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INTRODUCTION

ED

The chief aim of the Teacher Coips is to facilitate collaboration

Aonyg public schools and wniversities to inprove educational opportunities
for low incame students. The focus of this collaboration is the use of
Toacher Corps/university/school resources to provide inserviee training
to teacners.  Throughout its history Teucher Corps has sought continually
to expand the circle of collaboration, on the project level, to include
all groups who playad a significant role in thoe education of low income
students,  Conscquently, since its inception in 1965, mmcrous program
endents and Tegislative changes have been made to syst amically involve
tarents, conrunity residents, school principals, deans of education and
othars in the chanye programs of Teacher Corps projects. Tcacher Corps
investad heavily in collaboration among these groups in the hope that
the synargy of their combined efforts would increase the inpact of the
projects on the educational opportunities available in target schools.
In effect, Teacher Corps was attempting to cstablish a serics of not-
works, on the school level, which would continue to function after the
cossation of foderal furds., In terms of collaboration, Teicher Corps

. was attampting to develop a functional system of mutually beneficial

| velationships working toward the shared objoct ive of improved oducalional
opportunitics,

. fronically, 1t was not until 1974 that Teackoer Corps actad to croate

. @ systom for collaboration anong project directors and their projects,




the Toacher Corps networks,  The aim of the networks wag to facilitate
wformation sharing and problem solving anong projects to aid thoeir
Jevelopment, and effectiveness. The networks were governed by the project

directors and were provided with firds and a staff to aid the administration

of their affairs and the excution of their decision,

Prior to the craation of networks, no formal channels for shari.ng
ani collaboration among project directors existed. 1The irony of this
circunstance was the large mmber of project directors who had developed
skills resulting fram previous Teacher Corps experience, and the equally
Targe nunbxwr of directors with no oaxperience who were in need of those
skills.  Networks not only provided a vehicle for now poople to exploit
the experience of veterans, they also servad as a means to achieve outcome:;
Jdifricult for any director to achieve individually,

Since their croation, networks have producad nunerous products through
the organized ~ollaboration of project directors. Alternmative training
designg, extensive documentation of effective models and practices, and
2 wide range of project, role groups, and director orientc;d services have
vesulted fram these combined efforts, However, the productive and efficicnt
cullaboration which now characteriz 28 Most networks was only achieved after
4 long period of growth (sametimes painful) and consolodiation within cach
network,  The active sense of ownership, responsibility, and committment
to networking, now fairly camon among directors, was slow to develop,

This chapter will examine the development of networks in Teacher Corps
drawing on the experience of the New England network and others, and cite

Laarnings about the organization and managament of effective networks.




PURIOSE, AND FUNCTION OF A NETWORK

The Teacher Corps networks camprise what Sarason calls a "humin
resource network." It is an association of people with similar concerns
and responsibilities who regard thamselves and their projects as mutual
tesources for positive exploitation., The network secks to naximize the
dagree of functional benefit achieved by each network mamber; to aid monbers
in cffecting the synergetic potential of network collaboration.

The network brings together people who have camanlity of purpose
and diversity of skills, perspectives, and experience levels. This balance
of unity amd diversity is the hasis of what Cohen and lorentz call the |
"dmamic equilibrium; of Networking," On one hand, the network serves to
help its members transcend the constraints of daily operation of their projects,
The diversity of perspectives and experience helps them to see larger-issues
ad concerns and address a wide range of issues more effectively, On the
othar hand, the efforts of the Network are moaningless unless they can be
translated into actior steps which aid the day to day operation of the
projects,

The greator the diversity of experience an perspective, the more
vtfective a Network can became.  For this reason, one primary function
't the Network is to maintain an open systam stance; to solicit input
il invwlvement from a wide range of oth rs, (L.c., project mambers,
toaaeiers, camnity residents, deans, consultants, literature and so on),
This cponness ot only increascs the degree of needs responsiveness arxd
Knowlodge base of Network activities, it also helps maintain a functional
orientation in the thinking of the networkers, This orientation, in turn,
helps to dnsure the seloction and design of activities which will have a

rositive monsurable irpact on the daily operation of project:s,
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ORSTACTES TO NETWORK DEVELOPMENT

The primary obstacles to the development. of networks centerad on Lhe
Questions: | 1) who bonefits - will the nctwork be responsive and account-
Able to the neads of projects and dircctors?; 2) what are the costs -
will invelvament in the network raquire excessive amounts of time?; 3)
can the benefits outweigh  the costs - will the products of network
involvement exceed the costs of involvement?

Although network collaboration makes immediate theoretical sense,
project directors, their staffs, ard their constituents (teachers, parents,
and school administrators) each had operational agendas thoy were not eaqer
to disrupt, When networks were established » the initial reaction of these
Jroups ranged fram the accusation that they represented a meaningless
Wishington "lay-on" to sinple indifference, Very fow showd CXCitament
alout the potential of notworks to produce neaded support. services;.,
vonsapuently, finding  ways to damnstrate the reciprocal benefits of
hetwork isdlvement, doevelop trust among the participants, and facilit.ate the
Assaption of responsibility among the monbors was the fix:st najor test of
the networks,  Also, thes networks did not have a clearly delineated manate

or goals statement, In other works, the first question: "What is the

network and what is it suppose to do?", had no ready answor.

The concomitant effect of the time pPressures directors faced at their
trojects, the absence of a specific mandate, and the fact that the network
andits mombership had been created by a powerful external force slowed
the development of networks, First r Teacher Corps project directors were
obligatad to pirticipate in the networks but did not Imnadiately sce the

totential benetites of their part leipation,  Socond, there was active

$)




Juestioning awmong directors of whether the network's reuources would e

put to purposes they determined or purposes dictated to them by Washimjtén.
Third, uetyork executive secretaries, the chief administrators of networke
(scelected and directed by network hoards of directors) were initially
suspectod of serving two masters, the networks and Vashington. Some
directors suspected that networks would be used, by Washington, to perform
duties not in the projects’ interest. Although those "duties® were never
specifically defined, the suspicion alone Created an obstacle to network
development which had to be Overcame. Fourth, same projoct directors

Saw networks only as a means to acquire resources for their projeces and
were not disposed to reciprocate by contributing their tine, ideas, skills
Or oxperience,

These jroblems were primarially attributable to newness and the
ahsence of input fram project directors in the development of the netwnrks,
Project directors had no formal channels of cammnication or mitual assistance
PY1or to the creation of networks, And, although there was a widely
tovagnizaed need for a vehicle to facilitatoe colla.boration. and sharing
oy projects, the sudden appearance of networks was generally greeted
with suspicion,

The New England Network was no exception. The early mectings of the
boand ot directios were daminated by discussion of who the network heloryjed
to, its purpose and capacity for service, defining the functions and
accountability of the executive secretary, and developing an acceptat,le
vernanee struwctars,  Muring that period thore were threo major concerns
Ao directors,  First, that the network would only be use for purposces

determined by the directors,  Directors wore concerned that the rogowrcos

t




of the network might be exploitad by Teacher Corps/Mashington to excutoe )ts
agendas and would consequently lose its value to the Erojocts it was
supposed tQ serve,  Second, that the exccutive secretary s.:ve and be
accuuntable only to the board cf directors, Directors were suspicious

that executive secretaries would be used to foedback information on the
probloms of specific projects, and that they would be asked to perform
services not specifically related to network kusiness. Third, that there
was parity among the directors in decision making, access to resources,

and access to services., Ard fourth, that the time directors spent away
fram their projects be productive of benefits for those projects,

Also, because of the newness of the network, Integrating its sugport
services in to the projects' nomal operations was a priority concern. If
the network's services were offered at the expense of local project
ctficiency, the benefits realized from those services would be at least

nurtially deminishod by the disruption of their offering,

PALLY NETWORK DEVELOPMINT STRATEGILS

The primary develomment concern in networking is facilitating the
unavth of trust ardt the assumption of responsibility among the mambors,
s0 that the network can become productive arxd mitually beneficial, The
initial steps taken by the New England network included: 1) designing
Ldoverance structure which defined the camposition of the board of
Girectors, the authority of the board and its individual members, and a
process tor declsion-making; 2) defining the scdpe of work, authority, and
anountability of the executive secretary; and 3) developing a process; for

the inftial assessment of poject needs to facilitate the dos sign of programs




and sorvices,

In designing the governance structure and developing programs and
services the issue of concern is defining the networks real constitucncy,

Desiming an equitable governance structure is a fairly simple and straight

torward matter.,  However decision-making and program design recuire the
consideration of and input from ail of the populations impucted. 1In ‘
acher Corps networks there are two constituencies. The first is the
project directors, who, by virtue of their position, have a unique sct of
support and service needs not shared by other members of their projects.
The socond s those poeple who campose their projects and who represent.
the primary targets of much of the networks activity. In order for the
network to be effective, increasing degrees of trust and a sense of mutual
aenetit must be developed among these populations too.

The developmont of this awarcness is aidod when the projoect mentacrs
have a consistent and meaningful role in network program design and see:
the network taking steps to be respensive to the needs thoy identify,

s New Pnaland, the network sowght to provide this role in the follawing
WL
1. The initial asscssment of project neads was corducted by

the network executive secretary in a series of project

visits, FEach role group of each project was interviewed

about their role, its demands, and its nost critical

support nceds.  The benefit of this exercise was two-

‘old. First, it provided role groups with an opportunity

to discuss their needs and make recammendations of ways

they could be accamodated, second, they provided the




executive secretary with an opportunity to get to

know the poople in the projects and vice versa.  These
meetings provided a forum for the discussion of the
network, its capacities and limitations, and the
benefits of cross project collaboration among role qgroups
faced with similar challenges, Also, the data collected

fram these meetings were summarized and presented to

the board of directors for decision-making on proqgram
design,

2. As major areas of program development were defined, task
forces canposed of representatives from target role groups
were establishod. These task forces were charged with the
mission of developing and integrated sexquence of program
activity. Decision made by these task forces were presentod
as recameexlations to the board of directors, |

3. Documentation of activities, products, mdels and probloms
was dissaminated through activity reports and t‘.hr.ough the
network tabloid, The format of the reports and the tabloid
Was organized to provide relevant, useful information to all
role groups,

4. Each year a conference entitled, "What llas Teacher Corps
Taught Us" was held to facilitate product sharing and needs
assessment for the ocoming year, .

Through the vehicle of these strategies, thc network gradually developxxd

G repatation for being consistently responsive to the needs of project

tembers,  This reputation, in twn, facilitated confidence anmong  the




manbers  (both directors and role groups) and their desire to be involved
in network activities. Also, at the end of each yvear, as old projects
temunated pid new ones were funded, the "track record" of the network.
tacilitated the quick involvement of the now projects in network activity.
It is interesting to rote that the last role group to sceriously
wddress its own developmont was the directors, In the first year cof
the network, their energies were primarilly directed to the provision of
services to their projects. Although numerous sharing and problem solving
Acrivities were held for directors, it was not until a consistent and effective
Jtavess for accommodating the necds of their projects was cstablished that
they turmnad serious attention to orn~going development training for
thanselves,  However, these activities did significantly contribute to the
Jdovelopment of networking skills among the directors. As the network
bocane: increasingly effective, the directors began to integrate networking

concerns (sharing infonmtion/skills, etc.) to increasing deyrees.,

ARIINGS
Yur experionces with networks indicate that certain considerations
e fundamental to the effectiveness of this brand of collatoration,
l. Project directors must see the network as their agency,
owned equally be each mamber. Although ultimately those
who are nost active may assume a greater share of informal
ownership and influence, it is imperative that directors
"Iy into" the concept of networking and assume a functional
responsibility for its direction,

The ownership issue alse triggers the issue of twf, o

[ 1)




aid the function of the network ani insure its frecdan
frem dominance by a single project, the network should
be located at a neutral site. As Cohen and Lorentz have
stated, "The setting of the network should always be
on "neutral® ground." They further state, "A separate
office, with an ability to keep doors open to all, is
the appropriate base for housing the coordinator and
administering the network." Our experience has ('an-
onstrated that this separation helps the netvork belong
to everyone and no one. The resulting independence
facilitates the leadership function of the nctwork
office.

3. The network must function in concert with the work flow
of jrojects. If the network services are offerad at
the expanse of local projéct efficiency, the benefits
realized fram those services would bhe deminished by the
disruption of their offering,

1. 'Ihe network must have flexible capacitics, One primary
advantage of networking is the ease of adopting new
missions and tasks. A network must be able to hend
its resowrces to enable it to respond to a range of
vver chnging needs and concerns, At the same time,
it is improtant that a network adopt a ,central integrating
principle(s) which can function as a mission statanent (s)
and guide the development of programs., The existoence of
such a principla(s) will help the notwork evolve with more
orter ik less chaos,

[




5. The network participants and staff must develop cammittmenc
to and skill in the networkiny process, As Cohen and Lorentz
have stated, "A major objective of looking at Networks as
process is8 to encourage individual expression, self ard
ratual hoelp," Effoctive networking is characteri-cd by
the function of the networkars as hoth "givers" and "takers".

6. The network office must have the demonstr. ted technical
capacities to "deliver the goods", A good "track record"
generates confidence among the network membors vhich, in
twn, facilitates creative thinking, and high quality .1
commitiment and involvement. Because the mechanism works,
reople use it and rely on it. If this confidence in capacity
is absent, the scope, ambition, and impact of the network
s sharply dominished, This confidence is especially
important hecause the success of a network is largoely
dependent upon the degree to which i1ts membors perceive a

potential for benefit

CONCTUSION

- wa e g apr e

Heretofore, Teachar Corps networks have boen composcd solely of  two
Yo cyele projects. These projects were fairly similar in structure,
organization, and objectives, Thig year, the difference betwo.on the
twe yoar 12th Cyele projects and the five yoar '78 Series projocrs will
present a major challenge to the networks and to the directors to capture,

tntesate, and capitalize on the difference between these two sots o

Prodocts,




One key to the success of this effort will lie in the networks'
ability to transcend their structural differences, &rd in the directors’
ability o upply appropriate management technologias to thelr direction,
Although the projects will be different in kind, they will not he
1ifferent in character. That is, the major aims and functisns of the
two sets of projects will be parallel. This paralleliam will serve to
miintain the key balance described earlier: camonality of purpose
and diversity of means, perspective, and experience levels, If this
hilance can be established it will reslult in a increase =inievement of

outaomes in projects.
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