' S . . é““; . , . .
’ . - P ’_42— L - : P ' 1Y
"_ . . . ” N e .. ' ‘ . £
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<! o
' o . ™ When a group as di\\s\parate as parents,. teachers, administrators, and
’studénts begins to develoﬁ\@itvshould»befocusing on encouraging the follow-
. - ing dimensions of group growth: . ﬁ/ff‘ 7’ '
e . B A\ - < * .
2

£

1. _Intereommunicatﬁﬁn among all members of groups:
. LA Clear mechanics of co un?cation - vocabulary, rules of procedure,
- J? semantic sensititty, et cetera
b. Permissiveness for all members in expressing fears, needs, concerns,
ideas, et cetera to the g oup .

N ‘{ ) »
K:\?. Group obJectivity toward its own Yufctioning:

members and group functioning

/o 7+ b2 Ability‘to collect and use app opriate proces : ormation about
; itsélf, oL . : G
s 3. Interdependent responsibility by a&l me bers for: 0 ., i 7

. . . a. Sharing leadership functions - dir ction setting, being a resource
T ~ + for the group, et cetera »
: T , - b. Achieving skill in flexible adjustme t to member and leader when

.- ) L required by the group at various stages of group production :

. “ - ¢. Achieving mutual sensit1V1ty to‘Eze neelds and styles of participa—

‘?' . ' .+ tion of all members .

characteristics
.+ " 4. Group cohesion adequate to permity Y. | o B
¢ o a. Assimilation of new ideas without group disint gration

: , b. Assimilation of 1w members in a way - to strengt en rather than to ‘,
.o ‘disrupt the group

c. Holding to long—range godls ‘where the- situation r'quires this et

e d. Profiting frdm success experiences .
' ~  .-e. Learning from failure experiences and setting realistic goals
£. Making constructiVe use of internal confliéts.
. .;‘ 5, GrOup ability to.inform itself and tosthink straight and decide creatively
- about its problems utilizing contribution potential of all membhers.
6. Group abili y to detect and control rhythms of group metabolism.' Fatigue,
- ‘tengion, tempo, pace, emotional atmosphere, et cetera 7
. : o
7. Skill in recognizing and achiev1ng control of significant sOC1ometr

factors in its own group structure
1

group traditions,. ideology ‘and goals B ;

- 9. Group ability‘to create new functiots and groups as needed and to terminat
. v - its e.xistenCe if and as appropriate ' ' - SRR

L,




‘The basic characteristics of an open invitation group are:
; — A L 1 ‘ '

. . . . P .

-,An open invitation LM,, - ' _ )
: : . lets everyone in :
PN ' . pushes no one out - :
' ' . keeps doors open for new ideas: solutions, alternatives

» helps newcomers know where everyone is, how they got there,

where they are going, ’

t 2

An ‘open. 1?yitation -

.oasks 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; mnot all over again, not in a different place
LR . asks anyone coming into the group to bring semething with
. them: energy, interest, willingness to work, willingness
to respond, willingness to find useful answers or solutions.

a . . . . . a

: . An open invitat:mn
. -« buflds upon an existing network of ‘people coﬁtactsﬂfﬂ
o . uses other groups of events to link to more ‘people. and
o ' solutions :
3 » shares energy, interest, commitmept with anyone who asks

for help’

An open‘invitation o
‘. 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, 1earn—
ing, inventions with all who ask even those one fears will
be hostile‘g » . o, p
Ly B L

*44‘— ’
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o ! . o
a hd J ®
e : . e
-3, MODELS FOR PROGRAM DEVELOPMENT
: i g 5 . )
‘ .- L N " o
Program development is.the purpose for getting a group together.’ :
Program development does not Just hai}pen. It requires hard work and
e . . ’ oy : . . -
following through on an agreed wpon sequence. . '
R : o o _ -
p - e : =
‘Action Planning Has Many Different Vocabularies
A 1. Problem identification - i B. 1. “Préblém‘s‘olving' -
~ 2. Analysis ' " 2. Diagmosis = . e
3. Brainstorming solutions . - 3. Generation of alternatives
4 & Designing concrete plans .. 4, Selection - .
5. T_ry(ij)oﬁt ' "~ -5. Aection planning .
T . 6. Taking action -
R . C. 1. What? -+ 7. Evaluation:
R , - 2. So what? - 8. Follow-up
e (. ’3v.,Nowwhat'74 S . . ‘
D.. - . V‘ k, m: . | . . : ‘ o . ‘
o RN Iméa’*. . | S Intgi‘iggnce . .
7 Fest” | . [ Desiza ._ _
: e Operate | ] - Choice _ - .
r)L e Chooss & Model 1 | T e T
r — Gom_Lre to Realitv _ | S . N,
. . . I B Problem B e
1 Identify Diffe ‘erences | ; ' Finding . - | P
_‘l _Select a Difference i : JF
! ’ ';x ""-f- ‘ |
e N T T T z .
+ | |__Consider Alternative Operators’ | - o o
- 1Evaluaf:e Consequences of Operators | A B .
o R T “ . Problem - ||
| Select am Operator b K - Solving
RN Execute. the Operator . | o .|
Yy . o : . bs . :

~ L
3

L




F.- 1,
2,
3.

l“c’-

5.

T e
.

6 1.

2.

<>Identify Impact Assumptions .

Identify Action Options

‘Jdentify needs/ 'gap_s“

Defind Possible Target (Domain)

Define Relevant TechnolgoQ . ' e ‘ " ~

P

Make Impact Point Analysisu

Act

Analyzeylypact”pf Action’

L

-Idend%fy resources (persons, nrganizationa, funds) .

‘ Develop criteria.far quali:y

S collabnrative ‘;_
; D

..self;sustaining

‘ | "+ Tesponsive . -
4, Identify roles and responsibilities = i‘ S '-‘ ' | o
'5; ‘Develop scouting strategy | o f » ;. B T
B sL, '« leads to selectlon of targetf‘ g
‘\.6.7~tDevelop_‘e_g_t_r_zstrat;egyv . s N ,, -
_— leads to connectisn with target s |
-7, Develop gggigg strategy "‘k‘- N i "
‘ e 1eads to energizing group for.action |
8.} ﬁeﬁélop,igplementation strategy~ : |
9, ngglop.gggg‘stratégyfﬁ;f ¢;2> '
;}0.] peveldb;fee&bhck‘stratégf ‘.’1 R T
- - Note: L S | .
. A; The sequence of events is not absolute _
B; Sume stages collapse in a given instance.
o . RG/NEPTE
. . S 10/21/74
o




. el - The ‘group needs to determine which series of activities it will use |

Foe N oo i

to develop\the progrAm; One good way to determine tis is to do an’ analys:).s' |

]

i
:"l

-

£
I Uoﬁ the Program Develcpment prOcess. The steps to foljlow are: |
] « ‘ k . -

3 _ L
1. ﬁeeds Assessment T

SR A. Define problem i ' T . o N

. What are the parts of'the prolest . . L
- : . How do differe t people perceive the problem? o . o :
:LQ there any d cument:ed :}nformation regarding the problem”x

B. Needs 9etermination ' R S B s

~

. What are the perceived needs of the students, the staff, the parents; -
and the community? :

-~ R

S R . Are there commonalities among °theb’needs?- :
. . Are there any future needs that the group has not discussed" ) : R

. : . Haive we t:a],ked w?.th diverse :mterests groups?

C. " Value assumptions : : T

. Are we in Iag_reement regarding human po'tentiality’!

. . . Are we in ag_réez_nent regarding motivation? R

l : . . 2 .

+ Who should make what decisions?

2. State Objectives

o . . i

. What will happen when we solve ‘the prob.’!em? . \

. ' . How will we know it has happened? ' . . i s

B W_hat is our rank-order of priorities? , o g | -

L 3, Proiram "‘Procedures o . .
. . : : ‘?;5
. What are the different ways (means) by which we €ould achieve our
" objectives (ends)’? e , . n

. _ . What resource would be needed for each possible means? (Resources:
‘ 3 o staff, time, space, equipment? - . | -
’ *~ . What are the constraints inherent in each 'tneans? (bonstraints' com~ .
munity or staff dissatisfaction, lack of resources, lack of training)
. LA - .. .
.’" (77 48 . ‘ . E:o:’ . *

vy . . . -1 Q,il”.;),




. What are the potential beneflts of each possihle means" (benefits., :
~ advarftages to- students) o, .

.' Selectf o -
l&. Implﬂu%ntatlon o : . 2 . o S
| o Plot seauence af actlvxta.es. - | N " “
. What is. the chronology of events? o : C ‘ v - & ‘.; ,‘
;. N B JWhich events can occur at. the same tlme? B e
-Are there alternative or optlonal aGtiVIties"‘ A; >: " B 4 "ﬁ> " v
’ . _ «tht;are the estlmeted time spans? _ '_ " | |
' L Detetm:me roles. . o - | : e :
‘. : | What are the needed Skllls and talents" :
} R Lo ,‘ h What skills, talents, and mterests do diﬁfexent people haVQ’l " .
\ . Do we need volunteer assistance for particular needs? : L . | }' » !
: . . : » : Is a:dltional treinlng needed? . L, N | :
e ﬁefine commnn'ications: system.. o “ v BRI \\ \ -
Hcrw often w:Ll.‘L we assess our progress” R A ) )
T ) ! W T : - . Cod . =
, ’ " Have we set certain times aside to share our. perceptlons" oo o - ’
‘f . IR ’, How can we be sure to cqmmunlcat:e' with _othet gnoups?‘q o &k .
. .’¢  ‘- Hnn.‘w.ill:we,commnnicate with the t'gt:a'lvcmununity?» | '
W " Who will make what decisions how?” S |
_ o | . How can we systema_tica;lly Acoyl\lect 'infotmatidn on what '_we are do:’lng'? v
L 3. " Lo .
. o ‘l. . Process evaluatﬁon ‘»
’D N ‘ I How often should we determine how; we are doing" . '
. | | . How will‘ we know what we are ,accon\plishing'? - T
, . . " How will we record such? : _ | o
L - How will we make decisztons Sn what should be modifled" S i ’




a ’
. .
7 . . -/ ° -

How do we use the process ‘and outcome evaluation 1nformatlon with s

-regard to what we do next? SN - )
o v Ky
Do we need new_objgctive32
Do we need new,procedures‘(méans)? o
o S ' S ' , . “,
- -~ What help do we need? : . S
. d , ‘
o .9 . . - v
- L ~ What decisions should be made next? *
. g. . Q R »D . . -
' ’
A} - El % "
’ 7
- “1], -
- v . -
r 3
.‘ ”’ . 4 .
“, °
7 Py )
. T - N\
. i
» - . -50~ ¢ ,
O i o o ' . Y

: ® - ’ :

o R}
4 ° N . R

. Outcome Evaluation ‘ : . . ' "

‘How will we know to what degree we have accomplished’our objectiVes? .
_ What are the reasons for the dlscrepancy between what we expected and
.  what really happened? /////
S What were the unexpected outcomes? ;
.‘Feedback> e

w3
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© - . t — i
This process should get you an outline for program development. This

_systems analysis provides tools that enable you to talk to one another with

representations that keep track of the probable effeéts of alternative’

»

choices. P " - ‘ d - .
| . Models . do, ;owerer; have oertain weakpesses. 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-
spectivey ;Model-builders are limited by the techniques they use.’ Models

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

L]

eihe real or imagined implications of a model is the real problem that mode1~

‘huilders often faces The model is no good 1f it can tlbe made to work.

The worth of a model is not only how well it predicts but how success-
fully it helps humans follow gseful patterns. 'If it mékes people morea- ‘
effective than they‘were, or helps them learn fast£:; it! s a good model.
' Onef:;y the group ‘can help itself clear up the applicatio? of the model
‘-is by doing the Model Building exercise. o . B - i

b

»




STEP ONE

Indivldual;z

1.

. 5,

10.

MODEL BUILDING EXERCISE

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

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

3.

8.

. »9.'

~ 10.

Technique

oY




L3

i.Select a"partner. (you should now be twc)

©

- ? ; 5

. STEP TWO I e

o :

(a) discuss - the differences in_the lists of stages and techniques you
have both 1isted in step one . r ‘

(b) make one 1ist of” stages the two of you believe would have to be
accomplished to assure a collaborative apprcach to program
uevelopmeut. .

(c) list the ways (techniques)%§og might be‘able to use for each stage.

- Stages . ) e Technique




.( ) srﬁp THREE

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

(a) discuss your pair models. -  5 S

° (b) agree on a statement of the goai of'group'piqject ; o .
. (c) make one list of stéges needed to reach goal
(d) make list of techniques needed to.aécompiish each stgge.
) ,» . - fg,)‘ . -i "b. 1 . - B
A. -Goa.‘t'..Statementb S : , - T L
3 PR i
3 —
L - [ v . &3 ¢ -~
B. | Stages o R Techniques
,“ ) . .1. ‘ v . ) . ] . »1“ o B
V2. i - » Y' " ‘_ ZQ.' -
Y v
31_ ! 30 -
- q _ y
o : . . : . . ‘. ' ]
o )
o ' 5. » 5,
. } »‘ tK
T o 6% V2 : 6. -

#54— | . ‘i ;555 "
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'_ . STEP FOUR |
‘- Group discusé&on‘(everyone together)
. T
(a) determine what 1s the group goal

jfﬁ) describe the stéges po'accomp1sih the'goa1,

(¢) list useful techniquésu
e (d) write up.ome list of stéﬁqguaqd“techniques
A ' ‘“};.! Lo .
~ A cor
| . ‘:“:: e b
LT NEPTE 12/3/74
< = ) . ‘
~ A R .
. &
. t
e L v
‘ . 7,
& o
4 ’ .
. G
, LY -
. 1 ‘
o |
| . o S
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You now have.a basic plan of action. You should by now have done these

\

\

i

|

|

T e . ) ~ ’ Can N |
' |

baéicjsteps."'

, 1. Identified your concern- ds 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. o : , , t

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

3. Developed plans for involving in the discussion others who
- may be concerned or affected. Planned to review and over~
lap all discussions for late entrants into the group. >
Planned to keep the public well informed. If school com~ '
mittee and administration are not already involved, planned
to keep them informedaat—egery point. s

* .

4, TFound out the facts. Out of* the initial discussions & num-
ber of questions will be raised, The whole group ghould be .
organized. in task forces to get needed informdtion: e.g., , _
to what extent is the school system. peeting the concern? I
What is the school system doing to meet the concern? What. ' "
are other school systems doing or proposing to do? What

;\ studies have been made, and what do they suggest? As the
. inforpation was gathered and reported, looked for- gaps and
any new|questions. Provided descriptiVe in reporting. Left
=out the emotional words. S - ‘

-
o

3. Reassessed the problem in light of information., Collected
‘alternative possible solutions. Kéﬁt a written record of
agreements, not disagreements. Listened to all; disagree~-
C (\‘ments for useful ideas. Identified elements of possihle ' )
7 -acceptable solutions for integration into the final %olution. ) :
. 6. Made final choices. If you have taken the previous,steps
.carefully, and kept all who “ate interested informed and in-
- volved, final decisions go smoothly and your joint recommend-
ations will be reality—tested and acceptable. v
. — X
A . - :
Now you are faced with the task of action and of problem solving. Action . 1

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

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

o
+

set-of criteria is.

. . f“»ﬁ .
6. R 8




Criteria for Selection of Action Option \

g

% Rating .
, : . (for each option)
é Controllaﬁﬁlity . 12345
g Worth A | o . 12345
Priority ) : 12 3l4 5
§ Eﬁfectiveness : 't | ' 1234 5 ' ’
D G
Cost (to Us) ] - 54321 - . D
'\ Cost (to dthers)_ "E" g 54 3.2 1
_ Non-Financial Problems ' - - o 5-4 32 11
) | ‘Institutional Obstacles R ‘.v 54 332;1/ - .
‘Possibility of failure . 543 21
' . | Uncertainty o - | 123 4 5 B R
_ {Othep) // - | | |
4 P

'Makiﬁg‘these kinds of judgements about an action option gives the group

-

'msome sense of the basis for maklng a decision and a bsis for commitment to a

decision. i o : : o
As problems ar1se the development will continue only if some reasonable

analyzis is made of the i;formation oné has and of the point of the p:oblem

g in the process. The followlng grid can be useful in this analysis._

&

R ) . 5




. - R PROBLEM SOLVING ANALYSIS

Jobs to be Done ] .

Communicatipg
Consult&ng.
Controlling<'
Securing
Pgr'ticipating
Evalugting
Disseminating

Stages .

a

Idendify problem$

Analyze setting S S DR | o

| Organize management

| Identify objectives N .

) . | : Specify ’methbds I d e ‘ i
. ‘ , | .

-

Comstruct prototypes '

. Test prototypes  °

Anal’yzé\ results p

_* -

| Imiplement/ récydle

\

.

. A
. - SR

INSTRUCTIO.I_QS;_:v" Iﬁ'a_the intersection of each stages and jobé to be doﬁé, :
inseitbthe'qamévofbthe peféqn who has’pfimagy responsiﬁility for each. Be
bsuxe the person knows of:tﬁe assignment'govering this responsibility. Exa-

. mine each unassigneﬁ 'celli‘ ca;:eft_xlly —J.t may be appropriatc% that 'theré be - ’
. “ noﬁhing theﬁe‘- but /}odmay be#’missing an important: eieme'nt. .

?

- -




o .. R 'v: : ’ . {,4
~ An essential part of flnding a solution is to comp through research

) administrative, and survey information for relevant facts, findings and

generalizations. In going through this activity, it is important to fin—.

Aally include only the most important facts and trends., Otherwiae, there

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

, . N o R .
results of resparch, for example, it is easy to raise Earriers to under~

~ standing. by c1t1ng complicated technical proceduresxor formulae or refer~

ring to levels or tests of statistical significance that are not readily

"understood by many of the people 1nvolved. The guidelines"to be~emphasized ‘

. _are 51mplicity% clarity, and brevity.

. ) . \47v- [

# . «t

'Information;tends to be.somewnere-on‘the intersection'of'the following:

L4

.
° . Some CharacteristicsﬂofxInformatiOn
: . : - ) 4o ’ : X
- . Insight . ' Ideal ~
. , ¢ ; |
( ‘
S, Needs ‘ : B
I : -Responsive = .. ' Institutional

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

obserrabie; intuitive, non-measurable. - The objective - institutional*—

! ' L - - Sy o
needs end of the continuum temnds to be observable, ‘concrete, measurable.

. ..
] B - B
' . . .
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. » An»impdrtant‘actiggty“of-the‘grbupvis to identify the information

. [N ] . i . :
collected as to prigin. More importantly, inf rmation should be cate-

‘gorized as:

"
B “Statement of Information Type of Information
N A B M
v . ) > * .. F . T | E ) N
_ A T L ST
* L ¢c| 1| 1 |EE
N .t 'T] EJLR
‘ Ul F | Fs
. : D] T
o : E
1. | ' ‘
» 8’ —”~ -3 J .
‘ll' : 2.
. \
. NE )
& 3- j'g J 3 -
!’ .
. ;l
b D) ‘ ‘ .
# s o
&b R
: R ¥
\ 5. | _\K
‘ _" ?:ﬁ ~ . - 'S
. . ‘,;:. ) ' e
', ST e
P " . . * K] )
' e —-60= ., o
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\? . ) ;' o - “
Identifying the type of information makes it possible for the group ;

®

to determine. :
. »
: l. What changes are needed

. category P

- cause B s
. constraints : ' S St
: R ' S R ) |
2. Who decides about changes suggested - o ® f' _ R
3. Who influences change S )

~‘4.‘ What influences cﬁange
5._7What the target for change is
* 6. What strategy is needed to implement change

|

i

7., What the sztuation will be when the change has occurred S ’ w

e ;,8; How the change will be tracked ‘ | \"”'f., . o »i
If a11 these steps a;e taken care of, one will haGe a clear picture

of where a program development effort in the sohool and community can be "t

undertaken and under what conditions. The partnership group will @ave its

‘road map for action identifying. id ' .'1 o o A‘ ' . : »
; _ e . Mix of cognitive
Change targets . Changg_methodﬁr - and emotional approach
odest behavidr”change .
Different interaction ‘New paper’ coordination B cognitiveb
patterns - [ | methods, budgets, schedules, * .
7 | ete. )
, | new official channels of
- . L ' communication - T .

- : ' B OV

Different role S Intensive educational;pro-

' expectations“g_ grams; new divisions of _ o
: : ~7 | labor .and authority structure o

Different;o?ientations | New reward systems, differ- .

. and values 7 | ent leadership styles '
Different basic o ‘ New selection criteria; re—
motives . = .~ | placement of incumbents;

N ~(achievement, power, - 7 | or major strategy change - S
: affiliation, ete.) : 3 f LT R
RV | N — — , ‘ ,
Fundamental behavior change - . S Emotional

e,

~61~ . o
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" 4, MONITORING AND EVALUATIONV‘l R Y

. Q ) . .
The major missing link in getting a cooperative programf%eveloped

ﬁs often the 1ack of a mechanism to know -

'. what is going. on : o S s~
- . S

'f_‘Awhat has been accomplishedv LT - o
. what‘needs to be done . o o )

Someone needs to take the reSponsibility for wrlting up minutes of.

B '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 leiSlon and nitpicking. The basic . © .

-purpose of a record is not to give individual credits, it is to provide

a record of events, A

-
C. . . - o . ,
.~.a . . . c o .
. ~

" An additional*approach to recording and evaluation is dqscribed by/”‘

4 B “ " N 9
the follow1ng documents. o ' S '

‘AA.? Record of Planned Activities

\

o .tB,. Monthly Report of Activitles R i o l‘ o0
.C. Assessment of Individual Activities a ¥ '
: /,'.D. ’Report on Partnership Involvements ' ¥ B L

o o~ 5

The‘Record of Planned Activities 1s a planning, monitoring, and record

»keeping tool Answering all of the questions listed gives the group assur—

‘ﬂ~

ance that the activities are being done by someone and that the group will

know how. well the JOb has been done. . i

"'63_' . ‘ ’ . »



RECORD OF PLANNED ACTIVITIES . e

-

Problem to be solved _ Lo .

e

Question | Activity 1 | Actjvity 2 Activity 3 | Activity 4
What is gping | ' B I
to*be done? = |

\ . . .
. ° . - - . 1 . . »

Who is going SR R Y
to do it? ‘ A

' " " . r . - .
. . . - . ) . . )
¢ r ’ . ) . ‘
: E . . B

v 3 & . : ’ . 7 e

When‘is it § - ) 3 : : - 1 - .
+ .| going to be . L : : . '
’ | done? b v ey

. - ~ . ? . - a
f ] . . .=

To-or for R T R o
, whom is it - » : ] R I . -
° .| sgoing to be L o . :

S ‘done? . . .

What criteria. | S I
- will dindicate | . e i :
. that it has ' . ' : D
- been-done? : - ' - 1o : o ,

: : What evalua=~ Yo _ _ - a : ;
._ - tion method ST N P P T J :
T will determine| , =} . Tl
| 4if plans have | - = :
been carried 1 N . »
oue? | NE J

8

g Y

(e R

[N

;f644
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A i Text provided by ERiC

3,

5.

+

N %
! .
, ' - ,
o ‘Form B
. . MONTHLY REPORT -
Activity
) ‘ v ! ~ )
What happened;- )
.o ‘ . : .‘ ”
- T 4 =¥
. What didn't happen: . . .
“’4 o N AR ) . t. . )
\Things completeds: . .
;rhingfs : gngo;in'g; . }
Thta;n'gs sfarted: : . : -~
&' .
. . P ‘ N
"'Things that nee .
to be changed: > ) 1
. . e N
. - E ‘
* " "65- v~‘..l§
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TONAATANT 40 SHOLOVA SSEODNS 40 Hau0dq SSHDONS 40 SHOIVOIGNT XLIATIOV
. I . e — . , . . . . _ . m(
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Aruitoxt provided by Eic:

E




Form D

. 'REPORT ON PARTNERSHIP INVOLVEMENTS

Activity:

. N
Who was involved: '
%
(&) \ . .
o l e )

5 . c7 v

How the process developed: - o | <
) i i g . ~ N

v

. -
ezt
_ _ o ;
ce . . ’ N .
Results: : : . ' \’
- . 1 - - 0
Yo,
’ N -

t 22

-67}- "




'3 . . -

The Monthly Report and Assessment Forms should be filled out ‘

’ - together. They provide a direct early warning’ system about things .
that are going wellr and things that need fixing by the group. »The
information is organized so that the group can focus its concern :

on what needs to he done and. factors of 1nfluence. _ v ‘ . ’

~
LY

‘The Report onxPartnership Involvement provides a format for
the group to report to ontsiders about its activity. It describes : ¢

qkey actiV1ties, the persons or agencies active in the group, the

’ e
& . process that wds used, and the results. ‘ ’

Lo n : L . . : ’ . ‘ LY ]
Allhthree report forms are designed. to be completed with v.,‘

simple, direct sentences rather than leng paragraphs. - If and when '1

: ' . o rationale and purpose for an activity is required, a special re- C ’ \

L3

-"ﬁport should be prepared. ' ' . ."p

S " . I -

The important thing 1s that a reasonable paper trail be pro-
vided. History w1ll assi&t the _group to gain credibility, and to

provide a retrospective view by»which gains can be consolidated.

¢
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'REFERENCES N

o

“Argyris, Chris, and Donald A. ScHén, Theory in Practice: Increasing .

Professional Effectiveness, Jossey-Bass, San Francisco, 1974.

B Baldridge, J. Victor; "Organizational Change- The Human Relations

Prespective versus-the Political Systems Prespective", Education
- Researcher, February, 1972, P. 4-10. i _ o

Beckhard, Richard Organization Development: Stratggies and Mbdels,
Addison*Wesley, Readinga Massachusetgs, 1969. : :

Freeman, Howard E., and Clarence c. Sherwood, Social. Research and
- |Social Policy, Prentice Hall Englewood Cliffs, New Jersey, 1970

Hﬁvelock Ronald G., A Guide to Innovation in. Education, Institute
for Social Research, University of Michigan, Ann Arbor, Michigan,‘
1970, o .

: 4

T

 Lawrence, Paul R., and Jay W. Lorsch, Developi ng OrganizationS'

‘Diagnosis and Action, Addison Wesley, Reading, Mhssachusetts,
1969 - ¢

- . . : A

, Ryan, Charlotte P., The Qpen Partnership, McGraw-Hill, New York

New~York, (1976)

Cy

;Educational Goals and Ohjectives, Phi Delta Kappan, Bloomington,

Indiana, 1974

Ly

Reading Book Laboratories in Human Relations Training, NTL, NEA,

Washington,vD C. (revised 1970)"
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" A TEST OF BEHAVIOR OF PERSONS IN GROUPS |
- : ' ) 5 ‘ ‘ . ' ‘f’l Coa

7:;.1 g%ake the eftire profifé Twibe;’ Cn The‘firs* rdn*fhrouqh, in The column
flabeled IDEAL, ﬂEIace al nqgf to the most ldeal response, +o a sifua1|on,‘
a 4 next To The least ideal, and a 2 and 3 next to your second and Third )
choices. Follow_%hns methd for atl 12 sifua*ions. On the second run-

= through, zih--rﬁe*t:ommn‘ x’ab'eied -ACTGAL, "use the s;ame rating method *c)

| rank your own egpertences. Place a1 next to The response which mosf\\\\/

‘closely corresponds +o your s:fuaTIon ‘and so on.

| adapted from "TésT for Teachers" Scholasfac Magazine, (l973)

~




o -

Sp——————

._‘—..'g-.—

‘ C.v'Pfcv]defeach.ofher'wifh;lhformATJon'rejafihg +o‘fhefsifué*ion and

ACTUAL
-?

Situation t: _When a problem arises whtch may resnlf in a waqie of - +|me, .

o

_ aneff!ctency, or other difflculfres, fhe people in fhus town qeneral!y

A Y .
- 5

- A

A. Rely upon whoevpr is clo%es+ to *he problem +o-arrsv0 af a solution

v{wh«ch is uqually accep*ed by the ofher group ‘members wiihouf much {ur~

ther examlna+non.~. LS

n

.
[

B. Work on The prohlem indivaduallv to arrlve af a solurlon and then
discuss That sotution with ofhers in “the group emphweaylng the benefits
of their solufion and. of*en poln?xng ou+ ?he consequencp of purSU|nq
other courses of action. - '

. . °
. E ’ X

yalso encovurage all groups to contribute Their}idéas in an effort to
reach yqders#anding and f6 surface a!*ernafive solufiqns.

’

D. Tend. fo nqnore ?he problem or perhaps affempf 1@ fnnd fault and
place blame for currenf condn*uons.

‘o .
o
2.

- .
. - - .~
° o o . . o - : .
. _ - . » .

4 A <73 : o e
. ) ) . :- . » - '6(-4'.‘



AGTUAL

A

- Situation 2: When there is’ d'sagreemenf befween this qraup and ano#her

group fhaf we - uork wvfh we generaliy : : s

‘o

' B;- Try to avoid d@hagreemenf by following our own course of acrion and’

‘A, Try to expiore |ssues and asSumpfions rhaf are prnsonf in the sifua—
.?Ion and work w|+h whoever is Involved to Idenfsfy both areas of d|s-
,agreemen+ as well as agreemenf in- order fo find solufuons.‘

not af?empfcng fo onfluence the other group mcmber:

C. Try fo avond disagreement by seeking a course of dc?;on that is

acceptable +o the other. group al?houqh many in fhls group m|qh+ sfnll
have. reserva?uons. ‘ K v _
' ‘ » "'  o o

0. Hold- flrm on our own basic position and point out to the other group

members the problems and difficulties fha* migh? artse from fo1lowung

any different course of action.

-

Th= =0 o




¥ . D . . . .

FPU IDEAL . - o S i : ' ) ACTUAL

A

Si+uaflon 3 When new po{iciesAorqpracficeé ate,infrodueed bYISOmeQné,
T we generatly et e : o ; _

e

& N LY s NS - ) g MR

4 -

 ’”f o A. fgnore or c!rcumvenf +hese new pol;cnes s:nce +hey vnfrinQP upon
L our personal freedom, - o s o
. . AR o .“,~ e : o oo
| B Accept +he new direcflon and rarely quesfion or +rY to med|fy the

o _ policy regardless oi the effecf *hese changes may‘have qun us.

t . . S T SN
. . . . . - . N T
S 2 : .
PR

-C. Affempf +o persuade or exerf pressure on fhe aufhorlfy 10 modify

- or change *he new pollcy or pracficea fhaf upser The sfa?us quo.'."
A v _ o0

L

.-

e D; Feel “that tdeas and sugges*tons abouf +he new changes will be wel-'

comed by the 3u+horify and speak up o defermine af any changes or

G e

Cow modafucafnons aré ddvisable. ' el el - R

©




LR m . - e . . . . )
’SifuaTioﬁ 4: When someone has qnfzdea or a sugqes+|on relafed +o our -
respOnsibill :es, this group generally P L e
B T . S . . . . i A
A, Lisfen +o the ideas and accep+ +he ¢ugqesfions if fhey are not ?oo L
»con+rover5|a! ! ‘ ‘ 3
. . . ) . ‘u“ ‘- o
B. Do an act upoen ndeas or suggesf:on uof this sdnt‘which ara unﬂél—A S
come and duscouraqed : T T G
| | | - -
€. ' Seek +5 unde¢s+éQd the idea Qr.sugg§s+idﬁ qnd-theq find;ouf'ﬁhaf;v .
the o*her's,opiniqns‘are in.order to give our own reactions. ~ ==
D; Res:sf new |decas submiffed by ofher members buf are wi!llnq +o s

offer and d;scuss our own suggesfions or. modificarnons.




S i '.,. ' ’
N . R : ‘ . N . .. o ]" o - . ’ ) . ‘-‘ w . §
COUMEAL T eTuaL
. ' »Sifuaﬂon__S':- Wheri this grfoiinp‘ meets to solve problems and make deé,islons;
: S we generally o i l e
: A Try to avoid geﬂmg too involved and oﬂen do nof con‘rrlbufe new -
~ ideas thus avonding being criticized by oi‘her members. ‘ L °

e ' B. Feel free +o contribute our own ldeas and oplnlbqs and offen ask ' '
. o o*her members of +he group to express their fdeas.. ~ :

C. Are prepared to preseni and’ bolsTer our po1n+s of vlew and expec+

: B ofhers to do -rhe same. L . a L SRR L -
( o . ,{r ’ . . [ | . @ ' . - . .' o L - :

D. Seek tfo. avond nmposmg our posuhons and are anxious +o mmprcmise IS

- , . s ¢
in order to reach workable solutions. '
i /, h iy “
. ‘I o - —
£
A ] & ® ’ v
v:' . .
. ° |
: 3 - . |
g : . b \ . . -~ ‘
& ° ‘ 4_ "
4 ° /-"
. N
2 4' » -
. J - o . -
o © oy ' : \ :
' N . % '
. > . M n +
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Sifua+50n 6: Roqarding commun,gafions beiween this qroup and - the autho-

rlfy, we gnneratly ‘ o -
. - . : ] - t : A - - '.‘ " - * »

i

A.  Attempt to ?xerf_pressdre on or showsfhé“bénefjfs of our point of

‘viewfo the authority In matters related fo our. imterests. = .. . ..

b . .
¢ Ed
. Bg’ Tend to aVOtd or iqnore communsca+ions wi+h fhe“aufhor:fy vn maffers L
relafed to our :n?esests. T }'_’, . Lo
. ST S - y[;‘ S e
C Affempf to unders#and and nnfluunce the aufhortfy in mafiors rn|a+~ L e
ed to. our |nfexeq+s.\ ST S o
D Tend +o accepf and depend upon ‘the aufhorlty In. maffers relafed To B
'jour in*eresfs., e . : . '
oot ‘ ‘ . " .
N - \} . - § ~
b « ', S T ﬁ’
o o e k o . a ’,
. b ,
\ ) ' : .
a « s P I )
! 1 - \ 7
5 ° . \' ) 3
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: o s e il N . o
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) o~ . - « N . . '
. IDEAL e s ACTUAL
E}O . ) ] ‘ C .;ﬂ~ ) o E . v ) ; . ‘ ‘. ) . ‘ - . " . . . . o
. . . . . - B . @ € o . ‘ .
‘?5\- e Sifﬂaﬁon"l:‘ chardinq ’rhe developmenhof mdtvnduatﬁ within +his group R
LT members qenerally S : . o T
‘ A. Seek ouf and give u\‘ormaﬂon to each ofher abou’r pnr'formancc and v §
Z explore “the- possibwnhes for mprovemenf T P LU . '
- . ‘.‘*“ . " . . L f v‘u_ - ' o : . ! . " ‘ *r‘,' .
_ ) . - 7B. .Give advicg and help whenever another member requests it. - . - - 4

1] I . o ’ _“ : . - . V.c. ., ‘°

_ l v | ~‘ C. Leave each” o’rhnr alone 'ro do our’ own work as each S08S fH“ tc do L L ;
R S e T
v ' b, Point out errors, to eacH o?her and emphasi'ze whar +he~ fu ture con- .

B

sequences of. suc,h arrors could be. . . T S

< “
. B
R ‘ . - Je . o ~ -
o * . . ey “
"
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. 7 -
. =S
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© > - Situatiop 8:- Those who seem ta succesd best in this aroup generally:
,': ) ) ) - -' ] Ct - -~ ) L - -
: q‘ . ’ . ' L o ) - : — ) i} .. . v

LK; Seem able iO convince fhe au+horlfy and ofhers in 1hp val:diry of = _;
fhelr oplnions and posa?uons and exerf pressure when Pesisfance is

encounfered. S 1‘_' S
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. .. ;o" 7-, o S o= ‘ '
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Slfuahon 103 When this qroup ns asked to .do somettnnq H\a‘l’ is quite . e
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Situation I'|~ Hf certain persons in +he qroup hawa dnffmulfy workmq
o % with each other‘ “the 1&1her members gvan@ra! ly K '
. \ "I\. Try ;to mimmlzp dnfference5 and +o encouraqe mlnmm,o of the pom%s
‘ _of view of c}fhers.. ‘ ' '
L B. Tell» Thbm m keop indtvndual prob!oms from lm‘rer‘fnrmq wnfh +he work
’ . - of The group ‘and 10 work Ssomething out beforp +he au’rhorﬁy n01 ires.
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. ' D, Encourage theln to confront the issues involved and help them +o v
| develop methods for getting aleng in their graup work.
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~ Situation 12: In dhis aroup the individual -who functions as a leader

«

B

SN
generally

|
‘
oo

-A Explalns whaf should be- acromnllshed fhe q+@ps %hm Inadnr IS f?klnq
to preven? errors,. ‘and fhe benefnrr of donng the JOb *has wny.v ‘

~

~

B. Explalns clear[y fhe leader s pu[nf nf view and qfcmulafes diseus—'_

‘sion of o+her lhdindual ways of* arccmpllshlng the an.

| .
E |

—

C. Encourages the ofher memﬁers +¢ §ay whaf fhay rhink and- seems wnlllnq

to follow anyrpasonablesugge rions. _ o SR . \’

- Co 7

jD._ EXplwlns clearly what should be done aﬁd é&préSfos difappoinfm¢n+~_;

in fhe group if there is a drfference befween the Ieader speeific

ins+ruc+;ona and the actual mefhod of opera+|on.- o .
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S S when loakmq at the |deat pmf ile sccm R
. o o= Lo ad The lower *rhe number‘, rhe ‘more uﬁna! the given ‘
bphavior. - ' '
o . .
‘b. The higher th2 number, the %_oré the behavior 13 f
: -7 rejected. -
» . {-
c. Thus, & sub’ro*l"al of |2 equal" total. endorsement e
' ‘ : "while a score of 48 equals total (Q.;e(,rmn. )

a

2. The columns in’ Rc:man numeral& reprose,n’r the infltmncn quadr'snh AR, (

. . as follows:

, Sy (i o an avy
‘  Develop " Control Relinqulsh " Defend
u. . (zway) | * © vv .' v» . . N ‘(none) .
N ’ ‘ -. . . & ” ' N
- 3. When Ioo!fmq at acTuaI proflln score: | ]
, - a. The lower +he score, fhe more the tmhaymr Is p,ar_
' celved to be pFesent in the group. I P
. b _ o o b The higher the score, Jrhe less the bnhav;or “is . R
g ' porcewed fo be presen+ in the group. /[ )
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Coturn I . 1 S v . Columm- I I =~ I LIV

fuestion S -+ Question T ,»wx\\

A e
S F B A D_ L B A . D . .
2. A D c | B 2. A D € B | .
S N c 5. A Co3 D c ‘Ba ' A
S S L A, 8B T e D A B :
5. B c D A 5.8 . - - 0D A
6. A . D 8 6 € _Ae D B -
g 7. A D B N S A ¥ D B o
3 T A B .o .8 D_ ‘A B__ c C %
n 9. B < A ) 9. B__.__ " C. A D
0. A B ¢ D 0. A B c D h &
1., D B A € . 1D B~ . A c
2. 4 A U R S 12 w . A np : LR
: T

GRS __ 4+ s =% - TOTALS" ST S
. N : ‘ : N g ) ' ‘ )
Flote: Put the_score Ag 2,3, or 4) next to the muu«ovxdmdm ﬂmﬁﬁmw ﬁow mmns _question. - arm four subtotals ‘
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HOW THE CHANGE AGENT hORKS A
CWPERONLWE :

The flrst thlng the successful

change ‘agent needs to develop is a .
viable relationship with the client

‘system.or a solid base within a

- 2 it. A secure and reasonably

, system, the change agent must

~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
relationshnp,but others will
_find important points to consi-

" der from a reading of our first -

Once establ!shed In the client

‘turn to the problem at hand. He
" must find out. if the client is
aware of his own needs and if
the client has been able 'to
articulate his needs as prob-
lem statements. The second
chapter discusses this toplc
from several angles. .

””gtage fll'

¢ %
WIth a well deflned problem. In order to heZp h;l teachera, Sam - -

the client system needs to be
_able to Identify and obtain re-
sources relevant to soluttoq§
The third chapter should ‘give

. some good letads .on how this
information seeking can be
carried out SUCCessfully

. : . . -
. N '
- : e A - o . h . ) : ‘—8‘9-." . e ' . 4 (’”T% X \ ’
) . . L i . . o . 3 B - ' = . .
) . ’ . ) . - A ° . . R . . . . ) '

\

Stage |: RELAT!QN;M/ L

> chapter. - B and interests; wherever he can he trice
. o B * to develop their confidence in hza
R . ' abzlzty to.help them.
> . . h
ST o , tage LLe DlAGNOSlS

 method in use. throughout hig_ school . <
- system has been inéfféctive in this =~ .

ACQUIR!NG RELEVANT Resouacss B iy

~ several of the coffee kour/evaluatzon

~ -with small groups of teachers and -
wbegtns to become aware of their needs

:'prevtously in gelf-pontained clags=~
" pooms, they have had a-difficult

. finde it necesgary to learn more
. about the adjustment from the self- : )
‘contained classroom_ to the .teaching %

‘who has had longer experience with s

.that he may contact for aaszatance{

AN TDEAL EXAVPLE:

Sam . Davzs 18 the newa appoznted
director of mn-servzcg‘trazntng and
" spectial projects for the Highland
Hille school district. Early in his .
tenure he learns that the McKinley
schoal ie notorious for teacher -
turnover, and, fbr this reason, he :
decides ta work in that school as .
his first project. He attends

sesaions in the school, whdre he chate

From zntervzewzng and qbservzng the .
alassroom techniques of McKinle 'teachu'
Sam suspects that the team teaching "

particular building. He finds
evidence of a lack of cooperation

within the teaching teams. Be-
cause many of these teachere were

time adjusting to th@s new method - .
and, - consequently, many feelznga of &
anxiety and mzstruat have arisen.

f?

teams. He turms firet to-a colleague =+
team teaching. THis friend telle
Sam /about some artzclea that might
be helpful and suggests an agency

in training teachers for groap 'mterli
T action. o




Hith a defined problem and a &
1ot of relevant information, .~
‘ZZ; client needs to be able to"

rive implications, generate. a
‘range of alternatives, and . *
settle upon a potentualﬁsolﬁ-

fion. - The fourth chapﬁérg»

discusses various 3596335
of thns process. ac ;

;‘utlon needs

"“nitlal acceptance of -
ions can be generated
“the clcent may be able

Stage VI

;Finally, the client needs to = -
develop an internal capability

to maintain the innovation and
continue appropriate use without °

‘outside help. The change dwaat

~~ -encourages members of the client

: system to be their own change
.agents and to begln to work on
other problems in a similar way.
As this self-renewal capacity

" begins to build, it allows- the
gradual termination of the rela-

 tionship. so that the change agent
.can move on to qthey projects;

" other problems, and'other clients.

ifth chapter, we cohsu- .- )

Stage V: GAlNING ACCEPTA\CE

¥
I

_STABILIZATION AND SELF-RENEWAL

v,

s

¥

" tant when they ‘ask him.

-90~

Staae IV CHOOSING THE SOLUTION

' FrOm hin netrzcva7 o1 zujormat"un,A..~'
Sam learns that the unsuccessful
-@ttemptis Tn team te.whing. recult from

" misconceptions abcul the nead for
.. gooperation.
. of teachers to discuss the research.

He organizes a committee

findings and the ‘diugnosis,. Together:
- they decide that teachcrs raquire - .

san edueatzanal program.in the methods,

goala;~and values 1nnn7unﬂ in team

. teachzng.

Af%er conszderzng the duffbrent ways-’
- in which this "imnovation,' -the
proposed: educational program, can

- be introduced to other teachers,

Sam and his commitiee decide that .

- a "workshop" plan would be most St

"efficzent. This plan can be designed . =
to interfere very little with regular
olassroom teaching time and, in '

 the long run, its advantages would
offset the eost of] its operation. *
Sam arranges for pubstitute tedchers
to reduce the load of the regular oL L
staff while they are participating

~ in the workshop. He algd makes sure -
that they get personal recognztzon

and ecredit for their innQuativeness. .

o v .

)

~ Using this emperzence as a model

Sam shows the-teachers how they Z.
can be their own change agents by
building an injernal capucity for
diagnosis, retrieval, and ‘problem :
solving. When the teachers conmit
themselves to try this approach wzth
another issue which has come up,
Sam leaves them alone to work on. Qt
but comes to the school as a consul-
" Graduglly
.he moves on to other projects’ g
other parts of the system,
knowing that a self-renewal
capacity has begun to emerge in -
McKinley school.

]
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Figure 4.1 ‘_ I, :Steps in Choosiﬁg the Solution .‘ . . T
S The fqur stgps involved in generating and choosing solitions are
_el‘atgd to the other stages of a change project as partially illustrated
in the diagram below. b S - _ S
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2.

MATCHING THE CHANGE AGENT' S A@TiVITIES

JTH THE JND(V!DUAL USER'S ADOPTION PROCESS

o

. The change agent Should try to Fac:ﬁotate

each of these six processes.

‘deallng 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 te

~understand where potential adopters are in

terms of these five phases_ngéhat you ¢can
try-to be,with them, not ahead or behind.
You should be preparet to go back as ,
individual adopters: sllp back and to keep
up as other adopters jump ahead; and you

" should know when to switch from one m@ae

of communicatior ta another with each
adopter. ' B o . s

9
Y .

L)

r ‘Fléuée

=

v

5.1

Therefore, in

Coordnnatnng Chanqe Aqent Acthltles wnth the Clnent s Adoptleh Actnv:tues

o .

. CHeE R
ACFIVITIES_\ |

Y

ot

Promote -

vl

CLIENT ACTIVITES.

. Awareness

inform, Tell

Interest:

Information-Seeking

. .-, = “\ ~
SN N

Bemonstrate, Show

&L;A“

Evaluation

» Jest

-Adoptian

A\

Integracicn
¢

=9
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xmrm<>znm.mm.m4mﬁ+mm_mm AND TACTICS FOR mqhnmm OF CHANGE

: X = Relevant )
“ S . - o XX = Especially xm_m<m:n
X : . 3 e
STAGE | STAGE 11 STAGE __= STAGE IV .~ STAGE v, mﬁbmm <_
(Relationship) (Diagnosis) (Resource =~ ﬁmaﬂc»mo:yu ﬁbnnmvnmsnmv (Stabilization)
S Retrieval) - \v

Action ‘Research . ‘ S X N ) S -
Authentic Feegback , X XX : .
Brainstorming . ] : .
Change Agent; mxﬁmn:mg - X . XX .
Change Agent; -Internal, 2N X ¢ . X
Collaborative Action Inguiry XYY . XX A
Confrontation X High Risk |X Some Risk . ; 1 X High Risk
Consul tation . ) DA X XX ; X
Derivation Conference” X : X . L X
Diffusion, Natural , v - ] o . X
Experimental Demonstration : | : . . : __ 4 X Some Risk
Fait Accompli - . ,,, - - L | X High Risk.
Financial Support , . - . . : - D
Force Field Analysis

Group Observation/Process >3m~<m_m
‘Human Relations Laboratory
Inter-organizational <_m_n_3©
Leadership Change

Legislated Change

Linkage

Mass Media Dissemination

tiultiple Media Approaches

Netwark Building

Opinion Leadership Cn_d_mmn_o: | XX
Overlapping Groups : N . : : : X

e
G g

/’>=>< »<

X Some
XX
X
XX

><
o< ¢ IS

=
%

“{Continued on next page)
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; . w._.>mm 1 .. « STAGE {1 STAGE 11 STAGE :\ STAGE V- STAGE Vi
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ACTION RESEARCH: on approach which involves the collaboration of universigj
5 soc¢ial .scientists and school personnel in diagnosing and evaluating '
(’ - existing problemg. The use of research methods in collecting and
: analyzing ‘data ﬁ#om the system benefits the scientist because it
provides *him with access to field sites and the raw data for later
publications. [t benefits the school system by pfévidinq it with
‘self-evaluation material--and an increasing’knowledge of scientific
methods of diagnosis and evaluation. o

" AUTHENTIC FEEDBACK;ﬂ a non-evaluative ﬁérception and intérpretation of

an individualls behavior as it affects' the person who receives it.
The use of feedback allows for easier self-diagnosis, objective

evaluation of innovations and an undgrstanding of the reasons for
resistance té change. ' a 4 '

Y

LS

» -

BRAINSTORMING: - é\group retrieval technique in which members sbggeqt innéng
tive problem solutions while they deliberately restrain critical . ;i
. judgment. Questions about feasibility, practicality, negative side .~

effects, etc. are set aside.until-all potential solutions are en the: -

table. ‘
N

“CHANGE .AGENT: EXTERNAL: I you are

< ) -

a "change agent' you probably do not

need to be told that the use of a specialized ''change agent'' role E

is in ;;éelf a strategy for innovation. Other terms for ''change -
agent'connoting variations in emphasis are: , :
' Ty knowledge broker -
linker, knowledge linker’
5 . link-pin specialist
’ C consul tant .
' research impJementation specialist
. trainer /
' i continuing education specialist
dissemination specialist .

W

. - 0 ; ) . R . - .
' "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:
2 “innowators
demonstrators
' " ' innovation champions o

7 COLLABORATIVE ACTION INQUIRY: similar to Maction research’ (see above),

“ " but the collaboration between social scientists outside and school
personnel ingide 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 "eonfrontation'' limited-to presenting facts from a

- diagnosis (discussed in Stage It) may be a middle road which avoids’

- -some of these risks.’ : - '
4 -95- | B ;44 }@
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CONSULTATION: a widely. used and varlously defined & ange strategy, based |
on the assistance of an outside expert(s) in helping a,system work o
~ through its own problems and define its own needs prlmarlhy through
the use of reflection and authentlc feedback. _ !
DERIVATION CONFERENCE. usually comprised: of resource pers-ns and client
system representatives meeting on a temporary basis ty col'laborate
on problem definition, information retrieval, derivatign of" implicar
‘tions for action and plannlng for |mplementat|on This\tactic
‘ ucomblnes group process analxgls, dlagnosns, retrleval and collaborative
problem solv1ng all in one. ‘ ‘ ,

DlFFUSION NATURAL "Diffusion,'" in the social context, refers to ‘the
spread of the adoptlon of an innovation; usually there Jis an\extended
early period of testing, development, trial-and-error, and sp-radlc
Yocalized adoption; but after 103 to 20% have-adopted, the vas ,
majority of .potential adopters will shortly follow due to the forces
of social interaction. - . PRV ALE

EXPERIMENTAL DEMONSTRATION in the hands ;;\E skilled demonstrator, and
under |yeal circumstances, a zemonstration of an lnnovation can be
- quite powérful for adoption. Remember the old.saw 'seeing is believing'.
To.be effective a demonstration must look convtncung CRirst it ‘gk

must show clearly and dramatically that the. innovation makes .a differe ge,'

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

something that the cllent <€an really use in-his own setting: with hls
o

resources. RN e 4 Y \

FAIT ACCOMPLI :. thts strategy of change cons1sts of lnstalllng an lnnovaf\on

wi thout consulting users or without informing them in adyance. It has
-t _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 issles are relevanq |g a.
{.co?5|derat|on of thls approach. : ‘ Q

FlNANCIAL SUPPORT: regardlegs of their potential long term benefits most
sngnnflcant innovations are-perceived as ‘being initially costly because
they require purchases of supplies and equipment, training,. releasd
time from other dutles, etc. Provision of flna9c1al support ekther .

és\zgymp priming'' or as long term subsidy may be a 'necessary p econdi'tion .

for acceptance of innovations. However, there is little evidence that
such support, if offered. without dny restrictions, guudance, or|
“strlngs", wnll really lead to j

|

FORCE FIELD ANALYSIS “-an approach 'ﬁ*whlch the most important social N
forces favoring and opposing the change are identified, listed, and. .

" rated for potency. From®this listing the change agent can choos
;ﬁif specific targets for emphasis.including both reduction of opposvn
", forces and strengthenlng of favorlng forces. :, . . <« =~

GROUP OBSERVATION AND PROCESS ANALYSIS: self-conscnous examination by ;@
group of its own on-going Interactlon processes in order to understand
3 froup processes and to enhance group. trust and openness. The self-!
criticism and group c%nsensus which often arise from such analysis
help to facilitate behavioral adJustment to change. : 1
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HUMAN RELATIONS LABORATORY: a-''temporary system'' strategy for improving :
. . : ' problem-solving skills which can be adapted for use by individuals,
e - groups, organizations or communities, was originated by the National
Training Laborataries (formerly a part of NEA, now the NTL Institute
for Apptied Behavioral Sciences). The core of human relations ' '
o training is tHe sensitivity or T-group. However, a variety af other v
mechanisms aregenlisted in the development of greater openness and )
interpersanal competence,’ the prerequisites of effective problem-
' solving and meaningful innovation. | / :
' M @ . . ' hY
.o 'INTER-ORGANIZAfioNAL VISITING: on-site-observation of other systems is.
always helpful in providing the client with a broader perspective on -
‘himsel’f and a change. to observe innovations in.action before trying
. - them himself. ".Cosmopolitanism i%'hrgh]y related to innovation.
\ LEADERSHIP CHANGE: a new leader brings new knowledge &nd 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 decessgry-(but‘not»sufFitient)”starting point.

LEGISLATED (OR ADMIMISTERED) CHANGE: a change strategy, which assumes that
an innovatiof can be effectively diffused through legislative or
administrative’ fiat; i.e., if .the leadership is convinced that an
innovation will be successful and  beneficial, they may feel thpt

. . ‘ _they can--and-should--decide that all users under their control
‘ - shall receive it (e.g., automobile safety devices and ‘public school
“desegredation guidelines).. oo ) )
: ‘ LINRAGE: various types of interpersonal and intergroup connectedqéés
- are necessary for successful innovation. Amohg these are linkage
_ to resource; Linkage between the school system,and its greater
- commnity, which serves to keep the goals of' the 'schools ‘responsiye
~ to the needs of the surrounding ‘environment, ‘and vice vessa; and m
s linkage ahong the subparts of the system brought about by communica- |
- tion among tolleagues as they pri;ged to try out and to adopt an !
innovation. s , .

MASS MEDIA DISSEMINATION: the dissemination of new ideas through television,
' radio, and the popular press. It is usually most effective (a) for
_ : reaching opinion leaders who are media-oriented, (b) for creating
o avaveness of new ideas,.(c) for conveying simple ideas, and (d) for .

- disseminating im erisis situations. Effective utilization usually .
. requires that mass media be combined with other approaches. /
. . L . N
A "MULTIPLE MEDIA APPROACHES: ‘effective innovation strategies, as we]l/as
? efféctive advertising campaigns, employ a variety of media to reach
potential users (e.g., né@spapers, pamphlets, TV, radio, demonstrations,
\ free samples, etc.). Researchers shave verified that differeng kinds
. ' of media are optimally effective Jt different stages in the adoption
- ' ,process.(i.é., awareness, interest, trial, evaluation, adoption). A
" o - successful stratégy of media use would synchronize different/ media

o /.

with the progressive stages of user involvement. /
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NETWORK BﬁILDiNG a conplex'strategy which results from ihe use and '

‘ o o enhancement of informal social relationships in a client system by
' a change agent. Through informal personal contact the support of _
Lo o opinion leaders in the system s enlisted in the first phase of ’
' network buildlng Demonstrations and other forms of group meetings
" - are emphasized in the dififusion program. A network, once established

for one innovation may provide a speedy and efFectlve medlum for
_the diffusion of many other related |nnovat|on .
OPINION LEAD%@SHIP UTILlZATlON it has often been asserted that if opinion
o leaders can be influenced then the rest of the social system will "
‘ follow. Since there are many variables that determnne the effective-
. . ness of this approach, it should be used with cautfon For example,
<iilt is predicated on the assumption that opinion leaders do exist for
a given innovatiom, that they can be_jdentified, and that they can
- o . ‘be persuaded earlier than most of their followers.
OVERLAPPING GROUPS: the free flow of new ideas between groups is greatly
N facalntated if some members have dual memberships.and act as "link-
. pins', passing information back and forth between systemg. ' BN
PAGKAGING FOR DIFFUSION: clear, attracttve and effeCtave labelling,
' o printing and formating of the innovation can add a richpess and a
putentlay power for future adoptlon

@&J © PRESTIGE SUGGESTION: identifyiﬁg use of the innovation with leaders and

R o other well-known pefsonalities on the assumption that these individuals

‘ o ' have true .opinion leadership. Effects of the type of influence~by-

; association are probably very temporary and limited. The'high prestige
source must be seen as a very salient “leader to the user’s reference

- ' ) . group, must be seen as having legitimate expertise relevant to the
P o : ‘innovation, or both. . i ' " ;/
" PROBLEM SOLVING: a term used widely and Ioosely to describe various
. activities which, represent a step-by-step, or systematic, or rational ‘ %
' approach to fF1I|ng human needs.. It usually incjudes distinct phases ~ ‘>

of problem definition or dlagnOSIS, setting and prioritizing of
objectives, searchfor and seliction of solution , and try-out of
rsolutlons with evaluation of the try-out.

"PRODUCT DEVELOPMENT according to the R andD modél of planned change,
ideas afid prototypes of an innovation can be systematically evaluated,
-,k ° adapted, and ‘packaged so that when it finally. reaches the user all
' ' problems have been anticipated and corrected--and thHe innovation is
. guaranteed. against even the most fumblihg and incompetent adopter.’
Most currently available educational "innovations' have not resulted
from such’:a_comprehensive RED 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.
* ° . . ¢
RsD UNIT: a new organizational sub-unit established with the specific .

% L mission of doing research and development for the local system so that
‘,c' - . it can be continuously innovative. Installation of an "R&D' unit
. T is one tactic that can be used to thp hring about organizational ’
' self-renewal. .
) i3 ,
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- » REFLECTION:

-R,D,&0 (RESEARCH DEVELOPMENT AND DISSEMINATION)

\TRESEARCH EVALUATION:

1
N A
the most complex and
systematic of all strategies for innovation, it assumes that very
large investment in resources, coordinated and directed to'specified
|mportant social objectives will pay off ins the long run in very
high quallty innovations which will be useful and relevant to a
large range of users. Sometimes Madoption' is added as a separate,

and distinct phase ('"R,D, D & A“) giving emphasis to the need for sophistl-
cated understanding of the user's role, his attitudes and behavior.

v

many change agents and conqutantS'are able to help clients
by restating the clients' problems. By listening to his own words
and actions 'reflected' back to him by the change agent, the client
can begin to move toward serlous sel f-examination and self-diagnosis.
Reflectlon 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 answers .to most questions
within himself. "

. 9
in lieu of using @n 'experimental demonstration' with
its potential bias one may perform a careful documéntation and evaludtion

over tlme to measure the success or failure of the innovation. Some

‘clients will only be persuaded by scientific evidence that the

innovation had succeeded in: ‘their own setting. fontinuing research -
evaluation is an important aspect of an R,DED strategy

PLAYING:

ROLE acting out roles qf other members of ‘a system-in "simulations"
of real sjtuations. This is an-effective metho or gaining under-
.standing of ourse..ses as others see us and forih ling various
aspects of problem solving and innovating prior ¥f behavioral
S commitment. Role playing of the ctient by the chMnge 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: 1like role playing, the actual assumption of other roles

-

SENSITIVITY TRAINING GROUP ("'T- GROUP“)

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:

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 freact 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 tralnnng .
and many organlzatlonal self-renewal programs.

,.,

—

-99- gpCRs




“ ) . ’ - o .
. . 7 g,

- SUCCESSIVE APPROXIMATION: through a series of evaluations and contingent
‘ redesigns an innovation can gradually be-shaped intu a more_ useable A
product. - e T e .
_ . @ . .- B
SURVEY 'FEEDBACK: involves a systematic collection of data from the members
, ' .3 ‘of an organization on such questions as ‘job satisfaction, supervisory}~
o e behavior, work motiVations, etc. This data is summarized and fed
- " back to administrators and their subordinatcs as a means of ‘confronting
2 " real perceptions and performance. This process helps to unf{&eze
. ' the organization by revealing-real but heretofore unspoken conflicts
" and‘problems. The client system is then-able to generate- an accurate .
self-diagnosis and specific, remedial actions, rith consultative . '
help from social scientist change-agents. . '

-

o .. . _ , ' , . ‘ T .
SYSTEM SELF-RENEWAL:‘ refers to the development of an atmosphere- favorable - .

g to continuing innovation and an internal capacity for problem-solving
" through the collaboration of an 'inside-outside' team in the training

»of various ''process’t skills. ' ' '

a

AT

. g
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R _ SYSTEMS ANALYSIS: usually refers to a.systematic strategy of innovation
,  which begins with the careful construction of an optimum but detailed -
‘. N  ideal model of the problem area. Comparison of this ideal model with
' current .operational reality highlights various shortcomings and focal
points for change effort. The problem foci are ther systematically

tackled on a priority basis so that steady progress is made in
approaching the ideal, " a - - ’
. . , R ,
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. Morkshops, 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. Alsg, 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 ’
(1inkages) which in turn may lead to the *formation of new permanent
- systems. & " : Y e s

TRAINING: * the change agent’may be required to actually show the user how
to implement an innavation by increasing his skills through workshops,

T - internships and inservice training. The mere awareness of an innova~ . |
tion is, Epvmany cases, not sufficient for its actual installation. . -
. N Y M © : -

. TRANSLATION: in order that potential users understand fully the innovation
‘ and its theoretical basis, the_change agent may often be required
to, translate ‘such information into language familiar to his cli%pt.
' ) % g SN, _ . ‘
. ‘ 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 ofi useful
‘innovations. - . : : L
. | ., E I : e 8 o PN
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. HOW TO BE A PROCESS HLLPPR:

e
14

Understanding that all three chande agent roles are important and
partly interrelated, we will focus our concern .in the Guide on the pro-
cess helper. Figure 3 illustrates a six stage model whirh we will use
"throughout this book.in describing his activities.

9

FIGURE 3: “Change Agent as Process Helpef: How the Guide is Qggahfzed
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| EDUCATION
THE| WAY IT1S NOW

STAGE & ° .
Building a Relationship.
(between change agent-& client)

-

-t STA@E_II

Diagnosing the qubieﬁ
¢ A}

.(7»" o STAGE 111

Acquiring Relevant Résources ;J

{

.STAGE ‘| v .
Choosing the Solution ‘}
/(ﬁ " STAGE V ,

i Qgining Acceptante :

j .

¢

- T

. . STAGE VI
Stabilizing the Innovation and
Generating Self-Renewal
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