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ABSTRACT

The Development of an Interagency Agreement Between the
U. S. Office of Educatlon and the Lawv Euforcement Assistance Administration:
The School Crime Intervention Program of Youth Advocacy Projects
HENRIETTA SCHWARTZ, Roosevelt University
BERNARD SCHWARTZ, Roosevelt University
The purpose of ¢ .5 investigation was to document the development, operation,
and impact of an interagency agreement between two federal departments cooperating
to create a School Crime Intervention Program. The study used a variety of
organizational theories and anthropological models to analyze the largely

f the federal agencies and interviews

[n]

ethnographic data collected from the files
wirh key actors at the federal and local levels. The findines and recommendatilons
presented to the decision-makers in thie agencies will be incorporated into

policies and practices at the national and local levels.
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The developient of cooperative programs botween agencies ol the federal povern-
ment, though rolatively rave, ias been viewed by Congress and the President of the
United States as dusiraple divection for potentially more effective use of scarce
resources and for speedler effectuation and attainment of national penls. Lhis
paper will exanine a sucecssful model of such a fFederal ageney agreement, and through
the approach of eorganizitional thoory and authropological inquiry - an ethnograpbic
approach —-- del ineate the patterns which emerged, the fmplications for other such
agreements, and the potential for broader and more froquent replication in the area
ol educalion.

Tn responose to atteation by Conpress and wideapread public concetn reparding
juvenile crime, Public Law 93-415 was passed by the 93rd Congress and was supported
by tue 94th Congress and approved by two Pfeaidentsgl The Juvenile Justice and
Deiinquency Prevention Act of 1974 provided a basis for a national attack on the
problems of youth and supplied che focus and funding for the interagency agreement
betweent Lhe Department of dealth, Education, and Welfare, Office of Lducation,
Teacher Corps Program, and the Departmenc of Justice, Office of Juvenile Justice
and Delinquency Prevencion, Law Enforcemcat tazistance Administration. The inter-

agency agreement created the School Grime Intervention component named Activity II

of the Teacher Corps Youth Advocacy Programs, called Activity 1.7

The parpose of
tihhe program was to reduce crime and violcnece and the climate of fear accompanying
these disruptions (n public schools in ten sites across the country through the in-
tervention strategy of Student Initiated Activities (SIA).

The OFffice of Juvenitle Justice and Pelinquency Prevention/Law Enlorcement As-
sistance Administration (0JJDP/LEAA) advanced the idea that Srudent Initiated Acs

tivities (STA) would bring about subcultures in schools among students in which

l’Bayhi Birch, "Seeking Solutions to School Violence,

No. 5, January, 1Y78, p. 299.

The Kappan, Vol. 59.

“Activity I, "Youeh Advocacy Projects focus on strengthening the educational

opportunities available to troubled youths, who are currently ignored or ‘pushed

out' by the public school system', Clarence C. Walker, "Youth Advocacy Programs in
Teacher Corps, Fact Sheet." Teacher Corps brochure, Washington, D.C. 1978.




students relt n sense of ownership and b tonging.  The OJJOP/LEAA also supgested
that teachers and administrators In schools should share with the studencs in che
planning and implementation of the school program, on the assumption that crine
and disruption would diminish {f students took part in decision making.

Tnterageucy agr&eménts'ag the federal level are vare for a variety of reasons:
the varying missiouns of governmental agencies, tine different procedures cuployed by
cach agency, mismatched time lines, differing legislation for funding, "urf" prob-
lems, and non-parallel agency structures and styles. Therefore, when such an
agreement is concluded and translated into ten operational field-based projects in
all parts of the country, tae agreement aund attendant progrvam should be investigated

for replicable elements.

L. Assumptions

The assumption was that the uniquencss of the effort merited full documentation.
This investigation strictly speaking was not an evaluation, nor was it councerned
with the level of 'successful'' operation of the individual projects in the field,

excupt as kev informants perceived their impact on the program culture. The investi-
1 3 [ I g

ive and analytical picture of the origin, de-

[
[ind

gation should be viewed as a descrip

velopment and operation of the School Crime Intervention Program, herein after

Lr

referred to as Activity 11 of the Teacher Corps Youth Advocacy Program.

1I.. Conceptual Pramewor

The Activity IL program was viewed as a subculture! within the larger framework
of the Teacher Corps Youth Advocacy Program (YAP). A subculture may develop when
individuals work toward common. goals. Three constructs of the origins of a subculture
wore used teo view the development and nature of this interagency agreement which came

to he known as Activity [I. They were:

Ly subculture refers to a distinct group of individuals who share the common
elements of the mainstream culture, but also possess a unique set of behaviors and
visible identity within the framework of the broader culture.
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L. Complementarity of needs betweco: two agencies at the Federal lovel.

2. The ncecessary elements in collaboration, which arve deseribed as a trans-
actional model involving parity among agencles, roles at the interface
of the cooperating groups, and negotiatlon as a program process.

3. Changes in individual and group behavior in response Lo the mutual adap-
tation of one culture by another, the adaptation of the Teacher Corps
culture to that of the QJJDP/LFAA and vice varsa to create a program,

A, Complementarity of Needs

T

ram officials concerning the scope of work

lar

[¥]

In preliminary discussions with pro

[

involved in the study, it became evident that both agencies, had, not similar, but

complementary neceds in the summer of 1976, Further discussions and an examination of

i)

the files reinforced this assumption and functioned aSAé useful way of describing and

explaining the speed with which the two agencies were able to accomplish the contract

negotiations at the federal and local levels. It is thie assumption éE this investiga-

tion that joint agreements which lead to Ffunctional field based projects begin with

complementary needs in the following areas:

1. There is a congruence of underlying motives among the agencies, for example,
social service, eagnamii regulation, child welfare, etc.

2. There i

—

]

sufficient proximity to permit ongoing interactions between principle

actors in the concerned agencies at the federal and local level, e.g., oppor-
tunity for face-to-face contact between decision makers,
3. If the agreement requires a field based cowponent, there is a level of readi-

ness in the fleld which provides fertile ground for the creation of operation~

cts.,

)

al proj

4. The concerned agenciles have parallel time lines in funding, program operation,

and enabling legislation.

At the time of negotiation, there is an availability of fiscal, material, and

L%

(1)
2.

irectly related to establishing the agree-

%]

human resources in those agencile

ment. 6
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6. Thero are peraiscent and committe | advocates for the interagency agreement
in borh agencies.
It will be seen when the data are presented that most il not all of the conditions
concerning complementary needs stated above are characteristic of the two agencles in-
volved in the Activicy L1 interagency agreement.

B. Characteristics of Collaboration in Transactional Organizations

Any organizacion can make choices about the style of adminlstration that will

govern the interaction of people and roles within the organization. It is the conten-

tion of this investigation that Teacher Corps exemplifies a transactional style of inter-~

action. 1Its success as a federal program over the last several years illustrates rthe

value of such a style. The term transactional comes f[rom the socio=-cultural model of
social behavior in organizations outlined by Getzels and Gubal A diagram of the model
is shown in Appendix C.

The transactional model assumes that each program Is a unique soclal system char-
acterized by institutional role sets (i.e,, teacher-student, doctor-patient, lawyer-

client) and expectations, and filled by persons with individual needs. The three styles

I

of leadership—followership which the theory defines are nomothetic, ideographic, and

transactional.. The nomethetic style emphasizes adherence to role expectations and the
requirements ol the institution: an assembly line or a prison are examples. The ideo-

raphic style emphasizes the nced dispositions of the individuals: a vesearch and de=

velopment center in industry is a good example. The transactional style emphasizes the
interaction of the two, i.c., the institution and the individuals, The literature pre-
pared by the Teacher Corps program andrthe articles written by its director clearly

state a prefereice for the transactional style of organizational management, particularly
in the requirement for collaborative arrangements in program management at the local and
national level.

Teacher Corps [urther fits the conditions usually found in organizations which

li.W. Geteels, T.F. Campbell, J.M. Lipham, Educational Administration as a Social

Process, Theory, Research, Practice (New York: Harper & Row, 1968).
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adopt a transactional style. Tirst, it ir a low power organizmation requiring the co-

operation of universities, communit ies, and school districts at he local level to

funceion effectively. S¢ ond, the Teacher Corps programs tend to be new and experimental

regeqar

| EL
‘F
1‘”

and evaluation to

e

;@,Eh@épdftlzlpaﬂtb and require ¢ constant input of data fror

self-correct operations, Thirc, the collaborative model of maximum participation

in_the decision making process is scen as a valued end In itself in addifion to the

s _ownership and commitment to program goals.

umption that wide participatd

Given these conditions, it seems appropriate and usetful to look at the Activity IT com=

Teachoar Corps Youth Advocacy Projects as displaying the threc character-

rT
‘ﬂ'.u

ponent of the
isticy ol a collaborative transactinnal organization.

In terms of the structure of the arrangement, one would expect to find parity among
the agencies involved in the agreement, specifically, Teacher Corps and OJJDP/LEAA. That
is, therc would be joint decision making and much consultation among the agencies re-
girding the nature of the program, the thrust of the field based activities, the fiseal

-ond, if parity is a key term in structure, interface

T
el

nanagement, monitoriung, etc. Se

is a key term in role definition., One would expect to find a series of roles at the

[

federal and local level which function as liaisons between the agencies and the program
components. The task of persons in these roles is to interpret the program to the in-
volved people, gain their understanding, sympathy, support, and assistance to accomplish
the administrative work necessary to make the relationship among the agencies funetion-
al and smooth, Finally, if parity is a key term in structure, and interface a key to
role definition, then negotiation is a key term for program process. That is, one
would expect conflicts, tensions, misunderstandings, and differences would be resolved,
not by administrative dictates or confrontations, but by negotiation and mutual accounta-~
bility.

Teacher Corps was the agency charged with carrying out the activities of the in-

teragency agreement. In one way or another, the history of Teacher Corps and Youth

Advocacy Projects exemplified the three characteristics of a collaborative transaction-’

al organlzation. Many of dlts structures arec based on the concept of parity, many roles

3



are defined as interfaces between groups . ud the prevalling process is negotiation,
How well the other agency, OJJDP/LEAA, fits this model will be discussed in the re-
sults section of the report.

C. The Creation of a Program Subculture - Cultural Universals Model

Two program cultures, Teacher Corps and 0JJDP/LEAA, came into contact for the pur-
pose of establishing a new set of field based projects called Activity 1II, the School
Crime Intervention Program. Both agencies had established operating procedures, for-
mal and informal ncrms and other institutional trappings familiar to the participants
in each organization. Further, the Youth Advocacy Projects of Teacher Corps had evolved

culture to meet the needs of

(5

its own set of unique procedures within the Teacher Corp
the special clients the YAP projects served. Activity II brought these separate
lifeways into contact in 1976, There was some culture conflict, some assimilation, some
selective adaptation, and some rejection.

The framework through which these events will be viewed 1s borrowed from the an-
thrépalagisﬁ.l A description of the cultyral universals framework follows.. Federal
agencies (Teacher Corps, Office of Education, 0JJDP/LEAA) and the set of 10 local YAP
projects are viewed as cultures, or unique systems of human behavior related to the
goals of each agency. These agency cultures had purpose, pattern, and coherence and
responded in different ways to contact with the culture of the other agency. The point
is that the interagency agreement did create an identifiable subculture within the
Teacher Corps mainstream called Aégivity II with its own values about what ought to be
the best ways of doing things and what is good and what is bad., The value system and
saven other identifiable patterns of behavior and belief are called cultural universals
or universal patterns of behavior. They represent those universal aspects of human
behavier which each culture or subculture must display 1if group living is to occur., In
addition to a values system, each agency culture must have a cosmology or wprl@ivigg

which specifies what constitutes reality. Each cultural unit has some form of social

1iThe Schiool and the Classroom as Cultural Systems," in Martin Jason & Henrietta

Schwartz, A Guidebook to Action Research for the Occupational Educator, DAVTE, Illinois
Office of Education, 1976. pp. L35=1&3. 9 o

) ,
- L T R
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organlzation which poverns indlividual and roup relatlonship events to the polnt of de-
termining titles and forms of verbal address., Each system has a techuology, a body
of knowledge and skills used to perform the tasks nccessary for the system to function

and survive. There 1s an economic system which regulates the allocation of goods and

services In the agency or project. Further, there Is a form of governance or a polit-

system regulating individual and institutional behavior which specifies how de-

cislons are made, how power, authority, and influence are acquired and used, and who
participates in what decisions. Typlcally, there is a special language uniquely

suited to the goals of the agency. Finally, there is a socialization process or educa-

tional process which regularizes the transmission of knowledge to the neophytes, the

unlearned ones in the group. It should be emphasized that the cuyltural universals
model is only oune of wmany conceptual frameworks which anthropologists use to look at

the world. 1Tt is uswd here to attempt to capture the development ¢f the subculture re-

lated to Activity Il programs.

LLL. Methodology and Liwitations of the Study -

Data collection and analysis began at the end of February, 1978, and concluded in
mid=May, 1978, approximately three months later. The methodology used to collect and
analyze information concerning the development and nature of the Teacher Corps and
0JJDP/LEAA interagency agreement combines aspects of historlcal research and anthro-
pological field methods. Four primary sources were used to collect information:

1. iﬁﬁerview with key informants, at the federal and external agengigs involved:
Teacher Corps and OJJDP/LEAA and Social Action Research Consultants, the ex-
ternal evaluator.

2., Examination of the files in Teacher Corps, Washington, and some file material
provided by O0JJDP/LEAA personnel.

3. Interviews with the project directors of the 10 Youth Advocacy Projects in-
volved in Activity II programs. Interviews with the Associate Directors® in-
volved in the 10 Activity II projects

4. Nonparticipant observation of Activity 11 related events.

*In Dﬁé ES&E, a Pfcgtam Development Specialist rather than an A55521até Director
Q was interviewed. -

Aruitoxt provided by Eic:
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Content analysis was the primary techalque used to derive patterns Trom the
written material and a themitic content analysis wus used to analyze nonparticipant
obsorvation notes. lour Interview schedules were developed for each role group re-
presented among the key informant group: one for thosc invelved at the federal level
in Teacher and OJJDP/LEAA, a schedule for the external evaluation firm, Social Actlon

Research Center, a schedule for the Project Directors, and a schedule for the

Associate Directors in charge of the Activity II components of the YAP programs. In
addition, informal conversations were held with other p&rééns identified as being
closely related to the development of the agreement, a former YAP Project Director,
the executlve sccretary ol the Lgap (the network organization for the 10 projects),

a fiscal officer from the Office of the Budget, the fiscal officer for Teacher Corps,
an LEAA consultant und others identified in the list of those interviewed presented in
the Appendix.

A variety of journal articles about the YAP of Teacher Corps and other material
concerping the mission of OJJDP/LEAA were read and a selected list of the documents
and Files examined are shown in Appendix A. While all of the documents which were
read (approximately 1000 separate items) were not content analyzed, they did pr@vidé
part of the background information the investigators used to make sense of the data
being codified.

Demographic information concerning the Directors and Associate Directors was ob~
tained from observations and interviews and is presented £5¢ a specific purpose of
drawing contrasts between the two groups. Finally, the judgment of the investigators

functioned as the final filter through which the data were sifted and reported.

Given the limited time available to the investigators for the gathering and ex-
amination of data and the fact that visits to the ten projects could not be made, it
is possible some aspects of the development of the interagency agreement have been over=~

looked. For example, the investigators were not present at any of the meetings of the

11



LDGplthEE many of the concerns related 1o the Actlvity IT components of the program
were negotiated, The principal Investigator was present at the meetings of the Ag~
coclate Directors dn Novemboer, 1977 and Maveh, 1978, and 1t may be thiat their concerns
have been overcmphasized, for they were ohserved first hand. Additionally, there was
simply no time for the in-depth five or six hour repeated Interviews with key informants
in the field and at the natlonal level, nor was there an opportunity to examiune the
files of OJJDP/LEAA with the same Lntensity used to examine Teacher Corps files in
Washington,

The language of the report may seem highly personalized to those unfamiliar with
anthropologleal Literature, particularly with ethnographic descripﬁisné of cultures.
Real names of real pueople are used In this document Ffor three reasons: historical,
literary, and anthropological. Flrset, it iz a historical document and the unique con-
tributions made by key actors arve a function of individual personalities interacting
with each othev and institutional expectations. To disguise the actors would tend to
lead the reader to play guessing games to no avail, For the identity of the role incum-
pents is a matter of public record in most cases. Second, to refer to each individual
by role title vather than name, each time the report required mentioning the behavior
of the role incumbent, would lead to extremely cumbersome prose. For example, a ;impla'
declarative sentence on page 30 which uses the names of those involved would becone,
"In a letter of January 25, 1977 from the Director of Special Emphasis Projects, 0JJDP/
LEAA to the Director of Teacher Corps, a copy of which was sent to the Teacher Corps

’ Youth Advocacy Program Coordinator, Washington, the following appears.'  Third, once
complex role relationships and structural arrangements are described, the reporting
tradition in anthropological literature is to use names. It is in this tradition that
the report has been framed and written. Finally, the investigators' own blases and
limitations must be taken into account as one reads the findings presented in the next

section.

IThe Loop is the network organization for the 10 Youth Advocacy Projects. ILts puré_ﬁ

‘pose 1s to promote communication, cooperation, and sharing among Projects. .The Board g

of Directors conslots of each Project Director. A full time executive secretary igple-

©  ments Loop policy. 12 B o
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V. The Fundiogs

The complete presentation and discussdion of Finddngs can be examined Ln Feleral

ke port # LEAA —J = IAA-030-6 commdssioraed by the U.5 . Depaltment of Justice and the

Departmen t of Health, Education, and Welfare, The Developnent of an_ Interagency

Agreemment : The Teacher Corps Youth Advocacy S chool Crdme Intervertion Program, 1378.

The flodings of the investiga tion are presented dn three vays.® First, a sum-
naty chromology of critical events ls sthwown, The data feor the chrorology were drawre
[ron an analysis of agency file documents znd interviews wvith those persons no st
di_rec tly imvolved in orchestrating the Enteragency agreemertl.

Second, the thrust of the :nteragericy agreement is exanimed and the fiscal ar-
rangenent s &t the federal level are summuarized. The pat tecns vhdch emerged from the
armalysis of the documents and observation notes is commented on dn terms of the
izsues and chemes ropresented ia the program. For example, a caxeful examinatlorz of
thae working drafts ol the interagemey agreement reveals the languige of the documentss
i= related more closely to that of the OQJIDP/LEAA leg islation tham to the 1l anguagse
of the Teacher (orps documents., In the analysis of the norparticipant obse rvaticn
ioeles talcen at Youth Advocacy Conf erences attended by the investdgators dn Novenl»er
o 1977 and Harch of 1978 and at the Washington of fices of Teacher Corps and LIAA.,
pexltens of superior, suborddnate relationships emerg ed which Jdistimguilshed the
vaarying styles of the cwo agencies.

j‘le;a; ‘a suamiry of responses to Ilnterviev schedules is presented by role grioup.
(Ln the Eull report these daca are presented In tabular form.) The categor les wezte
lesrived From a thematic anmalwysis of responses, Fron these data and the his tor ical
aad obhservation info mation, a descriptdon of the aspects of the Activity Tl subculture
i= presented.

The summary Information which follovs is an abstyact of che moxe than 60 pages

oF detailed f(indings presented in the full repoxt.
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A Complencntarity

With;regafd to the construct of complementarity, both agencies had common broad
so clal moals In the area of working either directly or indirectly with troubled
youth., Both agencies had the charge to develop and demonstrate nev models of im-~
éLeménting;iastituti@nal change and of waking some impact Dﬁ'tﬁe nation's schools.
Teacher lorps had a longer history of work ing in schools with administrators and
teacher s, but could not use its funds Eor direct service to students. The 0JJDP/
LEM couldd use funds For direct service to students, but as a new agency, had a

limited hdstory of working with publie schools.

B. TrauwsactIozal Model

The mecessiry elements in collaboration described in the theoretical framework
arad tef er xeg t::as>the ¢ransactional model Ffacilitated the program design and opera-
tfon of the apreement. These vere: |
1. TFleld—bascd readiness - There was a_leval of readiness to engage in a
progran like Activity IT on the part of several of the Youth Advocacy
Project Directors as a result of previous experience and gémmuniﬂatiun
on ghe subject of delinquency-

7. TPower and authority of chief administrators in the two agencies - William
L. Snith, Director of Teacher Corps, and Emily Martin, Director of
$pexial Emphasis Projects of OJJDP/LEAA, had the authority and respon-
sibilzity to respond quickly to crucial issues in Lhe program and negotiate
thezm,

The use of the transactional style of organizational management which

(e
L]

alloved the accommodation of different styles of agency operation, nego—
tia tion of conflict, communication at all levels of the organizations and
wit I the field, and operation on the basis of parity between the two

agenc ies.

14
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4, Frequent contacts between the key actors in the development of Activity 1T
allowed for the rapid emergence of a program subculture with its own
language, norms, technology, economic system, and the other elements of a
functional entity in the Teacher Corps program structure.

S. The power ard viability of the Student Initiated Activities Model (SIA)
which was developed by 0JJDP/LEAA and was further refined by the 10 projects

in the field.

C. The hctdvity IL Subculture

Analysis of the data revealed that the Activity IT Youth Advocacy Program (YAP)
5§bzuifgfe, althougit temporary, made an impact on the Teacher Corps prégfam at the
federal level, DJJD?/LEAA perspective on scihools, and on the flexibility of the ex-
terﬁailévaluatﬁr. The culture refined the technology of the SIA model, generally
used Zhﬁ@; expertise, and fiscal resources to benefit youth and schools, developed
its own jargon, extended courtesy and attention Lo nevcomers and, for the most part,
was peocluctive and functional. Tne participants perceived that iocal project goals
weere met well, and almost two-thirds felt the program had reduced disruptive behavior
in tie couperating schools, Areas for further rescarch were delineated, limitatioms

were pin-pointed, and data was collected from which further generalization can be

drawi o

p.  Summary of Specific Findings

A review of tie findings revealed Ehejféllawing specific data:
1. Eaeh federal agency had an internal structure with lack of role parcllelism
between the two.
9. fThe School Crime Intervention Program, created by the interagency agreement
between 0JJUP/LEAA and Teacher Corps, developed, operated, and evaluated 10 programs
scross the country, each of which reportedly had some impact on the problem of school

crime, at tela;%yg;yglaw";qst},yighaqg,asgaglishiggra new federal agency.




3. OJJDP/LEAA and Teacher Corps, Washingion agreed that the Activicy I1 YAP would
operate under the supervision of a rmew fleld role, an Associate Director to be

selected by the Project Director with job functions and power specified at the

local project level.

4. Much of the tension surrounding program operation revolved around the role of
the LEAA selected external project evaluators and allocation of resources to this
evaluation of project impact. . YN

were inscructed to keep Activity

i

5. Teacher Corps Youth Advocacy Program Director
II "separate.” The site of the project could not be the same as Activity I and the
staff for Activity II was to be different from Activiey L. Lacer, projects were
instructed to articulate Activity I and Activity IT.

6. Interviews revealed chere was unclarity about che goals of Activity IT, or at
least that the ficld staff reccived mixed messages from the cooperating agenciles.

7. Staff personncl in both federal agencies learned each others' vocabulary and

style quickly and Cunctioned well. liowever, it took the [deld-bascd staff longer

and creaced misinterpretations of messages from the Washingron offices to tiie local
projects,

o. Respoudents reported a varicty of interpretations concerning the major interven-
tion strategy of the program, Student Initiated Activities ($1a). Definitions

ranged from youth participation to youth power in and over school affairs.

Y. Ultimately an acceptable definition of SIA was evolved at conferences in S
1977 and March, 1978, but Teacher Corps funding patterns still did not Cernit students
to recelve woney for participation in student initiated activitcles.

10.  Common role and outcome definitions emerged during the course of the progran.
More roles wore defined as liaisous among the various groups. Outcome statements

reflected all groups dccepting crime reduction in schools and testing the SIA model
and impact studies as Lmportant outcomes of Actliviecy II.

il. unce all groups lad eungaged in several face-to-face Eﬂ&@uﬁtéfsg a common program

identicy emerged.

Q ,
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12. The transactional style of organizal ional process characteristic of the adminis-

tration of Teacher Corps was functional in the development and operation of the

interagency agreement and the related ficld-based Activity II projects.

The following are implications of and recommendations which correspond to the
above findings:

L.  The inclusion of the Commissioner of Education on the Coordinating Council of

0JJDP/LEAA would create greater linkages of the agencies. If another interagency

arrangement is negotiated,

Corps: YAP Coordinator, Re arch Liaison, Education Program Specialists, Fiscal

Officer, The Loop Board of Directors, the Associate Directors group, and the Director

of Teacher Corps or hils designee. E@Qm_gthQJJQ?/LEAArgﬂqrthe External Evaluator:

the Director of Special Emphasis Projects, the Program Monitor, a Resecarch Specialist

3

0JJDP/LEAA consul tants, and one or mdre representatives of the External Evaluator
should be includued, [t ls sugpgested that this Interagency Conmittee meet four times
a vear to clarify geals, deal with governance issues, and scot policy. This should
insure parity, parallel roles at the interface, and negotiation as characteristics

of the collaborative model which worked in the Activity I1 School Crime Intervention
Program.

2. Using this interageacy agreement as a nodel, replications of this program and
others should be encouraged when it can by shown that the previeusly described condi-
rions and enabling legislatiop are preseont.

3. If Activity I1 is to operate as a semi-autonomous entity within an ongo ing YAP

iate Director), must have

ﬂ«
w—-.

project, then the individual res sponsible (here, the Asso
clear tasks, reporting structures, resources, pcer support systems, channels to

federal ageneics, and parameters in which to function. The title might be changed to

Coordinator and the relationship to the Project Director and other agencies should be

17
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detailed either by group negotiation (in the Interagency Committee) or by federal
guidelinegg A general selection model and set of role responsibilities could be
developed with input from the concerned groups.

4. Sufficient planning time should be allowed to permit field-based staff to under-
stand, and, where necessary, modify the design of the external evaluator. Again,
the role responsibilities of the External Evaluator should be negotiated early in
the arrangement, e.g., the number of site visits and local responsibility for data
collection. -

5, 1f institutionalization of Activicy LI program Q!Eﬂénts is to oeccur, cthe experi-
ence and skills of the Activity I YAP staff should be utilized to accomplish this

legicvimation. In any case, future YAP projects should incorporate (vithin the limits

,ua

of fiscal and legislative constraints) successful elements of Activity II.

6. 1f another intoragency agreement is negotiated, common definitions must be reached

at tiue federal level with input from the field concerning the thrust of the program,

or impact evaluation or all of these.

i.e., crime reductivn or testing the SIA MNodel

icher Corps, 0JJDI

7. If anothecr interaponcy agrecment is nepgntiated, Toes LEAA person-

nel, and the evaluator should receive an orientation which wil)l familiarize them with

the functiou, slyle, aiw goals ol the other agencies.

8. :gggiqiﬁiggéggﬁgggycgjmsfshqglg_havg come from both the project and the agency

levels so that soal displacement would have been reduced in the field. This would

have allowed the identilficatjon of non-negotiable items prior to the implementation

of Activity 11 and the exterpmal evaluation.

Y, Examination of the [unding patterns of Teacher Corps is encouraged. If a func-
tional staff development model can be evelved by using some funds to provide direct
service to students, such funds should be made available through the Office of Educa=

tion or through other interagency agreciments.

10. 1If another interagency agreement s negotiated, systematic comprehensive docu-

mentation should pe bgi@tA;ﬁrfromftﬁgiﬁggﬁnniﬂg%gf the activity to document changes

and provide [cedback to program planners, implementors, and evaluators. Program

18




e drifts in an ongoing way.

cultures drift. Decision makers should ve¢ aware ol thes

11. 1If another interagency agreement is negotlated, opportunity for cross-role

mm

training and communication should be frequent. This will speed up the sense of

program identity. Some meetings should be struLEqud as_dinformational, others as

tuals and rites of solidarity and intensification.

12. Reporting formals, content, and feedback processes should be established jointly
by the agencies prior to the implementation of the interagency program. External
cevaluation should bg agreed upon by both puartics and the field participants and then

contracted jointly.

In conclusion, the "'success" of the interagency agreement has been documented.

Two federal agencies developed, operated, and evaluated a complex School Crime

rﬂ

the country. Irrespective of

[l

Intervention Program In ten different sites across
their differences, they were able, over a very short period of time, to develop a
comon vocabulary, share technologles, establish work norms, incorporate newcomers,
and take pride in thelr identification with the Activity II program subculture. The
ambition of the progran's goals, the reduction of school crime and disruption,

improving school climate, testing a Student Initlated Activities Model, and doing an

impact study is to be admived. DBut the time span allocated for the achievement of

these ambitious goals was unrealistic according to participants and informed experts.

L]

Specific Conclusiong

Among the most impertant conclusions related to facllitatlon of program design
and operation were:
1. Field-based readiness - A readiness to engage in the program on the part
of the local project field-based personnel in or associated with the
federal agency, as a result of previous experience and communication.
2. Power and authority of chief administrators in the two agencies to

respond quickly to crucial issues in the program and negotiate them.

« 1€
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3. Tﬁg accommodation of different -tyles of agency operation, negotiation of
conflict, and communication at all levels of the organization on the
basis of parity between the two apencies due to the use of the tragsaztiﬂnai
style of organizatioral managemunt.

4, Frequent contact between the kKey actors.

5. The viability and power of the Student Initiated Activities Model on which
the interagency agreement focused.

6. The development and institut lonalization of new norms resulting from the

subculture of the joint program.

H. Implications for the Future

Conclusions from an administrative perspective are best described in a statement
by William Swith, Director of Teacher Corps, who indicated that the Youth Advocacy
Projects have been influenced by the interagency agreement with OJIDP/LEAA in the
following ways:
a) Teacher Corps Youth Advocacy Projects will continue to work with the
Student Initiated Activities Model in the next five year cycle.

b) The value of the external evaluation model developed by the Social Action
Research Center will be considered in future programs.

¢) Teacher Corps programs in 1978 must include goals, objectives, and actdivities
for making a positive impact on school climate, a concept derived from the
interagency agreement with OJJDP/LEAA.

d) Teacher Corps Youth Advocacy Projects hereafter will be expected to include

activities aimed at reducing school crime and disruption and the -climate of

fear associated with these events.,

V. Areas of Further Research

Additional insights into the development of interagency agreements might be
generated through the use of the theoretical constructs described above., In oxrder to

determine whether agencies should engage-in interagency agreements, the criteria
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specified in the complementarity of need: framework might be employed. Data generated
from this kind of needs assessment might give direction to program decision makers

about the potentials for success of a given endeavor. Cowputer simulation models much

]
m‘
Ju

like those used to plan the location and cost effectiveness of public utility sites
could be programmed to determine the potential success of anticipated interagency
agreements.

In the full report, the investigators used some constructs from systems analysis

and psychological anthropology to examine other areas of research. For example, a
systems analysis approach seemed most comprehensive in looking at programs which

required that agencles collaborate as equals to operate field based programs. These

constructs permitted comment on tne manipulable aspects of the collaborating aganaigs.
Redirecting, cortecting or veformulating an organization or a series of programs is at
best difficult and often impossible. It is foolhardy to begin making modifications by
attempting Lo change basic organizational attitudes. However, it is poss ible to
introduce disequalibrium in the organization by making changes in four areas of the
system, in the structure, function, content and process.

structure refers to the formal and informal role rélatiﬂnships and superior and
subordinate relationships characteristic of any formal organization. Modifying one
component in a role set will change the nature of the other role relationships.
Function refers to thé cxpected behaviers attendant to the roles in the organization,
e.g., the teacher teaches and the pupil learns, the doctor treats and the patient
gets well. Specifying new or diffgfent expectations for the behavior of persons in a
role will require the accommodation of new performance requirements or a new role
incumbant. This creates organizational change.

A content change can be made by redefining a goal or making the means as important

as the goals of the organization. Attendant changes in structure and function follow.

A prime example of goal displacementl can often be seen in the mental hospital whose

lamitai Etzioni, Modern Organizations, (Prentice-Hall, Englewood Cliffs, N.J.,
1964) pp. 84=-35.
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major Functlon ig to cure patients. Howcver, mental hospitals are frequently

141
el

custodial institutions charged with keeping patients from endangering or distrurbing
the public. Custodial activities are esscntial to therapy, but if custodial means
become a major focus of the activities, then the therapeutic ends are displaced.
Examination revealed that the resource patterns, the personnel and the operation

of an agency changed markedly with making means more important than goals

Finally, a change in organizational communilcation processcs, who talks to whom,
who reports to whom, how are resources allocated, can create a profound change in
the pattern of organizational operation. By using these four concepts, structure,
function, concent and process, furthoer research on iunteragency agreements can hel
conducted in a logical and systematic [ashion,

The scarclty of interagency agreements among federal agencies like the Depart—
ment of llealtn, Bducation and Welfare and the Department of Justice limits the
availability of evaluation resecarch sites or programs. However, rescarch related
to the development ol policy statements to guide the formation and administration
of such agreements is a fertile area. It might be useful te interview key adminis-
trators of such agreements to find out why more such agreements have not been

negotiated, how obstacles might be overcome and what advantages and costs are

perceived by thac who must implement such agreements.

VI.  Educational Importance of the Study

1F we look at the educational importance of this study, we discover that the
study delineated a model which can be replicated by governmental agencies at all
jevels—-national, state, county, and local--to involve education and other disc iplines
in joint programs achieving more effective use of resources, , potentially greater
frequency of cooperation, and speedier achievement of goals. Further, the application
of the theories and techniques of the anthropologist permit a more comprehensive

description of the processes involved in developing interagency agreements among

federal agencies, and allow for prediction of consequences based on analysis of the
'?L“ hl ‘f_',‘. -
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conditions of readiness for iavolved agencies. Finally, the constructs of accul tu-
ration and diffusion provide ugeful rubrics with which to view the impact of agencies

as cultures in contact.
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