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IDENTIFIERS otk zducation cunsqrtium !ﬁacht* #lotk lduc-tion
S Coancils

Intondod for use by council and statt scabera as uell

fuaction, and growth amd ‘developsent ¢ vork ~3du councila and

Project, and an independent study og_uorl education ccupcila sre:

1nclud1ng the planning of goala and gctivi Yaricua ccuncil
operations evolving froa or included ir tie oceal cf council
foraatica are investigated. Discuased no:ﬁ ave soae ¢f the e¢xternal

succeas in ac¢hieving comxpunity ¢olleboration are idantified.
Sussarized next are a ssries of reccanendationa perteining tc -
integrating council activitiea and plamning changes, the need for
qepucil seabéra to act as inatitQdcnal representatives, the role of
cOssunity leadership, and the need'for councila to pericdicallz

foncaesa their. operations. (A related tvo-voluse regcrt on linkagea
betreen educétion and esploysert and training aysteas. ia avlilah
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OVERVIEW

+

There are a range of institutions with responsibilities for facili-
tating the transition from school-to-work. These include school based
programs of vocational, career and cooperative education, CETA youth
programs in-school and out, the Federal/State Employment Service and a
range of comnunity-based organizations.. In addition, business is organized
in many areas under the Mational Alliance of Business, Chambers of Commece
and under CETA Private Industry Councils.. Organized labor™is. represented
by the branches of 'the AFL-CI0 Human Resources Development Institute as
well as Local Building Trade Councils. Each of these institutions has
collaborative responsibilities and mechanisms. Vocational, career and
cooperative .education all have advisory councils. In CETA, there is the
overall planning council as well as youth planning councils. Private
Industry Counciis have a breadth of membership in order to serve as a .forum

for collaboration. The Employment Service has its own Jocal private

employer counsils. The express purpose of the business and labor groups is
to intermediate with other institutions. In all cases, the aims of these
councils, advisory bodies and intermediaries is to help achieve broad
commurity input and awareness as well as to promote coordination and

B col‘laborat_qu.

While there is  extreme vamabﬂny in thg effectiveness of these
delivery institutions and their coordinative me angsms. *balkanization”
tends t0 be the rule rather than the exception. Wost” advisory groups and
planning councils have Tlimited dJmpacts even in their direct spheres of
influence, much less 1in ach1evmg Tinkages between isolated and sometimes
competing spheres. There is a perpetual search, therefore, for new
Eog'r{dinative mechanisms as well as constant reconfiguration of existing
odies. , :

The Education and Work Council is one attempt to "buiid a better
mousetrap.® Work-education councils are addressed to the broad problems of
transition between education and work, but their primary focus is the youtn
transition. The basic aim of the councils is to achieve "collaboration”

- between institutions invoived in the transition process locally. The means

to this end is not Federal mandate and extensive Federal support, but
r'ather' Tocal inttiative with a decidedly nongovermmental focus. The notion
is that the work-education council will not be limited to specitic areas of
concern or to-a bureaucratic delivery system, nor will it be involved in
"turfsmanship.™ Rather, it will represent all elements in the community

and will be able to build a locally based agenda for collaborating amang
‘existing local institutions,

The notion of the work-education council was first exposited by former
Secretary of Labor Willard Wirtz in The Boundless Resource. A set of
councils were established in 1976 with seed money provided by the De-
partment of Labor through three intermediary umits in ovder to assure their
relative autonomy--the National Manpower Institute, the American Asso-
ciation ~of Community and Junior Colleges and the National Aliliance uf
Business. Thirty-three councils were eventually established after careful
review of sites in order to determine the most fertile local conditions.

Under the Youth Employment and Demcastration Projects Act, Federal supnort

Q
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was continued on a gradual lz‘phased out basis for a second and third year
of operation. A total of $5.4 million in federal funds was provided for
direct and indirect support of these councils, or an average nf only
$165,000 per council. 1In other words, the Federal support does not provide
for service delivery and a major activity agenda, but rather for linkage
functions to promote improved activities using aiready available 1local
resources,

'
#

The councils were continued under YEDPA in order to provide adequate

_time to find out whether they worked. The issue of their effectiveness was

of particular significance with the initiation under YEDPA of local Youth
Advisory Councils and of Private  Industry Councils under the 1978 CETA
Anendments. The Youth councils represent a govermment mandated approach
heavily dependent-on prime sponsor bureaucracies. The PICs are nuch. more
independent but they also have significant delivery responsibilities under
‘direct appropriations. Presumably, the Education and Work Councils are
different than either and can fi11 a unique role, although the imple-
mentaﬂon experience should also provide lessons for PICs .and youth
‘councils, . ..

. ~Assessment of the impacts of councils on collaboration and transition
problems s difficult, By design, the agenda of the councils varies from
Tocality to locality. Collaboration is a vague concept and even more
difficult to measure in varying local contexts. it is always difficult to
assess what,would have occurred in ‘the absence of such institutions.
Finally, the competitive selection of sites lefi open the question whether
the experience would be the same in cther locations.

With al1 this said, the need for better Tinkages is undebatable while
the resources and attention devoted to linkages under various programs is
substantial. It is necessary to better understand the linkage process as
well as all possible options. To this end, the Office of Youth Programs
initiated an early case study of the progress of Education and Work
Councils. Under an interagency agreement with the National Institute of
Education, OYP provid&} continued funding while NIE sponsored a major
evaluation of the councils and their effectiveness. :

This volume contains the first report of the NIE-funded assessment,
the OYP funded case studies, as well as background papers commissioned by
NIE which provide better understanding of education work councils and how
}:he¥ %?nafbelgsluated. A final report will be available from the NIE study
n fa .

This volume is one of the products of the “knowledge development"
effort implemented under the mandate of the Youth Employment and Demon-
stration Projects Act of 1977, The knowledge development effort consists
of hundreds of separate research, evaluation and demonstration activities
which will result 1in 1iterally thousands of written products. The
activities have been structured from the outset so that each is self-
standing but also interrelated with a hoSt of other activities., The
framework 1is -presented in A Knowledge Development PI&n for the Youth
Employment and nsiration Projects Act o N owledde Development
Plan_for the Youth Initfatives Fiscal 1979 and Completing the Youth Agenda:
A Plan for Knowledge Deyelopment, Dissemination and Application for Fiscal
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o~ Information ‘45 available or will be coming available . from these
- various” knowledge development efforts to help resolve an almost limitless
number of issues, However, policy and practical applications will usually
require ‘integration and synthesis from a wide array of products, which, in
turn, depends dn :knowledge and availability of these products. A major
shortcoming of past research, evaluation zad demonstration activities has
been the failure to organize and disseminate-the products adequately to
assure the fyll exploitation of the findings. - \gmgnitude and structure
of youth knowledge development effort pua\ premium on structured

s o 2naMysis and wide-dissemination.- ~ - .- - oo oo e

‘As part of its knowledge development mandate, therefore, the Office of
Youth  Programs of the Department of Labor will orgunize. publish and
disseminate the written products of all mejor activities funded under YEDPA -
or mounted in conjunction with OYP knowledge development effots. Some of
the same products may aiso be published and disseminated - through other
charnels, but they-wil be inciuded in the structured series of Youth

ladge.Development Reports in order to facilitate access. and inte- .

gration.™

divided into _}‘?e_br;oad categories: -

1. Knowledge Development- Framework: The products” if this category
are concerned With tne structure of knowledge development activities, the
assessment methodolagies which are-employed, the measurement instruments
and their validation, the transiation of knowledge into policy, and Zhe )

strai:egy%’?r dissemination of findings. N

- T TR Ty

2.. Resegarch on Youth Employment and Empl@@bility Development: The .
products in this category represent analyses /fFexisting data,. presentation Rt
of findings from new data sources, special dies of dimensions of youth ’

Tabor market problems, -and policy issue assessments.

| 3. Program fvaluations: The products .in this category inciude
o impact, process and benefit-cost evaluations of youth programs inCluding
s=xhe Summer Youth Employment Program, Job Corps, the Young Aduit Con- %

. - servation Corps, Youth Employment and Training Programs, Youth Community :
by Conservation and Improvement Projects, and the Targeted Jobs Tax Credit. Yo

. . _ " . ﬁ: -
The Youth Knowledde Development Reports, of which this is one, are

-

R

4, rvice and Participant Mix:. The evaluations and demonstrations _
summarizea 1n this category concern the matching of different types of o
- youth with differfnt service combinations. This involves experiments with

< work vs. work plus remediation vs, straight remediation as treatment
options. It a¥so includes attempts to mix Aisadvantaged and more affiuvent
X participants, as well as youth with older workers.

R ~ - [ ;
B - 6, [Cducation and Training Approaches: Thg‘products in this category ¥
present the findings of stiuctu experiments to test the impact and
: effectiveress of various education and vecational training approaches

including specific educition wethodologies for the disadvantaged, al-
ternative education approaches and advanced career training.

e .
. -7 - iii
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6. . ﬁ;g?lognt aFngrans‘ition Services: '-The producte in this
category present the findings of structured experiments to test the impact
and effectiviness . of._ school-to-work transition activities, vocational
exploration,. job-search assistance and other efforfs to better: prepare
youth for la[?ci,r market success. A .
7+ Youth Work Experience: The products in this category address the
organization of work activities, their output, productive roles for youth,
and the impacts of various employment approaches. )

- 8. ntation Issues: This category 4includes cross-cutfing
. analyses of_ the practical.lessons conCerning "how-to-do-it." Issues such
as-. learning qurves, replication processes and programmatic “"batting
averages” will be addressed under this category, as well as the comparative
< a}&vgntages of alternative delivery agents. ' 2

9, Design and Organizational Alternatives: The products in this
category reﬁ-é’sgp% assessments of demonstrations of alternative program and
delivery arrangements such as consolidation, ysax-round pveparation for

gum!er{d p;'ograms, the use of incentives, .ane-"Multi-year tracking of
ndividuals. T

) : . '
10. Special Needs Groups: The products in this category present
findings on the-special problems of and the programmatic adaptations ne'ededG
for significant segments .including m'lgo_rities, young mothers, troubled 3
youth, Indochinese refugees, and the handicapped. L
11. Innovative Approaches: The products in.this category present the
findings of those activities designed to explore new approaches. The
subjects covered include the Youth Incentive Entitlement Pilot Projects, :
private sector inittatives, the national youth service experiment, and »
ener¢y initiatives in weatherization, low-head hydroelectric dam resto- o
ration, windpower, and the like, \ R

12, Institu’ﬁ’o'ng‘l Linkages: The products in this category inciude
studies of institutional arrangements and linkages as well as assessments A
of demonstration activities to encourage such linkages with education,

volunteer groups, drug abuse, and other Youth serving agencies. . R
.In each of these knowledge development categories, there wiil be a """{Ts
range of discrefe demonstration, research and evaluation activities focused A

on different policy, program and analytical issues. In turn, each discrete
knowledge development project may have a series of written products ‘
- addressed to different dimensions of the isswe, For instance, all ‘

experimental demonstration projects have both™ process and impac’, eval- N
uations, frequently undertaken by  different evaluation agents. ' Findings e
will be published as they become available so that there will usually be a

series of reports as evidence accumulates. To organize these products,
each publication is classified in one of the twelve broad knowludge
"development categories, described in- fefms of the more specific issue, :
activity or cluster of activities to which it is addressed, with an o
identifier of the product and what it regresents relative to other products Y
in the demonstrations. Heace, the multiple products under a knowledge

.. development activity are closely interrelated and the activites in each ] %
"* 7 broad cluster have significant interconnections. \]
iv ' :‘ﬁ - ::1'
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These ai&mgs on Education and Work Councils supplément the materials
in Linka?_o_s Behind the: Education and Employment and Training Systems, Vol-
%n_eskam. ' (TR prob|ems ﬁdressﬁ_ by these counciis are noted

n " Two Korlds--Youth Transition fro# School to Work and Employment
~Wha $ Bes n the "research

and Training Programs for Y0 or Whom
on youth ‘emp'lo__y‘ment and enp'hyaﬁ'ﬁty development®™ category. . >
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'm:n:l:."1 Under investigation are a group of education and work councils

AN

" 1.0° INTRODIXTION

This riport presents the ﬁndiﬁgs and conclusions from the first
phase of & two-phsse study of education and work councilas., The study, begun .
in July, 1978, i3 intended "to examine the role and effectiveness of council @
activities that attempt to improve the transition of youth from school to ,

1

[

funded by the Departaént of Labor's Office of Youth Prograss in April. 1977.
The objectives of this two-phase study are: .

s to preser{t a-clea_r picture of what councils are, . <
how they function, and the key variables which ’ -
affect their growth and development;

. & to define the collaborative process that ‘councils
engage in, and explain how collaboration relates
to council operationi;. and

‘e to describe how collaboration and council operations
relate to: inltitutioml change, and how these three
factors in turn {mprove youth transition; which is
the long-term goal of educdtion and work councils.

-0

R

>y ¥V

This Phasé I report ‘fomses on the gir;t two of t;hese objectives. *t '
describes councils and the forces which affected them at a time when councils
had-bee:n in existence for 18 months to two years. It explains whut the
councils accomplished and suggests some challenges facing them in their early
stages of development. As such, this report is primarily intended for council

a1

-4
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staff ang members, as well as individuals in comsunities who are considering :
forming or joining an education and work o_wncil.z fé
- &

1.1 The Education and work Council Concept ) :

. ) . \‘

As cutlined in The Boundless Resource, the book which first developed

the concept, the education and work council wasz to be a "new institution that o
would take the transition from youth to aduithood, from educat:log to work, <
2 3
Request-for-proposal NIE-R-78-0007, P.l. s

zh sei:arate paper tocuses oﬁ the poliéy issu_es involved in the federa) fund- ;g
ing and support of education and work councils. 7 e




" as its particular ulpénsibnit:{.'a' The council was to oo (LOlY)
“essentially on local community initiatives...(and) facilitate the transi-
tion of the younger members of the ocommunity betueen institutiomlized
oducation md uhatwer is to follow it, although without commitment to the
om-way order of experience this suggests.” vt Actually, the education and
" work council was not corceived exclusively tc serve ycuth, although grm}dng
‘concern over Youth muploynent caused federal oificials to urge that the
first demonstration of education ad work councils f’}cus on Youth transi-
tion prohlou.

" Council functions were to include "both the rendering of services
directly to youth and the ‘brokeriny’ of functions of established institu-
tions-~particularly schools, employing antcfprius: labor unionas., e_nploy— .;g
ment agenc:lu. and families.*’ council representation was to -include &
all these institutions and tuget ‘oups. in an attempt to foeter “collabo-
rative processes* at the iocal level. !l!he authors of the council concept
were mindful of the divergent self~interests involved, Aparticularly as
represented by the business and education sectors, but they were also
confident that collaboration and jnstitutional change could occur: given
time. They prescribed a five-year period in which to allow the concept to
prove itself. '

1.2 The Work-Bducation Oonnértim-m:ojﬁ

R T 7,

. The councils that are discussed in this Ceport are part. of the Work-
Education Consort ium prciect. fThis project consizts of 32 local educatr?n
and work councils and three non-profit, private ntenediary' organizations,
the National Manpower Institute (NMI), the Mserican association of Community
and Junio: Colleges (AACIC) and the Nationsl Ailiance of Business (NAB).

-

3w111ud Wirtz and the National Manpower Institute, The Boundless Resource:
A Prospectus for an Blucatjon /Work Policy. Part It Youth, Chapter 4, "New
Means"™ (Washington, D.C.: The New Republic Book Company., 1975). p.66.

‘mid, .65,

sIbid: p.65.

S
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. The history of the Work-Education Consortium project dates back to
Presideny Gerald Ford's 1974 Ohio State University Commencement address on

~ the jaubjoct of bridgiﬂng *he gap between the worlds of work and education.

In his sddrese, President Ford called for, the establishment of a federal
inter<agency +ask force consisting of represenl:al:ives-of the Departments of
Labor (DOL)}, Commerce (DOC)., and Health, Education, and Welfare (mmm to
davalop new approaches that could be taken by the federal guvermenl: towarda

bridging the gap betmn education and work. Members of the federal govern~

ment were also inﬂuenood by the work of the National Manpower Insti_.tul:e)"
led by a former DOL-Secretary, wnu:a Wirtz. In August, 1975, Willard
Wirez and the staff of the National Manpower’ Inst.ll:ute published The Bound-
less Rcsourca' the book which first developed the concept of a local commu-

nity councn l:o addreu wchool to work transition iuues. The inter-agency
task force and NMI staff then designed the Work-Education Consortium project
to diudnlérgte_ the concept of local ducation and work councils.

As the¢ developer 'of the aducation and work coucil concept, NMI wzs
the firat organization involved in the project. In March, 1976, DOL gave
NMI a contract to;identify communities that demonstrated some degree of
collaboration between the various sectors that are responsible for or have a
stake in youth's’ transition frem school to-work. NMI canvassed 300 communi-
ties, vigited 50, and in April, 1977, selected 21 for parl:icipal:ion in the
Consortium project and receipt of . $50,000 sesd money funding. In most cases,
l:his‘ money went to a local nonprofit organization, a college, or a local
qover;x;ucnt agency in cooperation with one of the above, for the purpose of

uj:ablishing wequcation and work council. If an educatinn and work )
Cé!i{l'cil was already\ established and incorporated in a community, the funding
went di.rec_l:ly to the gouncil.

AACJC entered 'inco.a contract with DOL in October, 1976. It began
its selection process in Decenbc: by anhouncing the availability of a Requesl:
for Propnsal (RFP) to esl:abnsh an education and work council. Copies of the
RFP were sent to over 300 interested comnunity and junior colleges repre-
sented by or affiliated with AACJC, The RFP described the education and work
council concept according to the vision contained in The Boundless Resource.
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o: 3“l§mleted applicezione received,r seven colléges were selected to
receive the eeed mney tunding. The criteria for selection-included
“the lack ct effective cooperetive el.'tozte underway to establish cossunity
educetion and uc:k r-cuncile or tinile: mechanisms, strong commitment by

- the conege to give leedership.to dewlopim such a council with broad
comnity participation, arsl other ccmide:ationa such as geographical
dietribution, type {(pural, urban, euburben, #tc.) and size of institution.

The National Alliance of Business became involeed, at cbo.t the

_ same time as ANCIC. DOL asked NAB to Teallocate some of its existing DOL
. fundi*.% to support the establishment of education and work courcils in

five cities seived by NAB "metro® offices. Rach of these five offices

'rece‘ived' $25 000 to epcnior an educetion and work council. The money

vent to thcu m metro offices thet ‘were felt to have the greatest level
of ycuhi tremiticn activities elready on-going. The funde were to cover

) the hiring of execntive directou to work with existing or newly forneil

‘?‘?“'2'311'0 o o

Thus, the Cr.mlortiuu project came to ccneiet of 32 councils which

“were given seed money ranging from $25,000 to $50,008 per year to support
_ -a mn etat: and orgenize a local constituency including representatives
: o£ lccal educeticn inetituticna, bueinessus, government, labcr, conmini ty

organiza"ticns. and other groups, - !he ‘Consortium project ie continuing at
-tnit tine with um: as the ecle 1nternediery. Bighteen councils received

B $20 OOU-S‘H.SOO-each for a third year of cpeuticns through uerch, 1980.
: ) Nine additfoml ccuncile received $2,000 each for continued "networking"

s or the five te’u’eming ccunc:la, some - ceased to exist and some continue to
: cperate withcut any Consortium funds, _geny of tue councils funded Ly ths

wc:k-muceticn Ccnecrtiun project recently agreed to incorporate as a
group, "caning theneelvee the Nationel wcrlc-sducation cansortilm.

The prcject design had two notable features-~local determination

] end lccel,independence of any one inttitution. Ther2 was no federal
_-deeign___:or councils. Their egendes were to be lpcally determined by

* Sone of these seven subsequently dropped out of the project.
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their Mrl. h'r'n:ls feature derived £:o£\u ptev:lbus exper:leg‘l'.ce with feder-
allly'é-osig'm;l programs, -and reflected the shift, in the early 70s, 6
revenue ahlring_‘ and local decision-making in a number of spheres of federal
act';_i:lv:lt:{_. ‘,includ:lng education and euployuerllt programming. A second feature
i cc_mnc:lla was their status as independent decis:lon-nak:ll'ng bodies. Unlike
other local councils such as CETA, planning councils or advisczy councils on o
- vocational education which advise particular institutions or programs, edu-

cation and work councils were designed to Qerata as indepandent ooumnity
organizations which could influence not one but many public and private : -
institutiom to improve local transition services., Education and work . .
oouncils were to conduct their own activities with their own staff, and

o ultinitely. their. own financial resources. '

. 1. 3 'I‘he Abt Auociatd! Study

*’n July, 1978, the Nat:lonal Inst:ltate of Bducm::lon {NIE) of the
Depav:tnent of Health Education and Welfa:e. commissionéd Abt Associates,inc,
to study the councils in the Work-Education Conrortium project. The first
step in Phase T was to assemBle an advisory panel and conduct 'a geries of
intérviews with key off iciglinvolwd in the project, including representa-
tives of the three intermediary organizations and of the federal inter-
agency task force. Abt staff then selected sites for :ln-depth study. An
interest in variety across the following four criteria guided the rhase I

Bite selection process: service area (rural, small city, large c:lty. other);
existence of other youth transition programs in the area; histoyy of c¢ounci)
‘_:ln the community; and federal intermediary 'sponsqr of council (National Man-
ki:over Institute, American Asscciation of Community and Junior Colleges or
National Alliance of Business). A f£ifth criterion, the type of council
"approach, was slso considered, such that some of the selected councils
sought collaboration primarily through the Bponlo:_sli:lp of activities and
others soughf o_ollaborat:lon primarily by acting as facilitators. After
review of written report_é- and consultation with council and intermediary

’

representactives, 12 Bités were chosen for study.
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Tbe Phase I field investigation began in December, 1978, but nmost
of the councils were visite&‘in Maréh and-April, 1979, An average of 20
intervievs weré conducted with council staff and a majority of council
members, both active and less active, at each aite.' Council meetings were
also cbeerved dring these visits. Figure 1-1 lists the 12 councils which
. u-ero_ sclected and gives a capeule description of qac:h.-"F

14 .4 Guitié to thia Rep0rl:

at

'rhe aucceedfmg chaptars of this report describe the ea:ly deve lop~
nent of education and work councils and the factors that have aftected
council develomnt. Chapter 2 analyzes the process of council foml:ion,
including the planning of goals and activities, Chapter 3 investigates
the council operations or activities that have flowed from the process of
council formation, and in some cases, been part of it. Chapter 4 describes
some of tho external forces that have affected council Gavelopment so far,
and which are likely to have greater effect as councilas beoone accepted
community institutions. Chapter 5 analyzes the progrecs of the collabo-
rative process and begins to identify different dimensions along which to
measure success in achieving community collaboration. Recommendations are
noted where applicable although the wajor themes and recommendations ace
summarized in rhapter 6.0, \

/4 It should be emphasized that the information collected on councils
and discussed in this report represents a “snapshot® of a constantly evolve
ing set of phenonena. taken at a time when councils had been operating for
between 18 months and two years. Puture reporte till document the case
histories of four education and work councils, and invostigate the role

of local councils (not limited to local education and work councils) in
the provision of local Youth transition services.

TLengthiér descriptions of these courcils are not provided here, because

it is assumed that the reader is familiar with the concept and operations
of education and work councils. Readers desiring more information about
the activities of these councils should contact the Kational Manpower
Institute.

20
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FIGUEE 1-1

. CAPSULE DESCRIPTIONS OF THE TWELVE COUNCILS IN THE ABT ASSOCIATES STUDY

- _ -

o 1, Worcester, Mass.: Organizediby businese and education leaders in 1974,
s the Worcester Career Education Consortium received NMI funding in addi-
- tion to local, state and federal grants. Tts Mijoi activity has been
2 the operation of a _clearinghouse of field experience opportunities for
high school students. .

- v

2. - Jamestown, N.,Y.. Existinq since 1972, the Jamestown Area Labor Manage-
ment Comaitt2e was funde@ by NMI in an attempt to lsarn whether an
axisting ‘council, with goals to train and educate adult workers, could
-also be an educstion and work council and’ include youth transition from
school to work as a goal. ) ‘

3. Philadelphia, Pa.: Since its separation from the Advisory Council on
Caresr Education of which it was originally a eub-committee, the
Bducation -tn Work Council of Philadelphia has focused on working with
program operators and agency adminietrators rather than youth them-
selves. . The council has facilitated the acgquisition of progran grants
by a nuaber of community agancies,

4., Livonia, mch.. The lccal public schools and Chamber of Commerce formed
the work /Education Council of Southeastern Michigan, Inc. in 1974, It
has' adopted a brokering mnde of operation, and recently expanded its
service area from Livonia to all of Wayne County in an atteispt to become
eligible for CETA funds. "

LY Lexington, l:y.. The Lexington Education Work cOunci?was formed under
e lwpetus of--the Work-Education Consortiume. Formerly under the
chairmnship of the Mayor of Lexington, the council has operated a _
referral center for youth. The council has sought public awareness®of
youth transition issuves by sending out a regular newsletter to a large
local mailing 1ist. . ‘

6.7 Puget Sound, Wash.: An advisory group 'to Private Sector Initiatives,
Inc., a non-profit business-based organization concerned with adult r
unemployment, the Puget Sound Work Education Council has served as a
brokering agent for youth transiticn programs. It helped initiate a
replication of a successful youth employment center and it cosponsored
workshops for guidance counselors under two differcnt’ programs.

7+ Mesa, Aviz.: The Mesa Work-Education Committee, also known as Project
Trangitior, is part of the Mesa Community Council, a non-profit agency
which oversees and evaluates community programs. The committee has

¢ tried ‘to pitid upon other efforts of this affluent, civic-minded com-

munity, such as the scheol system’s comprehengive career education .

program, by improving community. awareness of youth transition problems. .




9.

10.

e © FIGURR 1-1 (Continued)

CAPSULE DESCRIPTIONS OF THE TWELVE COUNCILS IN THE ABT ASSOCIATES SYUDY. - /2

s

s i )
Sioux Falls, S.D.: CICOAD, Inc., e college-affiliated community
development agency, is the fiscal agent for the Sioux Falls Ares
Z“ommunity Education-Work Council. The council has besen concerned
chiefly with the lack of transition activities and opportunities
for part-time work in the small farming communities outside the city.

Bayamon, puerto Rico:s Operating in a political environment that is
constantly changing o~d highly centralized, and in a cultural environ-
nent thet favors higher-education for all Puerto Rican youngsters,

the Consejo de Bducacion y Trabajo de le Comunidad haz attempted to
gain broad community participation in addressing problems related ro
the availibility of career information and the relevance of pogt-
tecondary cdﬂaatio%to Puerto Rico's future job needs.

.8t Albana: VEes Establisked under the auspices of the Community

College of Varmont, the-Commnity Rducation-work Counciljof North-
western Vermont has become -an independent organization. In a rural,
sconomically depressed ares, the council has focused its concerns on
local econonic davelopme :

Santa Barbara, Calif.: The Santa Barbara Community Career Development
Council 18 a smell group-of chief executive officers of business and
education which has adopted a number of succesafu]. strategies for
improving career edvcation in schools. 3(:11 helped the county
schools obtzin a $260,000 grant from Youthuork Inc. to give high school
students career counseling and orn~the-job training irn locz) industry.

Bridgeport. Copn.s Originally funded under the Business Bducation
Liefson (BEL) program’of NAB, the Bridgeport work Council has received
CETA support o continue sponsoring seven programs, each of which was
developed by eiher NAB or the Bridaeport Chamber of Commerce. The
Proyrans are e:lmas! at educators and inner-city disadvontaged youth.

o
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'm. pu:pou of this chapter is to explain how educaticn and work
councils are formed amd to delerihe the challenges thit face councils in
thie firat stige of devel.opmnt. This chapter describes four key elements

Foy . "' of the fomtive process: the develomnt of goals aud objectives; th

¥ dm"iomont of council structure (the gtaff, the members, the leadership,

. the-procedures for meeting and making decisions, and the relationship with
the parent organization};’ the develdpnent of organizationsl relationships;
/‘, - - - and i:lie -generation of alternstive t'unding socuroes., _

2.1 An Overviav of_the Redults of Council ¥jrmation
B * ;)""_‘l r

The ruulti of council formation vary scron.“éﬁuncils. Goal state~
ments nont coneistently focus on ywth Local sducstion and work oouncils .
enploy,ane to three etaff peuons. although councils sponnorod by*lcscal
pacetgpforganizations and councile that existed prior to tio Consortium
project Way have lsrger staffs. The executive director is the key stafi )
person, and he or she usually has s.background in the educational sector.
Couacil mesbership includes representation from education, business, labor
and governsent. Education and businscas mblers are xost active, although
labor and community organizations are active on a few couiiwils which repre- |
sent these gectors in grester numbers.. The chairperson typiclny'cmes'
-+ from bunineu?' oamionally. he or she is a prominent gtblic official,
Mambers neat st least quarterly and usuany monthly, and most covncils have
_ _ executive committees and tash gqroups that meet wore frequently than the whole
B council., Tecision-making lﬁﬁl include both centralized snd deczntralized
wodels, although the conditions contrivuting to eaciivary from council to .
council. Vvoting is usually conducted openly and informally., by ccnsensus.

e
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i - The challenges of council formation also vary across co. .ilsg, but
sog"gpattems sre noticeable. Bstabiishing gosis and objectivés As difficult
and time-conguming and sometimes frustrates the bvsiness representatives of

.......

councils who are edger to get on with spect ti% activities. Councils have Q
difficulty maintaining the representation of yputh, and parents and repre-
sentatives of labor are infreguently active in%ﬁither the formation or

operstions of education and work councils. Moreover, most councils have
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_is puscnted ‘in rigmce 2-1,

_qu::od lon cppouitim trcm oxisting comnity progr:m and instituticms,
althoagh councjls' sucobs} in generating additional fanding has helped
to give them: n&:e tine to entablish thmelves a8 counnity imi:itutio:m.

j, *" The ﬁajor: prooasun and atructura.l featurcs of oodncil fomtion

_ are qinmso&in thia chgpter. To illusl;ute oux find ngs and ougex&-»

cuuim of the challengu facing councils in; this stage of devewpnent,
zxarplhn au takon ‘from the meriemes o: sthe 12 councils wisiteﬁ as part
of igu H,ut phuc Y ’thil atudy. IR :

H ,‘;
o

"kz.,z councu Goals ane'hbjecuws j' A

T oWith the excoptj.m of the Jmatown Cm.ncil which serves working
adults, the conmrtiun councils® goals :eflect the p:enlde “hat they exist
to mrm youth tranaﬁmnﬁ The target-, gtographical areu are specified
in. tem ofmatuul boundariea-—x city; a group of oonnties or a metro-
politan area. Councils hm devtlopn& masuzable objectives; rather,

"their goal statemants aiapuu p:aocu and a:ﬁs‘oﬁ activity, A wummary of

the goals and populatim target groups listed.in oouncil goal statmnts1

+*

2.2.1 Council 1‘ g Gr:oqpc )
_Q.
'rarget groups £a11 into four: catego'iesi youth, adults, youth

and &dultc, or youth urvioe ageucies. Councils that opeciﬁy youth as a ‘&3

althoug apparent from speaking to council ntaﬂ and uﬂbcrs that
t;heir ‘mefn eoncern .is with high L,heol youth, . Imlicit in mt oounciln’
focus on youth is tho provision of service to tnose who work with youth,
primarily teachers and guidance counselors ané some youth m-:rige a_nnciu. ‘
Busineu is generally not accorded the same status «gs a "youth-nrving" .

primary. ? e, often do not clearly identify thoir target bcyond that,

g:oup. ) - : 3 i

Only one site specified inner-city disadvantaged youth as a tar-
‘get group. Bridgeport's high school population is 60t minority; thus.

2T

>

R ot ’ ) %ﬁ
1m:|erc explicit, updated goal statements were not available, we derived this
information from discussions with staff and membership.
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’ dicadgmtag)ed youtll a:e a pa:ticula:lv app:op:iate choice of target group for
thl’guuncil. l&o:emr, specification of -servive to a disadvantaged sub-

. groip of youth caused disseﬁsion in some councils. For example, some busi-

J ‘ness. tcp:esentatives ot the Mesa council suught to have it focus on finding
Jobs fo: dcop-outs f:on Mesa‘s high schools and colleqe drop~cuts who re~-
,hum«‘l to Mesa 1coking £0r work. The council's educators did not see this

— job-ﬂnding :ole as appropriate to the "process orientation advocated by

‘;-NMI or, to thei: fp:otessional ccmgems for 011 youth. Ag a result, the

. cc}u\ncil neve: clea:ly identified drop-outs as a target group. _
“
\‘\ One oouncil includes both: ;:uth and aduits as its target greups.
) ...ivonia nas coo:dinated comnity carcer education rasources for both these
,gxougg, The Puget Sound council is beginning to move in this direction.
'fhe 'Philadolphzf.a council serves primarily the community organizations and
gove:nnem: agencles that serve youth, » focus which seems appropriatc in
Q view of this large city 8 complex delive:y system., Jarastown is the only
. oouncil that tocuses speciﬁ.ca’ ly on adults. The Jamestown council pre-
_ aates the WOrk-Edugation COnso:tium project, and it simply continued with

- dtm p:evioug :gcals_‘“of adult t:ain,al'lgc adding only the’?development of in~

:falant t:ainilig prog:ams tc‘:iits agenda.

2.2.2 'Types of Goals

. The goals of t:he Corsortium councils can be summarized according
to the types of. issues ‘mentionad in their goal statewents. Figure 2.2
lumrizes these issuﬂﬁ.  Excluded from this sugm:y are goais that weirz
mntionsd only once, such a& Livonia's objective to evaluate vocational
¥ and cazeer education programs and St. Albans' concern with establishing
s «link&ges with econor.ic deve.ﬂ:opment o:ganizations.

Six councils, five oﬁ which are Nm-sponsoznd, iirst collaboratio.
as one ot their goals. Bight councils 1ist ,facilitation among th~ir goals,
perhaps. a reflection of a broaaly-sha:ed understanding of their role as

L catalytic agents. F:equently iacludeqd in goal statemencs is & reterence
- _to improving career education by axposing students’ and vounselors to the
'wox::.d of work., This type of reference appears a_aong the goals of seven

o
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" comeils. Oomnity muroneu. nudo identification and information

clearinghouse au t.ho next Wst frequently cited goals or activity areas.
Onhly two councils lention a policy role. Institutional change is not an
expl‘icit' goal o;‘l councils, although it is implicit in the activities of

- one or two councils.

thuncile' choice of goals reflects the influence of their inter~
»ediaries, particulariy for NMI and NAB-sponsored councils. The
Boundless Resource and NMI gtaff focused on a ;'prooeu' orientation--
"colliboration'- and suggested that councils conduct activities like
needs identification, information exchange and community awareness, all
of which a}. mentioned nost freq;ler;tly by NMI-sponsored councils. On
the other hand, a "project® orientation ‘'is adopted by NAB-sponsored
councils. The provision of jobs or uo:k' experience is an eiplicit goal
of the councils sponsored by NAB, an organization which has as its main
activity job Placement -in-the private sector.

2.2.3 Goal Conflist

_The lack of{_}-goal specificity, the focus of attention on relatively
noi'i-con-t.roveuial goals such as the provision of youth and youth-server
exposure to the world of work, and the lack of any explicit reference to
the. goal of institutional change may sigest that goal development was not
easy for most councils.

virtually all of the councils experienced some degree of goal con~
flict; as part of the goal evoiution -process. In some oount:ns, goal con-
flict did not surface overtly. In the others, goal conflict did surface

and was either successfully or unsuccessfully nandled, The principal indi-

cator of unresolved conflict was turnover among previously active council
members and sometimes among staff. Where conflict was unsuccessfully
handleé[. the farincipal short-term outcome was\'t.o delay the council's natu~
ral evalutidnary process. Successful goal conflict resoluticn seemed to
require leadership capable of this difficult task.
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‘organization, each of these individuals must sdvocate and rally support for

Goal conflict occurred for a variety of reasons, but most critical
ware the legitimate differences in perception of comminity needs and the
lack of equal involvement on the part of all wouncil members in the process
of goal determination. The goa) conflict that occurred.on the Philedelphia
Work Education council retlocl:;thc fact that each member perceives commu-
nity needs from a -different vantage point. As & representative of an

his or hc: orqanintion and its approach to tbe youth transition problem.
Thé pooitivc npect of the conflict here is that it is out in the ocpen and
all members are aware of it,

Lack of equal member invo'.lmnt An goel datemimtion may also leed
to goal conflict. The lack of uniform involvmnt of- council mesbers may
reflect staff dominance in the goal-ntting_pgoous. thc dominance of one
pm:ticqlar sector, or the dominance of the &mil'a parent body or histori-
cal affiliate. As in the case of the Lexington council, goal conflicc may
also reflect the natural growth of cdunci\l mesbérship. When nev members
are admitted to the council, a certain degree of goal conflict and re-
definition of goals may be necessary. .

2.2.4 The Process of Goal Development

The councils can be characterized by three modes of gc2l development:
e Adaptation- or use of goals inherited tron a parent
bodys

o Goals de¥iioped early, independent of a parent body
and rmining relativély unchanged: and

e Goals atill being developed.

Most councils that existed before the Work-Bducation Consortium or
broke off from a larger parent body inherited their goals from these earlier
organizations. The Puget Sound council is an advisory arm of Private sgcl:o:(
Initiatives, Inc. (PSI). The council accepted PSI goals, including its
deciaion to broaden the service area of the council from Seattle to the Puget
Sound region. Likewise, the goals that Bridgeport inherited from the Bridge~-
port NAB metro office and the Chamber of Commecce Bducation Subcommittee went

15
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unchangod. \;.lvonln md Phnadulphln inherited goala from th:l’r predecessor
af!illatu, ”tho leonla Public Schools and Chamber of Commerce and the
Phlhdclphia pubne Scbooh Advisory Council on Career Bducation, but in
both casss to:ur goah were ddapted to mest new perceived needs. The
policy orisnted goals of the Sicux Falls council vere developed in response
tc. the needs assessment activity of its parent organization. PFinally,
Jamestown contln;ad ths focus of the labor-management council 4&s prsviously
formed, broadening it to include skills training to receive NMI funding.

Goals developed without parent organisation input

At lsast three councils had no starting point for goal development
ment and took longer than the above-mnt:l_onod oouncils in developing goals.
The Mesa Work Bducation Committee .agreed on e tentetive set of gosls at its
third meeting, but only £ix mewbers comprised the Committee at that time.
Two mestings letsr thg Committee expanded to Len members. A new goals
statement ¥es called for but ons was never produced, and the Committee staff
basically operated frow the earlier goals statement. The Bayamon council
spent ﬁ:s initial seven months oonductlng‘n needs assessment which resulted
“in a set of objsctives and activities thet have not changed since. The
Santa Bubu'a oouncn also developed its goals relativsly independentiy of
its paum; organlntiom WAB. Ths process took six }nthl and the senbers
remain setisfied with their efforts. -

Goals still developing

The Lexington council set Priorities for areas of concern during
their first six months and later identified projects to address these areas
Of concern. Howevers they have since sterted nev needs identification
processes and have a "Committee on New Directions® reidentifying goals.

The 8t. Albans council had not ccalesced as a group at the time of our site
visits %0 its coals were also still developing.

The process by which goals and goal conflict have evolved in the
Work-Education Consortium projsct contributss substzatielly to the cm;ncna'
sarly devslopment and future influence in the community. The length of time
taksn in the Process per se seems t0.be less lwbrtant than the unifors
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© aspects of council atmctu:e, including relationship to local intermediary,

-

irivolwu;nt of the nibaglhif and the constructive guidal;ce of council
leudeuhip. 'rho parcnt organization or historical affiliate can provide a
useful atuting point -for the davelopuent of goals, but gtrict allegiance
to these goals can also impede prospects for changing the status quo. As

. a corollary, councils which start with a set of agreed upon-goals and R

therefore zvoid conflict miss the opportunity to surface issues which may

require béomnig:y—qide aonf.:ont_ai:ion. -

4

W

2.3 Council Structure

In the previous discussitn of goal evolution, it became clear that
the goals that eurged represented only an outer shell in which was cloaked

".‘//a

" other circmtmces. events and personalities, We noted, for example, that

some councils were influenced in their selection of goals by a pacent organi-

_zatjon. We noted that members representing different intcrests had legiti-

mate sources of gagl éonf.lict. We also alludﬁ to, but did not detail, the

role of goal conflict in producing turnover. For ei;amie, we did not elabo-
rate on “who® quits or ‘Who' they are replaced with. Pai:tgrns were found in
both these areas. We also mentioned the critical role that c%uncil leader-

ship plays in the resolution of goal conflict. A second key élement of the

formative _g:&c'eu for ;wst education and {gogk councils is, therefore, the "
dﬁﬂlﬂplé.ﬁt of "'counoil structure. In this section we describe the critical

“n

mbeuhip, staff, and leadeuhip and decision-uking.

2.3.] ‘The local Intermediary ~

vmué councils received limited assistance in the development of
goals and activities, they received considerable guidance concerning the
structural aspects of council development. MNMI staff, for example, placed
particular amphasis on the importance of local education and work councils
becoming incorporated and thus independent of their parent organizations.

N

All 12 education and work councile were or are linked to local inter-
mediaries. Three councils developed these affiliations prior to their entry ,

into the Work~Education Consortium project. The Jamestown council, estab-
lished in 1972, was 'fézﬁnad by labor, manzgemant and municipal government =

v .
at E’
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o oonltituonciel for the purpose of forning labor management councils in :
) local industries. The Livonia council, established in 1974 ang 1nc0:po:-
S ‘ated in 1977, vas formed by cepresentatives from the Livonia Public Scicols
" b and Chunbe: of Commerce. The Worcester council was founded by the wo:ceste:
Chanbe: of Commerce and became incorporated in 1974. The Worcester and

Livonia aouncils operate 1ndependent1y and are inco:po:ated.

Y ]

] Six of t:he education and work councils funded dnitially by the Con-
’ go':tiua are dependent on a local organization in some respect. The organi- !
zations playing i:hils local intermediary role include the NAB metro in Santa
Barbara, the Chanbef of Commerce in Bridgeport, P:ivate Sector Initiatives,
Inc. (PSI) in Puget Sound, the Center for Community erganization and Area .
Development, Inc.' -{CENCOAD} 1n £ioux Falls, the Mesa Comunit?' Council (MCC) ‘ !

"in Mesa, and the Inte:me:ican Urdversity in Bay%,\ At a winimum, these N
organizations are rae figcal agents for the councils. In 1977, when.lhe i
councils were first funded, two more had local auspices G.'he Philadelphia 4[
council was a subcommittee of that city's advisory counc 1 on career Odni /j

cation, and the St. Albans council was sporisored by the om.lnity College
of Vermont. The Philadelphia council became independent .ini 1978 to achieve
¢ neutrality amond local youth service providers, and the St. Albans council
became independent, also in pn, to pursue its own goals of improved ycath
. gnmition independent of the community colloge. only two"of the oducation
and work councils are structural gubunits of a larger group. fThe rngot-.-
o Sound council is an adviso:g arm of Private Sector Initiatives, Inc. and
%-“; - * the Mesa council is one of about 20 committees that make up the Mesa Commu- £
' nity Council. Figure 2-3 summarizes council relationships to their :

. . local intermediaries.

_Even though not all the education and work councils we visited oper~
ated under local sponsors, all had local organizational homes that affected
‘theas to differant degrees. PFor some, like the Lexington council, the home
in the administration building of the Lexington“Public Schools is simply an
address. For. others like Santa Barbara and Kesa, the home is more than an
address. Some influence i"i felt from the pacent organization, although

-
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FIGURR. 2-3

Sl COUNCIL RETATIONSHIPS 70 LOCAL AUSPICES

4

S -

v

NATURE OF RELATIONSHIP

a INTERMEDTARIES
- x
HAB : :
_Santa Barbara NAB Metro Figcal agent; overlapping boards. . A
Bridgeport Bridgeport Chamber Fiscal agent: oveilapping boards with Chamber and NAB Metro;
of Commerce NAB was previous fiscal agent but auspices changed to enable
: . recsipt of CETA funds; no staff sharing; share location. ;!
Bayamon Interamerican ' Figcal agent; share space.
University
St. Rlbans None Originally sponsored by the Community College of Vermont: CCV >
. was fifical agent; shared staff, Still share office spac ‘
RMY : R
Livonia None Established in 1974 in its present form. By —
Philadelphia None Originated as part of the Mvil?iy Council on Career Rducation.
PUgst Sound Private Sector Shars staff and location: council is an advisory arm of psI and
Initiatives; Inc. all council activities are subj-ct to PSI aPproval; no fiscal
relationship.
o ) .
Worcestsr None Established by the Norcsster Chamber of Commerce.
Sioux Falls CENCOAD, Inc. Piscal agent; share staff; share location.
Lexington None Initiated through personal relationship between University ’ .
profesgor and NMI senior staff.
Mesa Masa Community Fiscal agsnt; technical assistance and direction provided by MCC
Council Executive Director; Council reprsssnts the "youth transition”
committee of the MCC; shars secretarial staff: one administrative
staff is on loan from MCC; share location.
Jamestown None

Established in 1972: kroadened focus to accommodate consortium funds.
b ) a
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thfie &uncifl ‘arl free to ;volye as they see fit, Por other oouncils like °

Puget 30‘"“-‘-: Sioux Falls or Bridgeport, their home is a eeriral influence

ia thei: cxistenoe. The Bridgeport council basically supports the on-going

s act_:ivyitiea o: the National Alliance of Business m;t:o' offine, except that

- the a&diti;:n of one staff member has allowed the expansion of these activi-
ties.' In Puget Sound and Sioux Palls, the ocouncil cxe?:‘t.tive directors have
come from the staff or board of directors of their parent organizations, and
have brought y}ipp them that orygasizationts philoscphy or concepts of what
needs to be done in the area of youth transition. The remaining councils
relate to their organizational homes in unique ways. Philadelphia is inde-
pendent "of Rohm and Hzas (a nulti»illion dollar chemical company), but its
‘location at the Rpohm aﬁd Haas erecutive offices lends the council consider-
ablc credibility in the‘%mnity. The Bayamon council enjoys similar
1cggt1ncy from ite affguaudn with the Interamerican University.

NMI encourzged its councils to become independent of their parent
bodies and to incorporaté, but the evidence suggests that parent bodies are

not necessarily a negative influence and tha{ incorporation goes not guaran- -

tee success, Four oounciis--Worcester, Livonia, Fhiladelphia and St. Albans--
became incorporated. This tactic proved appropriate for councils like St.
Albans, whose fo:mation waa thwarted by its local intcmdiazy. Iuoo:po:ation
nay havc helped the other educatfon and ywork councils that decided upon it as
well, ulthough here the effect is confounded with that of the rsceipt of Con-
sortium funding. The's funds allmd the Limir-andﬁ?hiladelphia councils

to hire full-time exscutive directore, s factor which may have been more .
important to the ea:ly growth o£ these oouncils than 1nco:poution. Por other
councils, like Bayamon, the auqqntion tc incorporate might have been Premature.
Bayapon council members and azaff believed that the council? R iink to the Inter-
‘mzic.‘%“ Univonity Iegitiaind it in the eyes of the oomnity. Incorporation,
they belxcygd, might be mors suitable at & later date when the ocouncil had '
achisved legitimacy on its own.
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In*obncluaiom local ‘intermediaries can play a variety of roles

- with xnpoct t.o loctl oouncila. Separation fron a local intermediary by

1noot,90ntion can ‘play an inpouant symbolic role in t.l;ae early devalopment
of an oducat.ion and work councils but other factors, such as: thil develop~

ment of indspentent leaaanhip from nenbeuhip and staff, wmay play an even

N lou crucial role.

b ol

2.3, 2 COunci.l llelbeuﬁ_g F )

~ Much of the 11ter.atnu sur.:ounding ‘education and work councils,

. lnd much of the informal guidance provided by the NMMI and AACJC intermedi-
ariu; stressed the value of broad, active council mbe:sh_lp. In analyz-
ing councils' achievemsnt of this, geversl factors wize fonnd to be

" importent., 1nc1ud1§ig' the process of ml;euimip -duignat@on and wembers'
motivations for j:){.ling the council. As a council begine to grpv: other
factors afféct.the broad, active involvement of membership, sich as the
:elatiﬁnih%tiém the penbéuhip and staff. - Bach of these factors is
discussed “in Sections 2.3.3 and 2.3.4 while thisZection discussee the
features of educa!:ion and worl: council mber;hip noted above.

Designation i

Council origins, and in turn the gelection of membership, vary
across intermediary auspices. AACIC colleges were asked to submit pro-
pogsals. The ﬁcceuft.l colleges in turn. hired council executive direct.ou,
who invited- ﬂbe:s to join. RAB did not engage in a proposal p:ocess.
The national organization selected five metro offices to receivs appr&-
mately $25,000 each to hire council executfid directors, or Business-Edu-
cation Tiason (BEL) Directors, as tley wece called. Each Of these metro
offices then organized a council. the members of which were usually indi-
vidl.!als who had bgen involved with NAB programs previously. Ag in the case
of JLHCJC.\ council formation and selection of the executive director were
independent of each other.

The NI coﬁ’i:cns exiiibited more variety in their development. In
some cases the execqt.ive director initiated the idea for the council and
' chose the membership. In other cases, a spall group of community leaders
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°prov£d¢d the ﬁttliativc, amd imlvod other community leadgs and organiza-

) ,tions in.the @duchtion and work council concept prior to hiring an execu-

tive digector. ' Sometimes the executive director and an executive committee
constituted the iniliators of the concept, and they jointly selected the
iarger wmenbership. The Siocux Falls council is ugique 1_n tlm; its executive
" director asked community leaders totnominate members.

G‘ouncil executive directors and inttialw-gbou did not have a
egy for attracting menheuhip, although sm guidance from the interme-

. diaries was given. '.l'he!‘r approach was i.nfoﬁhl. They contacted’peoole they

krm; who were in the appropriate sectors or who were activeﬂn iasues like
youth transition. Faliling that, they relied on individuals inuthe 9pprcpri-
ate sectors who were hard workers or known volunteers. Councill init'iatorg
tried to attract high-leve) representatives, and their success was related
to their own status. If their status was not perceived as sufficient to
induce the participation of a high-leval ofﬁcial, responsibility for council
ﬂtendanoe was delegated to a subordinate. ogp; technique was for council
initiators to invite others in their own ctor to join them as members.

S‘:i.ze,
. Because Oof the different approaches to council formation and member-
ship selection, and the dift&eht orientations of the *selectors,” no two
councils are 1dent£ca1 in their size, sectoral representation, or %eture.
C

Official council roster?list from 11 Egrﬂ membera. The NAB-s
councils are the smlleat, with 11 and 12 members each. The AACT
clouncils are thg largest, averaging 37 members each. Consistent with the
efficient, small;group style reflected in councils selected by NAB is one
exceptionally a‘ual], NMI-sponsorad council. 'i'he Labor-Management Committee
in ,':l‘g;l\estown,’with an‘a:l.l lakor atfd'buaineu membership, has only 13
menbers.
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" " VY sectoral Bgnrcsentaticn o

‘except for the Jamestown Labo:-Nanaganent Committee which did not
altsr its bi-sectoral structure upon receipt of DOL funding, and the Bl:idge-
port Work Council, all education and work councils attempted to gain b:oa%
sectoral rep:eurtation. Rigure 2-4 identifies sectogl involvement on the

-councils.

' In general, councns in.,lude :ep:enntation from at least fom:
sectors: education, buu.leu, government and labor. . ~ Among these. the edu-
cation sector is the most active in terms of attendance at meetings and
pa:ticipation in actiyities. The business _,ét':or'is active in its accept-
ance: of leadership roles. 'Ihe :@rcmta@n of labcy is often a formality:
while nine councils have a labor representative, only th:ee achieve active
" labor particfpatiou. Youth ‘and the publig-at-large are fepresented on a
few councils, ,but are not actively involved. Council leade:liiip iz gener-
ally ampathetic to youth involvement but unsure of how to sustain it. One
or tno oouncns also nought and ach'geved mdia involvenent in their activi-
ties, but uedia people are not generally councn mesbers. Most oo%ils
include a :epranntative_ of the local CEYA®yency, but this individual is

actively invgc:_.]_.ved in !cfuncn activities in only a few cmu. o

rindings on sectoral up:uentation and active involvement on edu-

& ,.Lcation and work councila support some hypothases and not cthers. For

.3

uuple. we expected to £ird educators constituting a larger, g-{centagg ‘of
council memabars on AAIC counc___i;g than on_ m @uncns. mﬁ-—.,!-.e ssuncilis
we visited, this expectation was not bo:ne out. On the other hand, business
mbo:ahip as a p:opo:tion of total mber’fﬁip is higheat on the Jamestown
and NAB councils, as was expected. We also found that in councils where
hunineu is very act{e and assumes leaaership roles, private lo‘%eu of
suppo:t for council activities are more frequentzy and more successfuny
sought. Jaaestmm. Bridgeport and Pugat swnd. all wouncils with a private
sector hage. are three of the four nuch .ofgnci‘g.&p that have received funds
from induatry exclmive of in-kind«cmt:ibutions. {See Bection 2.% for a
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THVOLVEMENT OF SECTORS ON EDUCAYION AND WORK COUNCILS

. 3 ] .

- -

. -

- .

* . -
@ "'? PR > F
P ° - ,:;-. -
- &

iR

] R - 3 Councils - & Councils
. Major “with Sector’ with Sector
Sectors- : Representeqd - Autive-

,‘.’ - 3 -

_Business

;" _ﬁuclt_iq;
Goverimant
. CBOSY .
Coouth,
fublic-at-Lerge

Y

, H
Y N - Ed et
PRSP A LR

LR

ER

PAFullToxt Provided by ERIC




fuzthor dicpunion o!f coum:il tunding murces.} 'rwo factou appear topoon-
trih&tc tq ubor'a pauivc role; firat, few ‘council executive directors or

4 initiatotn come. from the 1abor movement; second, and perhaps related, most
ewncih ‘have only ons or tuo labcr zeprcsentativea, compared to guite a

5
tw no:l uptucntatma of both oducation &nd busineu. Not surpriaingly.’ ~a
i:hc oounci.‘u that an:)oy active labor participation (Livonia., Puget Sound and R
metm) ate alao ‘those that. e conouned with adult transitim lascos. L

N uthooqh ve giid not quantity uctonl repreuntatim into sub-sectors,
theﬁe are sone gemnliutionl thet can be ventured apout the upreuntation
and nctive imolmnt of ca:tain luo-lectorl. Mong oducatoru, ~representa-
tivu of tha public high schools donim'.'o an& theﬁuncil ueus includes a
uprmntqtiw thc lchoola' vocationd oducation proceam. }?ior high

and elmnta:y sc;mol p.uonnel are not repnuntgd on most of the education
: and uor& cauhcilu Cr.zmni‘ ' couege adminiat.rato:u ar¢ somatimes repre-

. unted; but the:,' ,pa:ticipatc €ar hu act.fvely than their public high

. _ aéhoo}. counte:partl. . !‘our-year conege or university officials are only

i occnimally council participaats. )

-.‘ .

e ‘rlu business nctor is most often repreuented by ,.ndividuals from
1a:ge ooupaniea. uluany industry. sone councile obtai'\ed the participation
of local bankers. & good uoume ot cmnity ¢ ntacts and poasible funding 3,
sou.ces, but otherwise comercial and other srall business reprelentative%i‘; '
" are relatively absent f:ou education and work councila. Indeed, councilis
need to conlidoﬁhat thcy hi. s as much to offe tc local seall businesses .
as .they .hm to laige mpanles. Large companies often already participate

" in Gooperative education and other exchange programs with the schools. They
participate i CBTA X ograw for tralning and job placement, ofi-.en wii-.h" <
thefr own facilities -4 _gavervisory resources. Smail busineeses who do not
poulu progrm know.edge or their own training facilities can gain access

p to theae rescurces through tae education and work councii.
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Coe T Motivations for Memberahip

=

To descnbe council mémbers by their sectoral or sub-sectoral
affiliation is ¢convenient for analysis purpoges but somewhat misleading. ' -
Obﬁ#sly; council members cannﬁt repregent "gectors.” A business leader
frc@_n company "X" may represent company "X", but not the entire business
db&munity. It ig perhapPs moré relevant to describe council members
a&ém}ding to the reasonS they give for joining education and work councils.'

There are at least th_ree identifiable motivations for joining
councilg. One is participative--the jndividual and his or her organi-
zation feel they can benefit the council and be assisted by the couﬁCil-

I example oﬁ' th-ig is the woman who }joins the council because ghe has Just
accepted. a job ;5 a youth‘d‘opnselor for a local service agency. She . )
) ,bf__g_i_iﬁ_eves‘that her job performance will benefit from her p‘gticipation and '
- that the council will benefit from her knowledge of youth.# A second
F3 mtivation is gel’-interest, ;; at the individual primarily seeks the v o
_benefit that affilia'tiog with the council can provide, ¥or example, the o
head of the bank's community l‘:elations’ department joins because his
affiliation with the counil will be good for the bank's public image and  ~ -
" attrsct more bank business, A third reason why people join councils is to.
u;:ve as "the boss’ representative.” A c;npany president doeg not have
the tim{fand asks the training manager to attand instead. The training
manager joins because he or she hu beean told to represent the company.
Peopla who join as the boss' representative" genarslly have the most
‘limited perspactive of how they can assist the council or how the c¢ouncil

.
-

\'IL('

Can assist them.

Ba

- We also asked council me'mbers directly why they joiimd. Whatever
their actual mti’fntions; mest.council manbers said that t:hey joined *to ..
holp youth make e better transition.” Their responies resembled -“hose one ) “
would expect of community volun.uu: Rany responses did not 1.;ef‘iee.=t:w jbb

*‘nee«is or uli'-interuta. e members of the Philadblphia council provide
an axample of a councii. ezch of whose meabars does ha.\‘r% a vuted interest
in active council participation. They see their- pqrticipation as dizectly_

' 1




rantéd to ihoir own Prof;ssimal and/or self-inirerests. since rheir
colhboration helps detemine whether and how they will receive assistance
in leel:ing funding for their agencies' youth programs. In many councils,
however, wembers either-do not have strong pgrticipative or self-interests,
of do not openly express these interests. Oancil leaders may need to iake
greater respo'tqibility for making members aware of these interests, or, if
that is not possible. for rebuilding or augmenting the council with members

.

~who do _:ecogniso these motivations. .

%
i 1

Tumover among mbership

) Hany council leaders equate broad, active councilhmeubership with a
lack of turnover. They point to the continuous participation of their mem-
bership with pricie. Likewise, other councils associate turnover with
failure to achieve active,.broad participat'ion. In thig section, we dis-
cuss turnover among council membership in an attempt to put the issue in
pe‘rspect‘ive for qducation -and work councils.

< given the voluntary nature of councils, we vere surprised that turn-

-

over was no greater than it wag. Abcut half the councils experienced turn-
_over equivalent to that which a small pusiness would witness in a given
year-=20%. ' The councils which experienoed the least turnover appeaced to-be
the mller or MOre narcowly conltituted cosncils, including the Jamesgtown

. and NAB councils. Councils whose core membership exigted prior to tha Con-
sortium project. such as Livonia and Philadelphia, slso experiericed rela-
tively ‘low turnover. High-level businesa representativu are. t.heruost.
likely to quite. ,Oonflic'.: ovar theﬁ pfoject v, p;:oceu orientation .of
councils is a yjo: gource of turnover among these representatives, as is’
the failure of council leadership to ‘resolve the conflict in a decisive

ol -
5

way. . . : . - .
»
X The lack of turnover can indecd be a positive indicator of eai'ls*
council development. One example of. a large oounci:!. that holds together
wsll iiéhymn. Through the pei'aevuance of the executive director and
president in maintaining regllar pel:sona} contact with council members, and

with the help of special incentives (meetings are held in a recerved room

~
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oﬁ a favorite- rcstmunt, followinq dinner) the council has achieved active
put-icipation. An average of 25 to 30 of its 41 members attend each bi-
nekly neting. Strong democrauc leadership, particularly when dia-

agrmnts arise, helps to keep the group together: while the Bayamon

~. council may undergo changes and turnover as it seeks to challenge existing

histituuons more in the future, a strong, cohesive base from whic&_to
1aunch these change initiatives is being built, Moreover, this co'ﬂ'éiive- .
ness is develo?fnq deapite the lac:k og a tradition of voluntariam, ‘extrems
dissatisfaction with the education system, which was recently triticized in

a rcpo:t by t.he Nauonal Education Association, and overt political factional-

ism which characterize the Bayamon environaent.

on the, other hand, turnover need not be a negative experience. A
few of the councils we vigited clearly got off to. a poor start, usuallyy

because of an fnappropriate choice of.‘executive director, In such cases,

early turnover among membership (or statf) gives the council a chance to

» 2

begin anew before too much damage has beer done, ' i : .

Of some concern is t.he concentration of turnover anonu high-level

. business ropresenutivea who a:e then replaced with nid-level officials,

‘hese chancu my allow a council to continue its nomal activities, but may
fnhibit t.he counc:il from undertaking serious efforts at creating change in
community institutions later on., The power of high-level officials, and the
hands-on inglenentation ability of wid-level officials, may both be needed
to.carry out change, ) .

+

2.3.3 Council Staff ' g

As pr.eviously discqsaed, the staff of smral m-aponaored education
“and work councils were -effectively in plaoe p:ior to the establishment of the
full council membership, even prior t.o t.he grant award. For this re€ason, _
the aelact.ion of staff’vas ot an issue that received substantial attention °
from NMI ., NAB and MCJc-lponsored councils selected executive, directors
aﬂ:er grant awards (but hefore utembomhip involvement), and both of thcu

2"l'he average, atéendance for al:l councils ranges between 45t and 708.

I3 hd -
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-‘nizations’&qsc nodest guiaance in this selection ptooeas. ‘As will be
clﬂ play a. cr.utitl tole in the tatly devplopment of educatiog and work
aounciy ‘; - ~

L B
JA ‘,'.

Toema,
M RN si‘.

»

. ul muncils have at leaet one statf ‘person—-an .executive director--
and st have thtee--a diuctot. an adniniittative or research assistant and
1 nc:etuy. !‘he mn-lponlo: councils are .the mllest, with only an )
eueutive "diteétbt. rhe mc-aponaoted councils have larger staffs

C‘vhigt are. putially luppo:ted by federal programs 1ike CETA or YISTR, tv.

the councih have oaueulting auppo:t. "AACIC reserved $3,000 from eeeb of

t-its counciis' budg.tu to pay f~¢ an outside evaluation of ‘their fi.at yedr
“of opqretxona. The. tuo mc—apomud councils we visited continued to
:min mnsult‘ing servicea, one t:on a unive:eity profeéssor of industrial
oducatien and one t:o- a free-lance consultant. The Jamestown council

) utaim ‘the sezvices of tlit.. patt-tine consultants who are local college
ptofuloui in‘ aIl cases. the executive director is the most iupo:tant
ltatf‘amt, and ia the focus of our attention in this diacussion.

4

soctonl _grmntation of BExecutive Di:ecto:s

s | 'ruo-thitdl of ‘the education and work council executive ditecto:s

" have spent most of their working lives related to the educational establish-
ment, although & fev have had othet jobo or job inte:ests which involve other
sectors. FOr example; the Bayamcn axecutive di:ectoz taught eleuenta:y
school for almost 20 years and then took a job negntiating on-the~-job train-
ing contracts for the local CETA office, prior to becoming an education and
work council staff mesber. The Bridgeport girector has strong ties to local
‘industry th:ough hif previcua job as the COrpoute Developnent pirector of
“the University of Bridgeport. The Livonia council director was an assistant
principal in the Livonia public school system who was aeeking a change in*
careeta. s .

-

uen in thil nction, council statf and’ the citcmtances of their involvement

7
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iltate or nchool internahips, or by parent organizations. Finally, a few of
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, Deeignetion and Turnover | .© , -

In the course of discussing haw a couhcil's membership becﬂii estab.
1ilhed, »e ncteﬁ how. theLexecutive director becene involved. NAB and AACIC
loce:L intemdi;riee hired their executive di rectcre, who in turn orgeni:ed
the neeberehipa. The hiring of the executive director was uauelly accomp-
liehed by one or two people, end these individuals often had little sub-

_segquent involveue'\ﬁ:;.:ith the education and work councils. In three out

eof four of. these cases, there was turnover in the director's position. in _

two ‘cases within a few months of the council's inception. There was turn-, ' :

over in three of the eight director's positions anor.g m-eponeored councile.-

'rhere appeers to be a relationlhip between the aanner in which a
director is designated and the 1Qngevity of that director's Joh, elthough
the preciee relationship is in every case mediated by the director*ltperti-
In general, there appeere to be less turnover mng
directors who are chosen \uth coneciom and broad membership input. T 1n
other cases, the executive director appears to be reteined for .a perticular
strength he or she brings to the ccuncil's ectivities, such as velueble
contecte or the ability to raise funds. ' o .

-

‘rhe deeign of -the work-xduceticn Consortium project seens flawed,
perheps unevoidebly 80, in the respect that the executive director vas
often hired prior- tc the involvelent of the council's membership. In some

cular strengthe.

‘ cases, this eituetion worked out, ‘¢ither because the director was perceived

as pnrticulerly cepeb].e or beceule he ox she was aware of the leck of
undete and wade special offorts to assure the souncil of their prerogativee.
in other cases, this eituetion diqa not work out, resulting either in- the
director's resignation, the reeignetion of ' some members, ‘or an impasse
between the membership and the statf, Councily) whose membership has changed
or vhich ere reedy for eelf-deteminetion may wish to coneider statf elec-

'tigae. . .o X

-
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Stafif. Characteristics
t\:/ )
" Across the councila, there was, agreement on the skills, knowledge,

-.qtﬁitu@.. ané other attributes necessary for executive directors. Figure
" "2-5 sumparizes the executive director characteristics endcue& by éouncils.

of format importance is the ability to yﬁ;k with ropreuntatiws of
dﬂteunt nctors in a coliaborative or ihcilitatiw style. This was both

' the nat valusd ability and the one which was conéidared to be noll: absent 4
.-mng counoil directors’ in the oouncill we viaif.&d. Just as ilpOrtnnt ond ‘
"rioouury to the tacilitatiw role is strength in interpersonal communi-

mtiom--exporhncc making, using ahd keeping contacts. throughout the ¢ .
c@mnity. n’chouqh councils were cnooungod by the intermediaries to llle

' a urioty ot mntacts to arrange for future funding, my councils looked
] prinrily to thair executive directors to idom?ify tunding sources, write

proposm and” get woney for them, hance the high value placed on this ﬂ
ability. Also valued are executive dirtctﬁr abilities in expediting act ¥
vities and developing projects, gathering and disseminating information :*.o
the council, organixi:'\g; adninistering and managing.

. +t
The staff chauctoi:iatic that most often led to early turnover was
inexperience, which usually mit«tod itself as an mbiuty to manage
oonﬁict. S

b - .

2.3.4 Council Leadership and Decision-Making S

In the previcus sections we have qﬁcribod council membership and
staff. More important than the charadteristics or the background of these .

* people am :individuals, hmnr{ may be the characteristics of council Ieader-

ship ana Gociaim-mking that they, together, forge. WMI and AACIC pro,gided
guidance to thoir couticils on the wbject of leadership. AACIC in particu~-

lar stressed the importance of the staff-council ulatiomhip and the role

of the council in directing the staff, rather than the atatt diucting the
"councils Methods of atructurfug education and work councils o insure that

they be true doci.aion-uking {as appoud to advisory) bodies also emanated

from the councils themselves and were shared in the coutse of their intor-
actions with each other. _ ’ : _ T
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‘-O\gmqil umb'er_a.-’ aft 1‘:"m! representativee of jarent orgenieations
ary the aotort that compiise e oounci)'s leadership. Council leadership
eRANALES £rOR the executive director in some csees, and from the céuncil
precident or executive committee in others. 1In s third sst of cases, the
mqati{jn director snd president tizuthor represent oouncil lesdership.

In some GASes, a representative of the parent orqanintion providea much of
the iapetug for councn activities. : !

) The quantiu of a good ludor or good ,.ndouhip are difficult to . ;
specify in the abstract~-pecple seem tO know leaders® or "good leadorship® .
when they see it, but they ‘have a hard time analy®ing the particular quali- » [
ties that make a leader. An insight from the comsunity organisation liter-
ature may be holpti:l to oduéat%f end work councils. in evaluating their
leaders. Barason and Lount03 soribe leaders of "regouroce exchange
‘mtwork-s.' affiliations of mdividum and organizations for the imrpou of
- exchanging resourcee to aehim nutually agrud-upon qoalo. Amriim to
theas authora, the hldlﬁ of thy network ia an unpaid voluntesr. He or ehe .
oan nudgo the nctwork into action without dirccting itas activities, and. '
nore Léortantly. can dul open.y with the issue cf leadership. The best
leaders are oithor laypersons or dissatisfied professionals who, through :
yeara of sxperience, understand the waste that results when individuale e
spocianu too much ani define their folee too Rarrowly. Moreover, good
leadere or aoordinatou have 'the capacity to imagine how resources can be
used, and their antennas are constantly *acannirg® to eend and receive
signals for resource availability. They also know when to use different
g ru&ircu. Finally, the early leader remains a leader) onn'thouqh new

leaders can and should emerge. Pechape these are Some of tho quantiu of
’ leadership that education and work oouncnl should 'seek to attain.

<, .

- | - Modele of nociuon-ﬂlkiﬁg

]

Closely tied to tho issue of leadership is that of decision-mnnq.
There are two modes of decieion-making--centralizad, in which decisions
& Aaze made by oouncil_lnd,u or an executive -’oomittu and staff, and -

3sqmour Sarason and niuhoth I.orentz. The Chanorgo of the Resource &'ﬁ\
Exchange u.two:k (San Francisco, Nnhington; D.C., London: Jouey-ml

Publishers, 1979}, p. 129, -. .
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da«ntnli.ud: 1:; which docioam are made by the ontire council. - Five
coun(:ih uu a oentuliud deciaionemeking process. 5taff work with one
Or;\ more “oouncil leaders 25 a tedm, which then annourices decisions. to the

. rept of the council av meetings. Two Of theee councila uee comittus %

to: Teview g&idtu, but etill turn to their leaders to make decieions.
Inind. oW ngbon in theae councile sxpreaaed relief at being able to
dcllquto their® decilion-nking responsibilities to leaders that they
trustcd. thonl:y nvinq them the time that involvem¢nt in theae decisions

‘ would take. ) il
' AP - ~

Thers are five councile which generate deciaions as a group. Two
of thesn are very smali--11 and 13-members, reePect ively. Two were exist-
ing under some ‘other auspices or in some form before the Work-Edukation
Cmortimn. Two oounoiln cannot e categorieed as incorporating om form
of deciaion-méking or the other, since they demonstrate di!hrmt forms
ot .decision-making on different. issues. In only one caee, P”ailaaolphia,
dou a counzil make decieions formally through a parliasentary process
uu];hﬁ.nq committes revievs and votes.> The other councils all decide by ‘

*

o

coneensus.

© .How Dacifone Are Made ' N Lo

-

= Some councils use ittl.lctllt.l to facilitate the decﬁion-uking

PIoCess. éwoul counci]a use ntanding committess or task groups to ‘enable
menbars to work on spoci!ic projocts Or issues. metivc committess, which
consist of officers electsd once a° year and the lndau of thevatanding .
committess, act as a yshicle for communicating resuits of ths task group

'ncti.vitiu. to the 9eneral :tnborshgp at i “ogulaf maetinge. 'm. exacutive

.conmitteée vevally. seets mcre Often than tne whole council, porhapl twice &
sonth., Each successive layer of organization in this system glthorg infor- ‘
mation and makes dacisions _tor thg purpose of ombliug'the general uninuhip e
to make informed decizions on larger makhtere concerning the ‘council. The .

. N1 and AMCIC-sponsored councils basically ,follow this structural model.

[
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Bach of the NAB oounc:llo uses itz own model, :@hu of which

involvas an executive oouitteu or task groups. In Santa Barbara, the

power of the individual members, plue an elected cha:lmn. ptovider the_
leadership.for tne council. The fact that the NAB metro director hired
th-inouncn'c firet executive director before the council #‘ formed seems to
patter nttlo in ‘thie,case; the council members as a group appear to undgg..
etand their oolﬁut:lvo'bonr and are willing to use it. The executive
director of the Santa larbua oounc:lls;playo the role of qemral aseistant to .
the ooumn. organizing :lts ideas on papor and carrying ﬁq,,ough on selected :
activitize. 1In Bridgeport, the decisions are bao:lcany made by th‘e executive
directer and council pru:ldont, who invited each@f the 10 council uubegs to . 5
join. 1?1. council Operatea as advisory to NAB's on-going yout programs. #%

)

M

The heﬁl‘ih of a council'e leadership and decieidn-making capabil-
ities is kay to ite self-identity and to 1tc cltimate influence in the
oomn:lty. Cruciz) to the doc:lo:lon-nk:lng capabilitias, :ln*t'um. are
four .factore: the relationship of the staff to the membership; the use
of organizational structures that involve 2 marisum ‘p,mbo_r of members and
also admit cutside influencee; the continued involvement Of early leaders .
and planning to develop mﬁudul; and the background and qualifications )
of ludorah:lp. These factora. are dincuuj)hbolow.t‘ .

o

ARt

Council merbeie need to play an active role in the oounc:ll'a deci-

sion-making process. The etai’ neede to understan ite ptopor role. @

%Stau can sugest-ideas, facilitate diecusaiona and manage meeting~ and .
data gathering efforts, but it ehould not dominate the decieion-making
proceas. A staff which ‘e large or ulg:lch answers as much to a parent YQ’
orjanization ae to the education and work‘oouncn maborihip, or which is
uioctod vithout sufficient 1nput from council mexberahip, may come to
dominate & ccumn'c doc:la:lon-nkiug and isolate it from key avonuu for

- AN on-go:lng conun:lty influencs.

2
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‘§,~ ' The t«deuhip and dacilion-uking struclure can aleo enhaice tae
ao&ncil'o self-development and, ultimately, its in%luence in a u.omnity. .

‘ !'or ons, the method oftforming task grm.ps to handle specific problems can be

a unm of tapping new 1eadeu§ip sources. Second, councils that open theu
task groups to the public generate more intimate awareneuﬁf the council on
the Plrt‘ of the public and plant the seeds for 1onger-tera. community based
1udouhip -4n the area of’ youth trangition. “At the time our visit, seven
coucill had activo ltl!tding committeas and in three--hymn. Phhladelphia

“and uxington--tthe committees were open to "the public. ) l

L3 N
The continued 1nvolvaent of early leaders can play an important role

in the dwelopmnt of a @mil'l self~identity. Pox emple. the lack of
%?ntinuod involvement of its fnitiators hurt the ueu council. The early
leaders departed before the membership had utabliahed a self-identity. 8 .
councn initiators and early leaders also need ‘,Qu. Lan~Ke plans to develop new *

o

ludou, for two reasona. Pirst, in most cases it is unrealistic to expect

'leadcu 0 be able’sto uintain their commitment to the lnadership function

for more than a yur er’ ‘two. The very characteristics that make leadeu
what thoy are alno usvially nake theﬁ very bucy people. Second, even it one
could retain the ludurqhip,ot those who began as council leaders, it may be
wiser to allow new Leadership of those to take over after boue time. Alter~
a‘tﬁom in the couhci_,l'l goals, uuch..as the inclusion of adults as a trans-

‘ ition target group, or the expansion of the council's gtoguphical acopse, .

uy‘ ot!ﬁ a propitious oﬁortumlty tor & chango in counci}: leadership.

Presgent oouncil xﬁgadou need to think and plan £or this eventualicy if a
swooth transition is to be acccmplisned. _ 2

l

;'g. 2.4 Organizational Relatiznships

As noted in Section 2.2, coordination with local com‘n_it; inseitu~-

. tions and agehcies which are invqived in youth tiansition ic a etated goal

™

of a majority of education and work councils. Thodreticany. couircils

achiotre and mintain these linkag'u via their nmbouhip, or their relation-fs-
ships with other local organizations. This ssction describu council use of
these baeic methods of ;cuieving iinnge. As will be illustrated 'in this °*

& ® ‘
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o:ganizational’ nnkaqes is an u.tive and sonetim-vs frus-

n aifficult, ’ vt £

o + - 1 *
¥ - - . Sl

2 4 1 ‘hlationships: 'mrougr_nenbers .

(l’,g/ '

t oouncila' ehrly ai;eb?;‘ Just becoming £uili;ar with .

Iooal 1inkagu~ \.h:ough mbera are achieved in_ two ways: through
imtitutional represgntation on the oouncil and through overlapping menber~
ahip -with Sther inntitutims or councila. ‘As we discuaaed in Section 2.3,
most eounci w& broad aectora’l repxeaentation, even it the nunberg of
mdividuala zzp’uunting a sector or “the .ramber gﬂ jnstit,utions :eptesenting
- ‘that secto: is lhitcd. S,

_ s !'igure 2-6 illustrateu the education and mrk councils' overlapiing
. BRI mbc:ship uith othe: koy oomunity councila. Theae oouncns include three
. undated CEIA munciis (the planning council, the youth council and the pro-
poud PIC or Prj.vate Indust:y Council) . the nandated local area vocatianal
education adviaory council (LACVE) , the. mndated local ecomic developuqt
planning council, and other mn-mndated but'prwalent oomunity councna
N concerned with youth transiticn aponso:ed by NAB, the Chamber of Cmnrce or
. . the. pubnc school system. "J, c T

+

e " according to Pigure 2-6, two-thirds of the education and work councils -
N ‘f include mmbe:ship from the local Chamber of Commerce (usuany its educatiqn ‘
.~' " cmlti:ee). This appeats to be the MOst common linkage, Mpresentatives of

L 1local ‘CETA planning councils and public school career education advisory

;‘"-; ' oouncils sit on five education and vo:k oouncils. At least four councns
) expect to beome the PIC or fo incorporate PIC membership. 'n:e:e is tai:ly

linited crou-fp:tilization béetween education and work councils and CETA youth

.o councns.'mcvzs, and economic development planning councils, altbo'ugh several
s councils do have vocational educato:s or CETA ataff mong «cheir menbeuhip.

? .
. ‘Patterns of overlapping uemherahips anong specific%uncna :q‘lect )
-”: « ) ‘the goals of the council and the a;lhitiopu or special knowledge of its leader-
' X ~ ship. ( The threé councils f:hat‘have-‘.the strongezt linkages to CETA can be
' ; ‘”und as an example., The Philadelphia council's primary goal involves medi-
ation among the numerous CETA service delivérers in that city. Governnent

- .

v -

S ) 47 ' a ., . ’
. _ T893 W |

Ei T




. 4 .I
LR " P L E * f e L
Lo Ty R P T ‘tr-'\ L .
. A P . t
T O ot -
- ; R
PR LT N
- . € " ;1 L - . - -
- - - - oLt - -

4 ' - H

7 . = -fr
- TN . ¥ \ .o
% '
. . &
S . S
— B N . .
o -
. - . a A :
’ & 4
- ¥ %

o -‘ , ‘ ,;):' Hm 2"‘

L o L mppmc /COURCIL msnsnn's &
,‘-.8‘)‘ . R ‘ . LT
. mandeted <. - ' . " | . Prevalent but Non-iandated
) AERE . local Area ¢’

. oo " vocational  Economic Chanber of
. . ry Private Bducation  Develop- ) . Comnerce othex {®a9.,
CETA CETA " Industry Adviscry mnt - f (€49, Public Schools
vianning «  Youth vouncil “Councii Planning { NAB Advisory Education Career- Educstion .
coumila',‘ Coyncil {PICY {LACVE) Council . Boar. Conmittee) Advisory coune 'Ly

s ’ L - | [
[ )

r-—-—’} - .

B santa Barbara, % .. expected . ’ ‘. % . % ‘
.wrigigopoq\ . ) i o . . x ! X .
-{,';, L"'r_ X . : i - -

L ARCIC .o : . ' g .

P

EX 5eyamon: 4 .o : ' : %
B ot Abeie expectad x o
. i oL ,r‘\ - o N . ) . .

l:.imxr :

s“‘ ......

.’r

9
E
£

-

- |
5 ¢
L& B

-
MMM

(ﬁiaux Falls ) ) : . -
miﬂgtoﬂ X wﬁ - N
‘\ m ] =
.‘;.‘ o:gn_.stm

MWD
w}




<

LIS

]

-cultivate linkages with local economic developnent groups. 'lghe";ta Albans

» - 1 h
nanciu and cno- that receive CETA funds conprise a majority of the Philaw-
* delphia council. The Livonia oouncifll(_is consciously seeking to garner CETA

funds and become & political forea (PQI."hlpB the PIC) in the greater Detroit

area. In Puget Sound, the council executive director has extensive know-
ledge of 1QCal government and community-based organizations and was able-to
attract membership from these groups bscause of his contsbts with these :

- e

organizations. | - ( . - ) S

The pattern of linkages by the two councils that serve economically - '
dcprund regions-are hnvizly influenced by this condicion. Zach tries to

council is developing a strong linkage with the local eccnomic development -
organization, while the Bayamon.council has, 48 one of its active members,
a government official of the Bcpnonic Developmant Administration in Puerto °
Riw. n ﬁf . - . . v . -

.“hile further investigation of local linkages and their ouhcones i‘s ‘ e
the subject of Phase II of our study, some couments can be made liere. A
major cbgervation is, “that CETA participation on education and work councils
has been weak. One reasch is that the- exe'qcutive directors and douncil
presidents tend tc be oduoators or busineas represcntntives, not CBO or .
government affiliatql Another reason is that the CB‘I'A affiliation 13 some-
times viewed as casting a negat:.ve image over the council, esgpecially with |
employers. There is knowledge that CBTA exists, but thvze does not geen to
be a clear unﬁerstanding of what CETA can do for the council, encept insofal:“
48-councils can use CETA funds to add secretarial or other administrative °
:taﬁi“ A.thj.:d reason for thef‘iack of active CETA participation may' be the .
d‘i.spax:ity in target groupl betﬁ\é‘en aducation and work counciia and the CETA
organizations. CETA focuses ‘on the e"onmically dindvantaged and unemployed,”
in~school and cut~of-gchool youth. )b:t education and work councils operate ' ﬁ'*
on behalf of in—schcol YOutfi of al 1 economic bmkgrounds. Some CE‘i'A repre- .
sentativea may be unwilling to invest a lot of .energy in an activity which =~ .

" -

‘ doe: not diroctly aupport. their needs, junt as sore council membera may be

unwilling toa*focu: téo much of their attention on only@fne gegment of thg

youth population,




_— e .
Rlprelentetieee=o£ career education advieérg councilq.are more
frequently found on sducation and work'councila than aré membere of voea-
‘tional education advisory councils. One reason ie that the concept of -
~education and work councils is concerned with the broader programmatic
erea. Not eurprieingly. none of the council leaders of initiators fﬂpfe'
sesnts vocationel;educetion. Vocational educatore are perhepe most active
in areas like St. Albane where Canadien industry is expanding end new
training programs need to be developsd to encourage the- expan:ion and to

induce Youth to stey in the rural “ricounty area to occupy the new jobe.

gg " while certein local councile are frequently represented anong
the' memberahip of .education and wo k councils. tpere i? little documenta~
tion of'the overlapping council-nemberehips held by educztion and work
council members. Our interviews revealsd only sone overlap in this
directicn, with council members noet often nembers of caresr educetion
-advisory councils. and Chamber of Commerce educetion subconmittees. It
ippeeresthut relatively few educetion ‘and work council members were also ,
CETA plannirg oouncil menbers. and almost none uere wembers of the local

- economic develiopment plenning councils.

T 2.4.2 Relationships with Other Organizetions

£ i

“\

One of the most difficult chellenges fecing councils in their early
developnent has been ;het of defining roles for thenselves in relationship
to other councils, pxograms and¥organizations that, perform similar functions.
Education and work councils have not had difficulty. obteining the partici-
petion of high school educetore or businese leaders, perhaps because these
repreeenretivee feel that the council can have an influence on their jobs

out it cannot replace the functions cerried out by them. on the other hand, -

the sducation and work council can replece.tha function carried out by an
ineffective local career or vocetionel education advieory council, if it

'choosea to do 8%t o .

Somé councils hid*etéenpt to take over services performed by other .
programs or councils, with varying outComes. One education and work pouncil
sought to perform the clearinghouse function of bringing loqél eiployers-and

- ]
*~
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. teaéhe:a-tGQEther¢ a functicn which was being served by the high school's ’
- career aducation programe. . This cou astl believed that the clearinghouse
a.xvicc was pore app:op:iately prcwided by the oouncil than by "he_.achool.
Although thgldouncil began a clearinghouse p:ogran, it exists in addition ?ﬁ
to that operated by the school. The hcatility that devtloped between tneee
ganizationa a8 a result of the council‘e{&ction h&e not deen tenpered,
even though the council ha‘a tried.to support the career education program
. X,

i other: ways since that time. g Y oaa

y v Another education and wo;k council aouéht to be the local catalyst .
for cco:dination among eeve:al well-eetabliihed, long-etanding you't: service
agenciea. Ite effort met with early resistance, and caueed it to cancel a
conference of local ee:vice agenciee echéduled to kick “off the education and
werk council's ope:ation. In addition. numerous ea:ly attempts to g94'in the
involvement of the local career education adviaory council in thia education
and work council‘s ectivities vere unluccesstul. In the Zace of these

* obstacles, thia council was forced to :et:eat and reconsider its role.

. " Both of the situations just described are characterized oy a misper-
ception on the part ct“the council's leadershipfof the community's willing-
nees to accept the council in the role it has chosen for ifself. It is . e

- unlikely that any education and work council can elmply declare its role in .
the compunity and expect existing organizations and councils to move over '
and accouodate. A council should be prepared to wo:k to achieve this legi- .
" timacy. In eone cases, the council may have to settle for a wore nArrowly
defined role at the outaet, and work to expand that :ole in the future.

This pa:ticula: approach is illuat:ated in Philadelphia. “The Phila-

. delphia council ene:ged as an offshoot of the local career education advisory
council and chose as its focal point the. CETA aervice delivery system. . .
Rather than trying to duplicate thé activiti¢s of the career education |
council, the Philadelphia council sought to act as a clearinghouse for CE‘I'&,
youth service delivere:s. It provides information on new grant opportuni- g J

' . ties, asgists agency ataff in p:epa:ing applicationa and acts as a neut:al

' and infomal ground for the diecussion of how to allocate these funds ‘and
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ai_rvicu among existing agencies. . This &ouncil's role is :aél}o: lpeciai-
ized, and it doés not duplicate the role 6f any oxinting council or prq.-
'q:u.- Indeed, Philadelphia‘s success in its narrowly defined role has
embhd it to pursue other activitiu, including pe:auading the (:omn- 2
malth of Pennsylvania to open up a third G!:D‘testing center in the
Philadophia area tﬂ serve the backlog of ilﬁifidﬂ&l’ waiting to take the

&

test. _ . T .
’ In sho:t.. ca:ving out a role for a local oducation and m"l; council
can be very difficult, pa:ticula:ly where the oouncil is pa:ceivcd as duph-
_cating on-going se:vices._ Even if thcse oxilﬁing gervices are not well pe:-
formed, councils need to develop sophilticatod and politicany sensitive
_st:ategies ﬁo: defining their role in the mmity. Inviting membérship
which represents other local programs and‘councifb may be an important early
step towards identification of the council's appropriate role. Moreover, if
the task of inviting representatives of ﬁhesﬂe oo'unciis‘ and agenciez is per~
formed by those among; the council membership and staff who ate well-known i
and respected in the cowmunity, the :ep:esenta"ivas cf other groups may see
"a p:ofessional or self-interest in beconing involved in the education and

L] L]

wark, council‘s formation as -well. X ) S

2.5 Councilrunding_ L o ;

\ In 1977-1978, . the Work=Education Conso:tiua funding played a major
role in council *budqeta. Since that tine, however; councils have success-
funy “sought alte:native funding and have proven the viability of the seed
money arrangement under which they ue:e funded. CBTA 'rmim the Iost. popu-
lar source of alte:native ‘support, and th. largut: source of other support
_for _nost oouncils. but otho: avenues are being explored.

€

At the outset of theé Consortium, council budgets ranged.in size f:om
szsufoo where the Consortium provided 1008 funding to $140,000 where it pro-
.vided only 25% of the total council budget. 2ive councils out of 12 were )

Lo suppo:tod solely by Consortitm monies during that first year, including an
" £ou: NAB and MCJC-!pOnlo:od councill. ‘i‘he Mdl-lbonso:ed Philadelphia
aouncil was aho supported totally ong of projoct funds that year. During

“the second year, the Philadelphia and St. Albans councils-were no longer

42
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botally dopuilin: g}gn Conno:t;un support, In tlct.=du:1ng 1978-1979,41:110
‘Philngolpbh mnoﬁl euccesefully garnered 23% of its funding from six

newly=tapped tuh’dim sources. VYigure 2-7 providss an overview of the bnagetr

ot each oounon. their.varioue aouwu%of eupport and their” pro=pacts for’ _
tutu:o tuppo:t. sy . X -

- ;v 2.5.1 ‘-l'ho !ffcctive Use of Sad Money '

L In lecordancc with the p:ojoct'o intentions, moet WMI-sponsored

eouncila :ducod tnt‘i: level of.dependence on Consortium funds duning the

noond y\n:. Si.x of twelve councile decreased their reliance on f.’.onlo:tiu

funding t:m the ti:ot to the eecond Yu:. two councils increased their

dependence and four f'auinod the same. The Jamestown Labot Management

Mttee was the only council to oxpc:ionco an 1ncr¢ud depondcnce on COn- .
~ sortium funding in the ncond year, dm in larqo part to a cutback in federal J

economic dovolopaent funds Moreover, in all caice vhere the proportional |

dopcndonco on the Consortium was docnuid from the first to ths s-oond year,

the budgot wae increased through the -use of a].to:nativo fundo. Alteratione

in onixncilo' dependence on Consort {um ftmd‘ing and levels of council funding

are depicted in Pigute 2-8. : -

1s

'

while those ﬁndingo appon: 'to be suipportive of a seed woney goncept, .~ ‘ =
they uult be considered in conjunction with the co::upond:lm effecte of size,

and therefore stability, of- council, budgete. . The Philadelphia, Lexington,
- Horcester, Ppget Sound and 'St. Albans councile 41l mctnsd thci.t level of
<« "“funding. The ﬁo:coster*‘council “enjoyed the largeet incnuo. from $80, 500
to $150,000. 1It also expanded ite funding base .to include local CETA sou:cea.

| State Employment and 'r:aining gouncil funds, HEW Career Bducation monies and
. othei: local support. '!huu. education and uork councils were -abls to use their
C ‘seed money to leve:age sufficient othe: funds and fundiny sou:ces to continue 3

2

. their 6ne:9tions. - . : . 7

. 2.5.2 Alternative Punding Sources ¢ L . "
_ - P A list of other non-Consortium funding sources tapped by councils
C © is g.w'en in Pigure 2-9 showing the increased vn:iety of tunding sources

« sought in the geccnd year of the ,Projeot'a hietory. CETA is the counci],e’ ’
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Funding. Sources 1978-1879 . 197951980
CPTA ' . . ) 5
- H .
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- t- ) 1 e
‘?gui.nqu PR 3
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Schoole . 1 ' 1
Community College . . 2
. United Way 1 - 1 -
" * h \‘[ ) Y
Chamber of Commerce SN | 1
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State Education’ . RN L2
Other Local N U - 1
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most frequently and mst lucceufully tapped funding HORLCe. It provides

as much as 24% of Livonia's budget during 19771978 and as much.as 55% of
‘ Loxington'nsl’fudgct in the following year. The Hesn council .increased its

CETA support from 6% to 24%; Lexingtcn from 27% to 55%; and Worcester from

0% to 27% with. local CETA nn_niu alone. During 1978-1979, iive .councils

tapped CETA funds. Busineu' contributions helr~d to support two councils.

during the first ysar and a third during the secoad year, but buuness E‘
con..ributions were signficiant in only one council. " In Puget Sound.

‘p:ivatz sector-oriented council, local busines8 and foundations contributed

more than half of ie council’s budget in each year of its opergtion:

5119~1980 plans, each of the councils that.receiyed ’

CETA funds tae year r;efore planned to continue to receive CETA funds. rive .
additional councils wera' looking forward to other federal sources of funding

ingluding the Pund for the Improvement of Post~Secondary Bducation (PIPSE} g
and Youthwork, Inc. One gsite intended to seek sconomic development -funds

through association with an ;!gency receiving Economic Development Adninistra- }
tion (BDA) planning grant monies.‘ Four other councils‘looked to businesses . K

I,goking at

and lcecal agencies for new funding sources. f.ocal, non~business contri-
‘butions are in genetal not’sgusht by councils. A o T




Hity are idontiffcd. ‘l'hio wss-a major issue in the development of educa-

-

3.0 " coumc:L AC‘!IVI’!I!B .

As the organisational _snd adniniotutivo work of utabliuhing
a oomcn a8 a functioning body is pc:fomd, councils also begin to po:fom
acti?itiu pursuant to their basic purposss: As: o stsp toward lcgitinutiorr
in thoi.: oonunitiu: councils begin to conduct Mnity nedds essesments ‘ i?
and activitiea designed to ircreass, tho public ewareness of local youth '
teansition nreds and of the. counoil'l oxistence. At this 8“90: mbcu and

FY -

 staff lecarn about transition luuu and *ransmit this information to groups
“in ths c;munity-civm elubs, grou~ Aployers and others-~but council . K

L

participants are still working independsntly ir these endsavors. In the_next
stag'e of.éoum:il dwolopa;nt? coungils begin to enjage in activities that
involve ooOpiration nd a wmodsat level of pa:ticipation from® other oouncn
members and indi.viducla outside ths council, During.this stage, councia'l
p:lu:@y undsrtake ltudont and ataff development ac vities. Council
nésbers discuss careers with groupl of students or pa:ticipate in atudent
shadowing experisnces. They hslp convene career guidancs institutes f.o:
locil teacKers and guidancs counselors, ¥or councils, these activities
upuunt the first ooncutu lubltantivo zteps towardas oogncn legitimiza-

-~

= tion in the omunit:. They ars .an opportunity for council members to

experisnce first-hand what the 1oczl naeds are, and they are an opportunity

for méific individuals in cmunity institutions to 5*90!1000& the council

and its capabilitiss ﬁut-har.d. As most couicils have experienced: needs
'ummnt and public avareness activities axe abstract uorciua if.they are {f)
not, soon accompanied by ‘theu mote concrete.activities. -

Council aativ'tiu weu at this stags of dcvelopnnt at the time
of our site visits, .A few councns wers just entuing this otage; the * .
ujo-ity were several months: into it., Indeed, it is a stage that ‘marks a o
Platsau where many connonl remain for several " nths, _ .

This chopte: dsscribes oouncil wtivigiu. Fiut,{*odes of acti- .

tion and.work councnl' with NI advocating a facilitative or catalytic . -
approsch cather “than a project’ orientation. Second, types of activities
are described, including ressarch, public awareness, student development,

¢

% .
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atatt dwnlopunt and policy/adminiatrative concerns. Third, actiyities .
ere huu& in relation to commuaity- needa, goals idehtified by councils,

N ' .' m& thc puticipmta in and ucgients of couucil activitier,
y .
@ K 3.1 Three M i e )
. * . - . M %

- '.I'he councilll AToup themselves into three models acco:d‘mg to’ )
the types ot activitiu ‘they undeztake. The first model is ujbuunttd by
» councils which engage in only those activities that involve facilitating,

coordinating, or atimla\.in;prtivity on the part of othcu in the local
cmunity. Five councila (Bridgcport, Livonia, 'lhu, Philadclphia and Sioux
.- Palls) tit this nodul. 'rypictl activitiea conducted by these counciis 2
include needs auumnt atudiu, pubnc awanmu,ﬂuﬂ olearihghoul(c funce-
tioru. Theu activitiu invgiw putting key peoplo and. institutions in’
touch with tach other, lining up resources, and msotivating, and m:llting
Othlt Lﬂdividuah .and agenfies to oollaboute together or undertake acti-

: vitiu tor thme.‘wu. ' " .

L3

. 'A ascond model consists of coficils which, in addition to facili-
tating activitiee common to Model One, also conduct one or WOIe gervice
delivery activities which are one-time undertakings that are not funded by
. . outside agencies. Two coun¢ile fall into thie category (Bayaion.and St. 5
. Albans). Examples of Model Tvo activiti¢s include job and career aware-
ness seminars for etudents, and occupational cou_nuling and teacher ekills

cogferaneu for school guidance couneelore and classroom instructore.

. ‘ ' ‘ . .In the third Wmodel, a councii combines facilitative ac‘tiviti‘ba

. {Model One) and one-time service Q}iwry activities (Model Two) with actual
program impleméntation on an on-going basir funded by outeide agencies,

Pour oouncils‘u:.e,xing'tom Banta Barbara, Puget Sound and Worcester), typify
this model. The LeXington council usee Public Service Bmployment (PSE) ¥
funds to run & Job Center which provides’ job nferrngls and- couns‘el'ing for
youtl'a. Tk~ Puget ‘Bound"council has sta’gzed and is lid.minimte':ing a Center

R . .
1 N -

y - . - . .
\The Jamestown counqﬁbhas been excluded from consideration {n this 3
chapter because it did not. target any of ‘%s activities to youth or
youth eerving agenciea. w

o (I ) : -
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. on ‘Work and” Prods tivity to conduct research’and seminars on trangition -
issues and to tu\m oducatou and youth. The Ho:ceste: council is training
CETA workers in reducing sex atonotyping undor a $30,000 State Employment
and ‘tuinmg_ council grant, The Santa Barbara council has been awarded 2
$260,990 Youthwork grant undev which it will recruit and train 250 empioyer- . - t
‘based counselors as part of a team effort to‘prouote increased youth hirinq
1;1 the commuriity. In addition to these pro.grm,a tié efforts, one othe:
council (Livor &) is currently attﬂpting to ucu:e funding to engage in <
progran °"“‘*€€' by becoming the 1ooa1 Private Industry Council (PIC).

’

The ﬂmt\liwo nodela of counci.l activity fa:u within tho exprelsed
_mandate of the Ccmsortiuu to support Souncils that pronote conaborative .
) andeavore cather than e:*%qe in ongoing program inplemen:a‘*ion. Not sur-
prisimgly., therefore, there.vere mixed feslings about adminiate:ing programs
. in two of the Nuncil.s ;ﬁ'ﬁu have eatabli.shed exte:nally-fun&ed programs.
. . In Lexington and Worcester, the &mncna were diviaed over whether %o ,assume
a‘purely coordinative role or tca_'adn_i.niste: programs which serve the commu- '
nity directly. The Sahta Barﬁaris’ council's decision to pursue the %uthﬁo:k .
grant and' the¢ Puget Scmnd oouncil'ﬁ decision to éstablish and run a Center
" onh Work and Productivity were unani.nousiy« approved i.n theie two sites. . i '

. ) .,Councils that have p uad o ;er models of activity have also con-
Ry sidered the issue of process vaf\p.oject onientation, For. exanple, the
, Livonia council % decision 'to attempt to become a PIC was nd&,only after
, considerable controversy among the membership. pikewise. the philadelphia

*

3

I

+

council, which does hot adu'.inister any prograna and has no immediate plansl‘
. to d0 go:.has be'en'acutoiy sensitive to the need to shun programmatic acti-
vi‘ties lest it comﬁete with its own members’ nrgaﬁi;atioﬁa."5'0n the "few
occasions when a board member pPropossd a oouncilﬂactivity that appeared‘ to
constitute program implementation, a mjority of the other oouncil membe:s
squickly opposed the suggestion, Lo s

»

.;L

~

. T
Indeed, conflict arises in councils exempiifying’ all three models

of activity. This iz a reflection of the faot that while councils go
through a goal development and congénsus stage, additionzl conflicts sutface
. when councils get to the point of specifying activities associated with-

= v‘* 8 :
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) quoala, or makirg decisions about unforesesn activity opportunities. It is .
o aiso a rcﬂaction of the hateroganaity of settoral affiliations in most 2" ¥r
. . gouncils and thc diffecent Styles of operation common to those sectors. | ,
_ The source of conflict is inevitably the tension between 'flcilit!tiﬂg and
: - ‘doing and the sides are ultally drawm witﬁ educatora favcring the first
aode and: business rcpuuntati:cn the accond. It is '-nuib'@ that the Santa
Barbara counciPmbau avoid this confl 't‘:'t'”bacauu their pond a8 decision~
makers within their rupactiva or‘ganizatéons and sectors is stronger than
J . EE their sectoral bonds. The "do® orientation they embrace may %&”t their
raapactivc rcles ag organizational dacia,ion-nakcu,,

Whuc the description of coundil wodels of activity is uac!ua. ia
inuatraziug one of thcﬁtcy ,ccnflicta of early council ixevclome»t, it is
' inpcrtant to provide a more ccmplatc description of the content of council -
activities._ All cils facilitate and/or conduct activities in at least
one and usually thnc of the activity areas diccuued balow, aad it ,1..., ‘
during this stage of davelopnnt that councils aaricualy begin to confrc?t T
the issue of'sthcir role in the cmunitﬁ - - _ i

w r -
-

3.2 Motivities -

- »

. To examine council activities, we uded McClain and Sockol's cateo“)ri- >
zation-of thirty lpccijie activitias in which councils might engage.h The
five categories mcmae. Research, Public Awareueas, Student Development,
Staff Development,. ana Mministrative/?clicy Concerns, Figure 3-1 indicates .
hcw many councils engaged in each uajc:'category of activity amd each speci-
tic activity. The authors’ dgfinitions of the specific antivities are pro-
vided in Appendix A, <The signizicance of ~he'councils' involvement in the
activities is identified-as 'maJo; oz "minor” according td the amount of
"-council staff and member t :!, devoted to the activity, = A% -

- . . - .

e%‘} : R 1. . )

Thomas Hqﬁlain and Richatd;Sockol, Community Educatjon/Work collacoratioh°

A Massachusetts Perspective, Institute for Governmental Services, University ¢
of Massachuaefts, January, 1973. ' _ -

- r

R :
. »
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SINTUE OF ACTIVITISS

- I
T -, Wajor - . Mimor . Mot an
" P Actlvlty; /utlvlty MActiviey
) ) N P v .
Iﬁm R N ,*z I | 2
‘ ~ a
5. Needs Mnuun“: 6 - $
b, Occipational oacm aﬁu:ch 3 - L]
©o Othar * - ©y ? 6
R ’ --.,-\‘C, LR S L‘
U PUBLIC AVANRWRES - T Tt T e 09 2 2
a, Community visitation Days 0 1 10
* b Rublic Melations ..~ . 4 4 3
JCSAMIn 1ty Porums’ ° 4 2 5
AAuion Vi susl Presentation 2 0 9
oo <» AR uiwRletter " 2 0 $
) £, Other, ° 1 1 s
. . PRI C .
[ . i -
R . B o Toatr. SwoRN DEVELORMENY s 2 Ct
oy o L  o,’Carssr Speskers . a3 1 i
G * . - b, Caroer Day- ¥ 1 10
2 : c, Sice viaie .- ) 1. '8
. .d, Stadow DNy L - i 2 1 8
. - . U © %, Internchipy . - 0 . 1"
N £, Work-secdy 0 0 n
. - ?  g. AMternative Jemedter ‘0 0 1"
h “ . LA h. Caresr Resource Center 3 1. ?
e 1. Student-Nperated Susirusa L 0 "9
.. - J. ContistisAppzenticashiy .0 1 10
% <o Community Resource Bank 3 ¢ s
. ”-0 Other . 1] 0 1
. IV, ETAYY DIVELOPKENT : - s 2 1
. re R & Tn-Service Workshops . ? 1. &
‘ - b, Currinrulum “Infucion™ 1 2 &
- ¢, Career oalﬂw Instituts 2 1] -9
: : 4, Fescha/amiNstration 2ite 2 1 s
. visits - : '
R ', ‘< ; ¢, Community Resovrow blroukopv ) 1 .}
RN : : f. Other - B i 10
I : : P ]
| - . ) . - . -
. V. ADIINISTPATIVE/FOLICY UDHIERNS L 3 2
g ; " & Inter-Difirivt/Btate Col- 1 4 f
R . ishoration
N . - . . h. Coordination of Bchopl and 2 2 7
-y Tt * Non=School Yrojraw
Vo ) . .. ¢. Ectabliehnent of Schcol- 3 i ?
S ' . . - Basiness Partosrships .
Koo . 4. Counteracting Ruce and 4 1 S
S . _ Sex Kole Stefectyping - ) )
i 8 ’ . Bervicing Special mau 1 ~3 ?
. Population
' o, t. Credan;ialling, Licentirg and ¢ 1 10
4 o&;uﬂcluon procsdutas .
‘s 9. ‘Beatugory Raatrictions 1 t 9
p L h. otheg 2 1 8
s ]
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A8 the data in Pigure 2~1 indicate, gix to eight sites engaged in a
majnr way in at least one activity within each of the five major categories
" of activity. Other data not displayed on this table reveal that only the
Lexington council engajed in at least one major activity in each category,
while the Philadelphia council conducted at least one major activity in four
of the five categories. With one exception. al! the other gites undertook
najor activities in three of the five categories.\esp the time of our site
viait, St. Albans wa‘?‘ participating in a major activity in only one t:ategnry.i

3.2.). Research

-~

There was So much diversity in the specific activities which the
gites engaged in that only one specific activity out of 30 was undertaken by
more than four councils, namely, needs assessment. h

Needs aeeeeemént was performed by at least six councils and repre-
sents the major form of reaee'ch activity performed by councils. It was
usually carried out by state nembers, in the community, for the purpose of
asgisting the council in determining what activities are appropriate in
order to achieve the general goals established by the council. In one
council, a formal nesds assessment Questicnnaire was also distributed to
council members in order to determine their perceptions of local Youth trans-
1tion needs. Needs agsessment activities may absorb a latge share of staff ¥
time and may extend thronghout the couucil'’s iife. In one council, this was
intentional and represents a spurce of continuing conflict betwaen the council
staff and membership over the council’s relative emphasis on research 2nd
policy as opposed to other activities. In other councils, needs‘assessnent
activities which occupy too much staff time were pustponed or left incomplete.
Some needs asgessment activities were completed, but these often did not pro-
vide the council with a great deal of new information. Some examples of needs

angessment activities are given belogz
z - -

¢ Acting on the assumption that educators and
counselors had little information about
local emplovers, the Bayamon council stcaff
undeztook a survey of employers' occupational
and job reguirements. Very few emplivers
regsponded to the mail survey and aftdr a
short time, no additional effort was expended

in this activity.
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W ¢ Some members of the Mssma council urged it to
focus its sfforts on the local drop=out problem.
As a first atep, ths staff agreed to ressarch
the dimensions of ths problem locally. A major
problem was en tered when the staff was
unabls to access!finformation about local drop-
outs from & centralized source. A Taport was
firally complsted aftsr several months time
(othsr staff responsibilities frequently
intsrvened to delay its complstion).

® The 8t. Albans council undertook a survey of
the transition needs of ths city's high school
population. It hired a consultant to conduct
ths survey, but by the time some teacher
rasistance was overcome and the necessary
administrative arrangsments were made, the
council had begun experiencing internal
difficulties and analysis of ths survey was

2 postponed.
‘s The 8ioux Falls council staff conduct on-going
research and needs asssssment activitiss as a
major part of their rssponsibilities to CENCOAD,
thsir parent organization. Oue guch survey
revealed a rieed that had not been previously et
identified by ths council Or its staffe~the . 2w
importance of involving parents more cffectively
in local youth transition activities.
o To summarizs, sducation and work councils shcountered numerous
obstacles in attwmpting o conduct local needs azteamnt activities.
Limited staff, ths lack of csntralized, local data sources on Youth, and
poor oooperation from employsrs and sometimes from schools all impeded
council efforts to acquire 1n£om"d£.4_mcenary for establishing specific

ob:fact:lvu for their opsrations.

3.2.2 Public Awareness

The purpbse of local public awareness activities was generally
two=fold: first; to maks ths pubi:lc aware of local youth transition
problems, and second, to gain support for the local education and work
council. Nedia public relations and community forume were the most popular
public awarerness activities cﬁnducted by councils. Four councils, inclu-
ding both “facilitative" and "program orient"ed_‘: councils, undertook each

if
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sctivity as a major part of their operations. Community viyitation days
wer. not sponsored by education and work councils, perhaps because this
actiPity was resisted by schools seeking to minimize classroom disruption.

Although ¥MI encouraged councils to undertake public awareness
activities, geveral councils limited their conduct of this type of acti-
vity. The Santa Barbara council conducted neither public relations nor ' -
comaunity forum activities because the powerful elite who comprise the
council 4id not aee the need for broad public support of itah;atiﬁities.

The Sioux Palls council conducted community forums but not public relations
activities. The council's staff and parent organization focus their
attention on research and policy issues pertaining to youth transition.
Community input was important to them, but media publicity for the aduca-
tion and work council as such was a lesser priority. The Puget Sound

counci{ aligned itself with its parent organization, Private Ssctor Initia-
tives, Inc., and sought primarily private, not public support for its acti-
vities. In ita firast Yﬁarxand a half, the Bayamon Council conducted numercus
compunity forums but avoided excess publicity. Members of the Bayamon
council discussed the isaue when an important publicity opportunity arose
lesa than one year after the couﬁcil had been in operation. The council
chose to aschew the publiciE? in favor of and strengthening its own cchesive—

ness first.

In genaral, councils did not undertake public awareness activities
to achieve specific results, and there is no evidence that councils which
engaged in public awareness activities developed at a faster pace than
councils which did not. Indeed, some councils learned that too much pub-
licity or premature publicity can cause dissension among council members,
and that publicity may be »o8t valuable when councils have developed some
senge of security about themselves firat.

3.2.3 Student Development

tnlike research activities which were conducted primarily by staff,
»nd public awareness activities which were performed by both staff and

council uembers; student development activities primarily involved the ‘
,‘/9-

s

~
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munc_il_mnbttlr usually the pusiness and education representatives. The
primary focus of these activities war in-fchool youth; their purpose was to
incrsase studsnt knowledgs of and experience with !@mﬂd of work. ‘The
most common studsnt development activities inciuded career Bpeakers, site or
blaﬁt visits, shadow experiencas and the development of career resource
centers and community rssourcs banks. Council members either conducted the
activity themselves (such as speaking to youth about a particular career or
occupation or leading gtudents on & plant tour),or engaged others from their
organizations in ths activi;‘;y'a implementation. Sox* councils aid not conduct
student development activities directly, but rathsr favilitated their conduct.
In a ninority of communities, uiually rural or without a history of community
involvement, student devslopment activity was innovativs or new to the commu-
nity. 1In othar communities it reprsssnted an expansion of gimilar activities,
ipvolving_largcr. andiences, more frequent activities, or the additio:}%of some

: _ new activities. In two of the 12 communities visited, the council was per-

c::cived:as sesking to replace existing structures and programs in its chosen
role as facilitator of student devslopment activities., A sample of the types
of gtudent development activities conducted by councils is given below:

_ ® The Sioux Falls council coordinuted the develop-
ment Oof & shadow work exparience program in a
rural high school. Several council members were N
involved in different aspects of the program:
in gaining support from local organizations like
NAB ‘and ‘the Job Service:; in lsading the council ™
to a university professor who had created
curriculum materials for such a program; and in
volunteering and approving the use of one rural
high school asz a pilot gite. 7Txenty-two students
were snrolled in a caresr awareness class for
six weeks, preparatory to their one-day shadowing
experiences. Persons tc be shadowed were also
briefed a8 to their responsibilities by the
program's collaborators., Afterwards, fecdback
from students, employers and ghadcwed employers
was obtained.
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e In Bayamonh, individual council members-~usually
aducators and business representatives--parti-
cipated as speakers or as referral_sources for
lpllk.tl&n all-day seainars for &ondary
achool aged youth and’school guidance counselors.
In one n-inu. the morning speaker engaged the
80 youth present in exercises in career decision- }
making, while the afternoon speakers described
their owm occupational backgrounds and the
details of their jobs. Although this program had
been conducted by the Interamerican University
v Puerto Rico, Bayamon's parent organization,
the University agreed that its program had not
been succeaaful and allowed the council to take
it over.

® The Livonia council helped to implement the
Michigan Occupational Information System in 12
sites, including four public high schools in
western Michigan. They influenced the Wayne
County Office of Manpower to provide $114,000
for computer programs, the Livonia CETA Office
to contribute about $17,000, and the Livonia
public Schocla to provide §9,516 for the
mairtenanca costs of terminals located at these
facilities. High school and out-of-ichool youth
can use these facilities to learn about the job
uquirmntt of various occupations.

f":‘

i\

—

'As Pigure 3-1 illustrates, there are a few activities commonly
clascified as “otudont development® that u:‘-.not undertaken by the educa-
tion and work councils we ia‘:ntigatcd. These include: intormhipo.
work=study prograns, altcrnat:lvc semesters and contract appunticnhipo.
There are at least tuo Polﬂblt reasoris why the councils did not undertake
these specific efforts. riut. each of these activities requires b@dor
and more intensive participation by a community's business and sducational
institutions than the activities previously described. Sinpe COlncils wers
not at a atage in their development where most of thes felt camforiable
about their roie or their power in the oonm'li.ty. it ig not surprising that
they shied away from q&t‘iuuu which involved substantial rescurces outside
of the council mbeuhip itself. Busineas repreaentatives; in particular,
wera raluctant to involve suPeriors in their giqanizations or colleagues in
their own or other firms, unless they felt sure that such an action would

+
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benefit all concerned. This attitude was not prevalent in all councils, but
it 4id keep some councils from broadening their scope and expanding businees
participation in council activities. '

A second reason why these particula. acijivities were not undertaken
may involve the nature of educational participation on most councils. "As
ﬁkevioualy mentioned, representatives of public high schools were most fre-

"qucntly represented and most active on councils. Educational institutions

which serve out-of-high ?chool or alternative acﬁool populations were less
frequently represented or active in council activities. These types of
institutions: including community colleges, vocational institutes and alter-

. native schools, often have 4 mandate to develop 1n%§:nshipa work-study or

alternative semester projcctl that are not provided by traditional high
schools. Moreover: today's educational env-:onnent makes it unlikely that
traditional high schools will engage in such projects. Declining enroll-
ments, p:umu to keap local pmpa:ty taxes down while increasing teachers'
ulal::l.esr ‘and the "back to bas:lea" scyemen: in educat:lon all fa;:t pressure on
tralditional educational eatabliah-onts to do away with any pcoq:ans that
dilute the importance cf the school and- 552 teacher. The p:ogﬁhna that get
d:oppod are often thoae that 1nv01vo'aa:eosredqgation, 1nc1ading work-study.
altornqgiv; aanostcr and 1nt¢:nnh{p prbdacts.‘ B :

The conduct of student develop-ent activities By education and work
counc:lla is not a new or un:lquc Qontr.:lbut:lon of education and work councils.
Other ooununi*y councill and p:og:ans otten sponso: similar activities. As
a rasult of conducting these activities: howeverr education and work councils
have begun tgg;clate conc:etely to'theiz communities. Although the councils
may come into conflict with other community organizations in the process,
conduct of these activities may ba a necossa:y_step 1£ councils are to legi-
timize themselves as community o:ganizet:lone and ca:ve ‘out a role for them-
selves as one such 1nst1tqt;oqf What rquins,uo be seen is whethér councils
will go beyond this stage. and'bcéin'to involve broader and more intensive
community pa:tieipation 1n activitiea and projects that are not currently
available in nost comntnities.
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3.2.4 Staff Development ™

Eight ceuncill conrducted at least one or two major staff development
activities._ _Theae ac;ivitiea were Jesigned to improve the skills and know-
. ledgs of, and resources available to, the community's youth gervice providers.

" - rhis group p:iu:ii'y. includes members of community service o:ganisatio&u:

school teachurs and guidance counulc;u; but oocaﬁ'onany includas :ep:ueni'.;—“
tives of businsss as well. Some activities, like ths praparation of community
regource dircctories, wers complsted by staff. Others: like n-sezvics work-
‘lhopa, utilized the resourcss of council members and institutional affiliates.
of council members. A few specific staff development activities ars described

below: - S , _ ‘ .

8 The Mesa council staff developed a "Youth Counselor’s
Guide®. The guids i3 in thrse parts--"Social Sarvicas",
*Proprietary Schoois”, and "On-site Programs®. Rach
part begins with an alphabetical index. In the case
of the section on social sarvices available to Mesa
youth, 88 agencies are listed. Contactyinformation

. for each program is provided: along with®™a statement.

of the program's purpose, participation guidslines, o
sources of support, ussr costs, types of youth served;
social services provided, etc. The p:op:ieta&y
schools listing includss 101 schools, with information
on accreditation, loans, staff and student enrollmant,
class schedules, entry requirements: stc. At least
175 guides have been diat:ibuted

s A fes councilggeither qo-sponuon or were atteupting to
¢co~gpongor, zse: Guidance Institutes. - The Puget
sound .counzil co-cponsored a month-long institute with W
the Tsedxa' Metro National Alliance of Susiness and the
Tacome.-Community College. Public school educators and
"public sector officials attended the institute, designed
to incrsase educators' awareness Of the business world
and of epecific occupations and their requirements.

Council members helped conygne the institute and acted
as keynote speakers. The Bridgepo:t council executive
director assists the NAB metro office-with its Career
Guidance Institutes: which serve approximately 3u a:ea
teachers, counselors and school adminigtrators if
eight-week sessions, familiarizing them with the-
operations of 25 local companies and 300 diifereat
jobs. The St. Albans council is hoping to participate
in a Career Guidance Institute recently proposed by
the Chamber of Gommerce in St. Albans.

%
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' ¢ The Santa Bsrbars ﬁnunc:ll. in conjunction with WAB,

the Office of the County Superintendent of schools, N

the local Employment Davelopment Department (J0b

.8ervice), and five high schools ohtained a $260,000

Youthwork grant to initiate an employer-hased counseling

program for 500 youths from participating area high

schools. The council is responsible for gne task

under the grant--ths recruitment and traifdng of 250

employer-based counaslors. At the time of.our site -

wisit, council members had reciuited over 125 counselors

and the executive director had hold several training

sessions.

M

3.2.5 Aadministrative or Policy Concerna

Although councils did not attempt ‘0 influence policy, particularly
when.that involved coordination with state or foderal level actors and acti-
vities, several councils did seek to address issues of current concern, such
a8 sex role lttt.otyp:l;%- ‘Pigure 3-1 uﬂocl:.s the policy issues that councils,
patticularly ccuncil staff, became involved with. There were councils, par-
ticulsrly.council staff, became involved with. There were activities in four
l.\.nﬁ {Ph:lladolph:ls, Puget -Sound, Sioux Falls and Worcester) which focuser_.@t
counter~-scting sax role stonotypu. The Philadelphia council oonmned a team
of people concernad with holpiﬂg young women in school to pursue vocational
sducstion geared to nontraditional careers. The proposal was -u’f:saquently
funded for $190,000 by two agencies of DOL, the Office of Youth Programs and °
the Komen's Bureau. The YWCP runs the program, which has onronoci 100 women.

_ The council's mr;ﬁtive director was responsible for locating the runds
N through his contacts with DOL, and the council continues to ﬁiﬁp&::t the pro-
[ ‘ bg:;ﬁ through informsl technical assistance provided to the staffiby thc execu-
Y 4 tive director and through several key members of the council who participate
v on the program's oversight committee. The Worcester council's %taff was

; ' awarded a $30,000 grant to train CETA staff in the reduction of occupational
PR sex stereotyping. The Puget,Sound council's Center on Work and Productivity
pnviéusly foocused exclusively' on youth_. but a new thrust diracted at adult (?
groups with unemployment and underemployment problems, including primarily
women and handicapped persons, is being institutionalized in the Center. The
staff of one oouncéil, Sioux ¥alls, devited primary efforts to conducting
research that could affect local, state and federal policies in a variety of
sreas pertaining to youth transition, including sex-role stereotyping.

i
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Three of the four ulmin:ldi:at:lve/pol:lcy concerns which po council
or only one council engaged in represent activities which necessitate
involvement with jurisdictions beyond those of the councgs themselveg and
involvemert with the regulatory process. Inter~district/state collaboration,
c.edentialing, licenzing and certification procedures, and statutory
restrictions all entail working with "higher"™ level bodiea such as atate
legislatures or agencies beyond the confines of the cc?pc:ll's primary mairdate,
including school boards, industries, unions, and other groups in neighboring
communities. Such activities require special knowledge (e.3., of legislative . 7§
or decision-making processes), .a great deal of effort, and fregquantly, pre-
existing personal contacts. Indeed, the one council which engaged in gtate-
wide collaboration, Philadelphia, has an executive d:l.ucgg: who had previ-
ouisly established contact at the gtate level., Purthecmore, a former Philadel-
phia education ‘and work council member now hold;ﬁ:'a:‘. key policy level pos:ltic;n
in Pennsylvania state government. In short, edug\t::lon and work ccuncils are
compunity c@cila, and their focus of attention has usually been gzl;é:l:
immediate community. Even though state and federal policies affed%;u local
transition efforts, council members usually preferred to conduct and facili-
tate concrete activities in their own community than to influence state oI
federal policy vig-a-vis youth trarsition. 4

3.3 2Activities and Comminity Needs —

Council activities were also examined to determine whether the acti-
vities constituted new ventures in the community"%: whether they had aiready
been implemented in vhe community by other agencies and were marely being ®
continued or expanded by the councils. In Bridgeport, council activities
were gimilar to those undertaken.by the NAB metro office except that
additional staff, namely the B;:'_;s_lgepo:&:. council's executive &1'_:00&0:, became
involved in those activities. ‘3‘31“ sices built upon existing ~ervices in 5
the hopes of improving theri srme wi*h controversy ané some without. For
example, the Worcester council attempted to take over fleld exi»e::lence ‘:,’4‘
clearinghouse activities previously undertaken by two other institutions in
order to be able to provide more coordinated service. The Bayamon council
encountered less controversy than Worcester in attempting to take over a
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seminar p:céi:a, presumsbly because the Interamerican University whica had
been conducting t;he program and which was the council's parent organization,
approved the action. Indeed, by adding incentives like free meals and by
adding:8ore speakers from different occupational backgrounds: the seminars o
have achieved greater popularity under the council's direction. In short,
aost councils have undertaken activities whirh, if they are not unigue to
their connﬁhitin_, et least represent an attempt to improve existing services

3.4 'ir::".{ivihes and_council Goals

One P?ilible indicetor of effective council management and leadership,

and hence of early dwelop!nentol progress, might be the extent to which a P

council'l activities conform ?6'-1“ expressed goals. The councns revealed
a vide :ange of congémo between goals and activities, Theu was a good
match between gosls -and activities in four sites (Livonia, Philadelphia,
Santa Barbara and S8ioux Falls), partial ‘congmenco in two sites (Bayamon and
Puget Sound), and litsle relatiouship between activitias and goals in one
site (Mesa). At the time of our visit, goals had not besen well specified in
St. Albans: asids from a brief discussion in the original px:c:n]:ttzw"""‘*"'E"‘'’':'.""L___..ig"';,gp»,g
while in Lexington the staff and council members frequen upﬁated goals.
Doculontation is lacking in the last two sites (B:idgepo:t and Worcester) to
assess this dimension of council activity. Three of the four councils whose
activities matched their gc;'all most completely are alsc sites in which con~
siderable council activity was underteken (Livonia, Philadelphia and Santa
Barbara). €

%

A few sites attempted to evaluste the extent toO which their activi-
ties fulfilled their goals, Bayamon and 5t. Albans were required, as a
condition of their AACIC contuct; to be evaluated, and both apparentlyﬁ
benefited from the resu’ts. meﬁpluato: of the St, Albans council Pointed
cut the importance of cutting ccancil ties with the local comsmunity college
if the council was to establish its own identity and provide service to high
school-aged youth. staff and memberghip of the Bayamon council Also took its
evaluator's findings to heart, seeking to involve key sub-sectors (e.g.r the
media) which weze not previously involved in council act-vi?ies. The Sioux &

-




ruufébuncn miuion.d 8 process_evaluation which helped to provide the
cougcil with uon suggestions for restructuring 1tul£. Finally, ‘gvenl
ed/ neils utilized :i-plc feedback instruments to svaluate discrete~council
activities. R -

3.5 ?a:ticiﬂntnfgg Recipienta

The number and type of individuals who participated in council
‘activities varied according to the type of activity being conducted. The
__nunbo: and type of individuals who engaged in council sctivities also
Vltitd considerably across sites. In gites such as Bridgeport. Livoniar
and gt. Albans, only one Of two persons implemented the majority of activi-
ties. 1In other councila such as Philadelphia and Puget 3Sound, several -
people participated in dii:ecting u&ivitie:. In five eoumil.h(itidgtpott,
Livonia, Mesa. St. Albans and Worcester) activities were run almost exclu-
sively by staff nembers, ?othu with the assistance of one or two
council members. In four sites (Luingtom Philadelphia,. @ntu Barbara and
Puget Sound) council members were heavily involved along with the staff.

In those ’aitu in which council menbers were involved in activity implemen-
tation, education sector representativés'participated in more council acti~
vities than did ta representing in any other asctor. Por example, the
Mesa council's you:th service _aﬁ:\_oy conference was organized largely by

that council's executive director and its high school (career education)
repreaentative, ﬁthough other council meabers patticipat;d ‘A8 group leaders
ard discussants. -

-"'m o

) &ghe:e appears to be a relationahip betwean activity level and member-
ship winvolvmnt. Active sitea (Lexington, Philadelphia and Santa Barbara)
axperienced extensive member participation in council activitiea. The staff
of theﬁlvmia council conducted much of the council's business without the
visible involvement of its membershipr although there was considerable
*behind the scenes® involvemenl by council members. -

. ey

r

Although an examination of sectorsl participation in council activi-
ties falled to reveal any definite pattg:ns. some Datterns enet'ged' from an
analysis of which sectors were the intended recipients of council activi_ti.,.a.
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Teachers were the beneficisries of at least one major council activity in &
every site axcept Bayamon anl Sioux Falls, gnd school counselors were the
intended baneficiaries in one of these siteg and in four others. Council
mmbers themselves were the cerget audience of one or moire major activities

- in eight councils, Whether as facilitstors or implementors, six councils
focussd at least one activity on secondary school students. and four other
councils sponsored activities designed for yoﬁgh in general. Thus: ten
councils devoted some time, either through their otags? their membership,
or a subcontractor {in the case of Mess) to helping youngsters.

It i@ interesting to note that three councils {Livonia, Philadel- !
phia, and Puget Sound) have made plans to expand their original target
audience of youth to the adult population. Projects focusing on adults
were just getting underway in one site (Puget Sound) at the time of our
visit, and being actively sought in two others {(Livonie and Philadelphia). ?E:r
On the other ﬁ%ﬁd, Janestown, a site not considared foiiggtposen of analy-
sis in this chapter because of its oxclusive{? adult focus: was expootedgpoiik
expand its mandate to include youth but failed to do so,

Buéiness was a target of council activities in five gites (Bayamon,
Mesa, st. Albans, Santa Barbaza and Puget Sﬁﬁﬁd}. In the first three of
these sites, the activities primarily involved making business groups aware

of the council's existence: ¢f local youth transition issueé,(b: of programs ‘
they could participate in to hire disadvantaged jputh. Govékpment agencies,”
in particular youth-serving agencies: were a tafdit group in fi;e sitesg
¥ (Bayamon, Lexington, Mesa, Philadelphia and Puget Sound). The general

public was targeted for one or more activities by only three councilﬁiéﬂayg-

mon., Lexington and Sioux Falls). In no site was labor a recipient of a-
council activity. Eﬁ?

_ Clear’ s the three major audiences of mogt counnils havé been their
‘=wﬁ;3 own members: school teachers hnd guidance counselors, and youth (whether in 1&5
ﬁgchool or at large in the comnunity). Less attention has been given to acti-
o ) vities targeted to business, government and labor, 1If we consider multiple
B sectoral affiliations of the recipients of council activities to be an indi-
cater of a.council's growth, then this limitation is further corroboration
that céuncgls are at a plivotal point i their deveiopment.



The fact that educators we:e the most freguent participaﬁs in most
ﬂ councils' activities and also the- most common recipients of them indicates
the need for other ucto.au. rspreuntatives to becoma m~-u involved in
initiating council activitiea ané for more activities to e aimed at sectors
othsr than education. For %mple; b'usiness representatives need to become
more active in initiating council activities aimed at other businesses in
the community. Othcrwise, councils may become overly involvegg‘:.n the activi-
ties of ‘the educational séctor to the exclusion of activiti iegy 1ike job train-
ing and placen;“g\'t, that ocecur 1n%he private zecto? and in community based
‘organizations and which are euential to su.ccessful youth transition. More-
over, without such a broadening of focus, the councils themselves will not
become esvsblished us community organizations.

* o
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. 4.0 THE ROLE OF ENVIRONMENTALXPORCES

Esn council's deéelopmént has been-affected by contextual factors.
These factors are termed "envi:onﬁ?ntal forces® to distinguish them from
variables pertaining to the council itself--its membership, staff, leader-
ship, etc.--described in Chaptfr 2.0. Environmental forces create a local
context for each council's development. Our investigation of environmental
forces' in 12 council sites found that thkise forces played a minor role in
the early develcoment of most councils, compared to the roles plaYed by
leadership and member pa:ticipaﬁ}on. Some forces, such as thi “~ouncil's
parent organiz:ztion, are critical in the early development of a few councils,
ans some parent organizations.continue to have substantial infiluance ov-r
counciis. Other f{urces, such as the politics of a school hoard or town
council or the ﬁagnitude of the youth unemployment problem, have had less
1n£1uen6eagn council development up to this time. Asldeveloping councils
become more integrated into their communities, however, it is likely that
envizonmental forces will begin té'Pi&Y a larger fole in the avolution of
local councils. K

This chapter adiscusses the various environmental ﬁ%ctors which have
affected council development. fThe first feour factors considered are those
environrental faéﬁﬁh& used in our site gelection PfOCéﬁEfe= ..z ~Consortium
council history, feceral intermediary, .type of localit, and existence of
other major youth programs. Other exézrnal factors examined include: the
role of the parent organization, the pommunity's trxaditions and values, the

community's economﬁngituagion andézhe community's politics.

4.1 Pre-Consortium Council Histo:y'

One of ihe dlfferences among the f;kcouncils is their prior history.
Altgéugh a few councils were already functioning as corncils when the Con-
sur¢ium was founded, other councils were first introduced into their communi-
tles as a result of the avallability of polL funding thxougﬁ&%?e Consortium
project. There mere, as well, 3 number of councils which occupled a middle
ground, with an interest group already formed or a8 few ke¥ individuals in the
compunity having discussed the idea.




our original hypothesis was that covncils which were existing prior
to the Consortium project might be further along in their dwvelopment than
new councils. They may exhibit better attendance level: “at council neetings,ff:
more active and broader participation of council memﬁérship, and wmore, acti- r'
vities that involve linkage with institutions and indiviéuals outside’ the
councils. BZsed on a sample of twelve, including only two which were existing
prior to the Consortium, it was 3ifficult to confirm ot deny this bypothesis.
However. {he examples provided by the two councils which pre-existed the
Congort jum do provide scme insight ijto the challenge that having a history

confers on an education and work' council.

" In joining the Consorvium, the Worcestsr Area Career Education Con- .

sortium's director hoped to be ahle to guide the ccuncil away from conducting
specific projectsf and towards & facilitative role in the Worcester community.
NMI funding permitted gome financial Support for this purpose to svpplement
the extensive grant support that the council was already raceiving to conduct
specific projects. This process orientation would have engaged the Worcester
council in a wider network of community relations, as a clearinghouse for
Worceste-r's programs and services aimed at improving vouth transition. Even
though the Worcester council included representatives of these programs among
its membership, its execut‘ve director encountered intexnal and uxternal
registance to this initiative, and the council was forced Yo retain its
project orientation. Consequently, the fact Of this council's pre-existence
did wot enhance the gpeed or effectivenegs of its role transformation in the:
community. -Indeed, gre-existence may have been & hindrance in this case. ‘
The coﬁncil's reputation fof conducting projects was perhaps too valuable to
tamper with.

While the Worcester council's executive director sought to use the
NMI. funding to éhange the role of the council in the community, the Livonia
council's director sought to change hoth the role of that council and the
council service area. Th: exucutive director of the Yivonia council scught
to broaden the councilt's puiview to include the entire Wayne County area.




'es

Thus, the council's service area would include less affluent cities guch

\ as Detroit, along with more affluent communitiea auch as those represented
N by Livonia. Curiously, the Livonia council's executive director sought to
N }tbui.ld up the project orientation of the council. A key goal was to estab-
. 'iish the council as the Wayne County CETA's Private Industry got.lncil, with
’ ﬁ an abllity to administer fund's and op.ir.ate projects. As in Wor.ce;;tef, S
there was opposition to these initiatives from the council membership, many
of whom resided in Livonia, although the Livonia council'a executive director
was successful in changing the service area of council activities.

The woral in both of these stories is that council leaders who expect
< to use new monies to change the role of existing councils can also expect
opposition from-existing.council sembers who may be comfortable with the

.....

status quo. Worcester council members were comfortable with that council's
% . project orientation and uneasy about its becoming ®process” oriented. The

Livonia council members, may of whom resided in Livonia, were reluctant for
"_' o the council to expand to gerve a larger area, but were convinced to do go by
* : the increased prospects for power and control over resources that such a move
would permit the council. ‘

Intetest groups that were to become councils oxperienced some of the
sane difficulties in becoming a Consortium council. Among this group are
e Philadelphia, Puget Sound, Mesa and Sioux Falls., In each case there was a
community group concern=d either with yoi.\t:h or with inter-sector collaboration
already existing when NMI began. screening sites for possible Consortium mem-
. ﬁe:s. In cach case, joiniﬁg the Consortium as an education and work council
\. d ‘ meant that either the group's focus or its membership had to be broadened.

With such changes"ééne growing pains and, sometimes, controversy. The inde~
. pendent development of the Sioux Palls and Pudet Sound education and work
. councils was harpered by their linkages to parent organizations. Since that
time, there has been a division c# labor between the CENCOAD staff and the
council in Sioux Falls which may ultimately serve to strengthen that council's
independsnce and foster new council leadership.
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Mecza and Philadelphia present more extrere cases, The Mesa council
inltiators were insufficiently involved in the selection of an executive
director and were unsuccessful in their attempts to distinguish the respect-
ive roles of the education and work council and the local career education
advigory council., BSome early membership recruitment efforts faltered, then
some of the Mesa council's key actors r2signed. 7To compound these probleas,
the council's executive director was inexperienced and could not manage the
identity crisis confronting the new council. Thus, in this situation, a
variety of problems contributed to the original interest grcup's failure to
capitalize on its previous experiences. In Philadelphia, an original activ-
ist on the Philagelphia advisory council on cyreer education led the NMI
grant effort and was chosen by a group of his colleagues to become tlie execu~
tive director of the council, once it was formed. The individuals were
successful in articulating a council focus on CETA Youth-serving agencies
&nd an interest in performing a function that was clearly not being performed
by any other group. The leadership, and the members' involvement in the'
choice of leadership, were probable factors in the achievement og the desired

transition in this case,

*he third group of councils were new. %hey had neither an internal
organizatibn nor an external reputation. Their challenge was not to extend
and solidify their membership or %o davelop or re-cast their reputations in
the community, but rather to inseminate a few key people with the community.
collaborative council concept, so that the development of internal organizgr
tion and external reputation could follow, A potential liability in the
early Sevelopment of e .h of these newly-organized councils was their con-
nection to a parent organization which {(nften) supplied the funding and the
executive director. 1In Bayamon, St. Albans, Bridgeport and Santa Barbara,
the funding and executive director were supplied ir this way, prior to
nepbership organization. 1In the first two of these sites, this sequence of
events did set the council's development back. Each has since hired a new
executive director, chosen by the membership, and their progress in terps of
internal organization and development of comrunity image or purpose have
improved. 1In each case, too, the original parent organization is no longer




’ description of the nature and extent of 1ntermedi.ary-counci1 reiati.onshxps.; ¥ JUU

'-hton ofﬂce had identified the five NAB metro offices to receive $25, 000, )

_'l‘he education and work councils selected by NAE had little élrect oonag_i-
_cation with the #WAB office in Washington, D.C. Communications were inf,te- ) L

.quna_ored proc_;raxas or news of upcoming legislative initiatives. The NAB

prnvide a mechanism through which local councils éould rnceive technical
agsistance and share information with each of.her: DOL also chose threz
intermediaries in order to study the effects of differenc'és ;—among them.- -
For example, how would the on-site presence of a £ederai ii;t’ermeéi'a?y. - ,__' i
affect the councils? How would the orientation .and style of .t'.l‘e federal ‘ .

intermediary affect the councils? How would the circmtances under which: .
the intermediary became involved in the Consortium affect its relationship -

with the oouncils? 'rhese qQuestions are answered below, following 2 brief *%

. tiAB-oouncil relationships ) ) T o

.

T The Washington NAB office was asked by the DOL to 1ocate and fund
education and work council activities in £ive localities. Once the Washmg-,

each to suppor.t education and work councils, its job was effeﬂtivelyj“%@ne.

quent and usually :I.nit{ated by the NAB metro of " .ce, When contact was .
initiated, it was usually for the purpose of obtainmg information on th—- -

office in Washington, D.C. rarely initiocted contacts with local councils. .- .,
Msmnsore'd councils received most of ‘heir information from the clearing- i ey 3
hoﬁse activities of NMI and some relationships they had established with : "'“:'f'_" -
other AACIC or NMI-sponsored councila in their geographical area. No.sub- - —;-
stantive technical agsistance was provided and little was sought. The NAB-

sponsored education and work councils weres, moreover, not necessarily under

the conty»l of tae local -met:ro office. Formal reporting to NAB included

brief quarterly reports, annual reports and pericdic f£inancial reports, -

ARCIC-council relatiofighips

DOL asked LACJC. to participate in the Consortium project by locat- -
ing community colleges willing, to administer education and work councils. (
AACIC wis given extra funds to support these councils--$50,000 for each
council., To distribute these funds, AACIC issued a request for proposals.
After selecting the colleges to receive awards, the Washington office of
AACIC tried to maintain a constructive, non-directive relationship with

n |




- its newly funded councils. Information exchange between the Wagj\ington-
based MCJC and the two AACJIC councils imatigated in this study was fre-
quent. A‘A-c.Tc responded to council requests for information, and initiated
' ) infomtion exchange. A‘ACJC staff visited all the councils at the outset
- of _ tha project to address the membership, and returned at least once to
mnitor council progress and provide assistance. AACIC staff from Washing-
ton also maintained freguent telephone contact for sharing information,
solving_ problems or just listening. Unlike the NAB metro offices, the
lo;i_:'adi‘:_ncclc-afﬂliate_d community colleges exercised greater control over
council develcrzent, and the Washington office of AACIC occasionally inter-
“vened to provent"-'éhe éolleges from exercising oo much influence., For
exanple, early in 1977, Washington staff voiced concfén over the st. Albans
'council's dependence on the Community College of Ver: nt. AACJC was con-
cerned that beeause‘ﬁf the College’s influence, the oouncil was not concen-
tra'-ing on youth but on the Coll:zge’s own, older constituency. The gt.
’A.bans council subsoguently severed ties with the Community Ccllege of

Forual rei._'or*-ing by AACIC-sponsored councils included nont:hly .
progrels and ﬂnanciz.]_.‘,,y.ports, arnual reports and evaluative case studies _
mutua;ly developed by AACIC and the councils). - ’

CJr" counrils also participateﬁ in N!!I-sponaored clearinghouvae
) activirieef and the COnsortium'a first dissemination conference in Burling-
’ton; Vef&ont waa 1n fact hosted by the Vermont council. . The St, Albans
codncil -director has been actively mvolved in the development of the new
Sonsdrxim. - ‘ '

L1

MIc-cou'hcil relationahipa

Y

The m staff were the arch}tects of the cormunity education and
90;1: council mmept, and its most ardent supporters among the three inter-
o mediarizs. M encouraged ‘the councils and the concept of collaboration
that they eabodied in several ways. willard Wirtz or other senior NMI
o‘fﬂoef:'s" addressed opening sessions of many councils. NMI program officers
ma'inﬁ'ained:'t,elepi_;one .contact with the councils, visiting occasionally to
_ prov;{de guidance and eﬁcchange information. They §rovided each council with
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) pr:luarily Qﬁfected by othe: £a }tﬁif’ﬁ - ' ':' 2 f

affecting council de . anta Barbara presents the except:lonal case, in
I:hat phc Santa Barbara NAB d:l.d not :I.nten& t0 become involved in council

S activities, cxoopt :ln 'eontacting'key members vho Suld in turr contact others
'and “form a oouncﬁ'.”' Iﬁdced, the Santa ’arbaram o.ff:lce”‘a recognition of
theLneed “for coﬁncil 1ndependenoe,- and fts ability to attract high-~level,
) pwuful comnity leaders t:o o:ganize the cmsncu, were factors 1n the qvick
_dovelopuefn.i- F73 this counc:ll dnt G"&a :I.ndependent comnity, -:ressure _group.
_'rhe Lex:lngten council waa afa&“newly &evﬁopedf It dia not hgvg a parent

organi:atmn which could’ affect its dovelopm nt, and its early growth was

-~ __..--// . -

'ro au:iaar‘iz ; we fourtd l:hqt councils tﬁﬁt had a h:l.story :I.n their

. comnitiea. or t.‘wéé—‘ﬂthafha& :I.nrcrest g:oups establishnd, were not neceg-

__.r..-_

-'»-.

developnent. !m& oound:l:l,s that:.%wsrg able Fo do so ba..éfite& fréta ‘persuasive

,/-. 1-""'-'—. =

27 aarilg. ab.u.e«to use-their- hiatoxy imd exner,ieno& -£0 advéisoé ‘thair early

- and ir@ependent leadersh /p;a.-rd, la:.eé& agi-ement of tng mberé to form an

'work?cnunci‘.t er— aI*::'ep 'dfe rcle of.,_m existing gne.

‘—'.'

5 wohy NRB ?.'hg Iensaising mumns we:e aelected by
"‘3?.;_\ atamediaziss are li,ated again ‘heres

I Iy R N .-&?'-
mz . -

3 g Janestm
7 Maga
...ex:l.ngton
Worcesgter
7 plowe ails -
T .. Puget gound. - g
: —ehi‘ladelphia;-. L
uiv:mia R

“ 'rhe pria:ar:,mfunct.ibs o£ t,he federal j.rtemdiary in the work-zduca.-:..
tion cOnsort:lum projecc waa to ds-tederal:lze the project’s izaage{ and
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a ocopy of The BOundless Resoarce, urging particular attention to Chapter 4
which deacribes the concept of a collaborative, local education and work

council. NMI also sponsored a number of conferences for members of the
Gongortium, including four regional dissenination conferences for council
staff, council leaders, end other interested community offrisls. '

\ " As the leader of the collaborative council movement among the
intermediaries, NMI ‘was expected te provide a great dea?iof technical
assistance and information exchange to councils. All councils prsised NMI
for its responsiveness to requests for infomation. The conferences were
also cited 28 beneficial, pertioularly by those oOurwils that utilized the
. oppor tunity to engage in detailed discussions of how to establish and guide
- a-councilts early. development. The information exchange generated duriﬂg
’these meetings continued primarily between NMI and individual councils, and
" to a lesser extent among the councils themelves. mu's“in;f.ormation require--
ments of councils were also extensive. NMI required detailed qn‘arterly '
progress reports and i:inancial statezments.(yq As with all intemediarins. mﬁ - _
also required its counci‘s to provide considerable documen:hation if: their o __ i

annual propooals for continued fundirg, _‘ . ? v

-

B L

Because of . their high expectations, some councils vere :t.nev "ably
disappointed in the extent of technical assis&ance provided by NMY. Nt did

not try to provide dircction, Most. councils appreciated this, but at least
ohe council was frustrated by it, A few councils were also disappointed in 5

NMI's lack of aggresslvnness in sneking future funding sources for the %
T
Consortium councils, Even though NMI had encouraged councils to locate .Jocal‘.

shurces for future funding, nmany councils still expected NMI to obtain grants
fo. them and to exert influcnf:e on their behalf, -

The problem of egpectétims helps to explain the differsnces in
reluationships between the federal irtemediages and their locally-sponsored
¢ow,}ils, certainly where NHI and NAB are oonc-erned. In contrag to the
¥MI councilz. the NP.B councils h&.u ne expectetiona. and gernerally perceived
themeelves as receiving Fands to support an ewcecutive director to expand
existing actiszities. In a sense, _t_'heir foous was the most locally determined
of any of the intermediarv-sponsored counciia:, simply becsuse they had so
little direction and no demands placed on them £rom Washington,




Consistency of message to the councils was alsc a problen which

plagued each intermediary &t various timeg., NMI, in particular, wag natu-
rally caught petween its zeal for the Consortium project and its desire to
b2 non-directive. The result was that NMI's role was. often unclear to
council members and staff. AACIC staff also had some trouble '}.nitially in
locating the correct balance between intervention and non-intervention.

" Moreover, both NMi and AACJC had received additional funds from DOL to
sponsor aducation and work councils. Fach felt accountable to DOL for the
program's development. NAB, which had not received any additional fund®;
av:ni:déd the problem of mixed messages by hardly intervening at all in the

progress of councils® development. Since there were no additional funds
involved, NAB probably did not feel as responsible for the councils' develop-
ment ag AACJC and NMI did.

The business orientation of the National Alliance of Business and
the Charber of Commerce probably affected the style more than the substance
of council activities. The NAB councils are smaller and their Jecisions are

‘Qinade more effxc:.ently than in KMI and AACJC councils, buLﬂhe igsues of
cohcern to the membership and the activities undertaken by them are quite
similar to those of councils sponsored by other intermediaries. 1In AACIC,

_ NAB and NMI-sponsored couticils, for example, one £finds the pattern of concen—
tration uponft:%hat the edu_ational Sector shoui.d do to alleviate transition
problems. Council activities are ‘infrequent.y directed at what business
Shbt!).d oz zan do toO ease youth transition. Santa Barbara's coun@l pro-
vides an exception, howsver, in that it has successfully engaged 150 employ-
ees Of a:na employera as “youth counselors™ for a Youthwork Program. No

ather council in our sample successfully invoived the local private sector
I

9 ‘to that degree.

-

Although NMI ig not linked with any: particular orientation by nane,
most of the NMY staff that coﬁncilrgame into contact with were research 2
and policy-oriented. The primary way in which this orientation came : - ¢
across wag in respect to NMI's emphasis on "collaboration® and on a process N
orientation. N9 council, NMI or otherwise, disputed the importa.nce of -
collaboration and the facilitative or catalytic role the council could =lay, ) B




although in one or two cases the words seemed to get in the way of action.
In short, NMI's orientation, like NAB's, also affected the style of some

of the councils.
8
Education and work councils sponsored by AACIC are not necessarily

affected by that organization's educational orientation. The effect here
is largely that produced by the chcumstances of the local community college
and the conceptual and practical guidance given by Washingtcn-based AACIC

staff, < &

Overall, the role of the federal intermediary irn ccuncil develgﬁﬁent
was minor ccmpared to the role play2d by council leadership, nature of the
membership and membership participation. The most serious problem in the use
of a federal intermediary was the uncertainty of roles and expectations thi,
arrcngement created among federal intermediaries and between intermediaries
and councils. _ :b

4.3 Typs of Locality & = . .“

Some researchers of education and work councils have suggested that
such councils may be most appropriate and therefore, most successfui, in
rural areas where there are limited resources for inter-sectoral actiéicy
and where career and vocational education programming is 1acking.1 TwO
of the councils we visited were classified as "rural.” 1In these 7dareas,
education and work councils appear to be valuable for all services, particu-
larly those which bring specific projects or activities to remote locaticns.

The value of counéils in urban areas may be measured precisely by-
their a&é}ity ts steer clear of:éuplicative involvement in the. delivery Gf
services--facilitative or otherwise--performed by other agencies or groups.
Moreover, this is true in beth large and small cites. Through general
revenue sharing, small cities are sharing in the proliferation of new
nunds_and programs for all types of social welfare purposes, and they now
app2ar to be facing the same types of coordination problems that plague
large urban areas. The experience of councils like Mesa, population 136,000,
and Worcester, population 200,000, are good vxamples of this.

1éi:e‘gqry-ﬂurzburg et al, "An Asseasment of Community Work Education
Councils: 10 Case Studies,™ unpublished papex, Novembe. 4, 1977,
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4.4 Bxistence of Other Youth Transition pPrograms

? Another key aspect of the community context which is somewhat

related to the munity‘{ype ard gize factors is the presence or absence ) u

of other mujor youth transition activities, {tn was thought that councils
operating in progran~rich areas would choose to de-emphasize programs in
favor of either brokering activities or other non-program modes of operation.

The presence of other major programs is, indeed, restricted to
small and large cities., There a‘:ig- major youth transition activities in
Puget Sovﬁ, with a Youth Job Entitlement Program, and in Worcester, Phila-
delphia, and Mesa with’ federally funded career education programs. In
each case the council operates independently of the programs. already in
plsce, and the councils do not use council members or resources to expand %
the impact of these other programs., Nor were these: tépe councils that
da-empiasized prog;gps--although Philadelphia and pPuget Sound do come close
to taking on a brokaring role, : Y

‘In smaller areas serving primarily rural povulations, there are
few trans’tion programs underway. The Si:ux Falls council, for example,
chose az one major activity a six~week career education course fellowed by
a two=day shadow program for 22 high school students from a small town 30
miles from the city. There was consensus among ‘oounc:ll members and towns-
pecple that nothing in the way of transition programs w!‘g’? otherwise have
been provided. It@uld appear that the choice of council role or mede of
activity, as one objective in council development, is considerably clearer
for council members in communities which serve rxural areas and which haved
no major youth transition programs.

4,5 Community Traditions and Values

Perhaps the most cbvious way in which community traditions and
values affect the development of education and work councils is in theii
ability to gather volunteer resources to participate on these councils,
Most councils were able to create a membership roster of between 11 amd 41
nembers within a short time after notice of grant award., The tradition of
voluntarism in American communities demonstrated itself in the creation of




these councils. Early support for the education and work council was
particularly enthusiastic in Mess, where the resources and iﬂfluencesrof
the Mormon church, and its emphasis on community self-help are behind many

of that city's volunteer efforts. >
-‘ * ‘e

In one site, a high dzgree of active, boluntary pérticipation on

the education and work council was achieved in the absence of a community

tradition of voluntarism. Council leaders in Bayamon, Puerto Rico; used

other means to induce members to join and maintain their steady involvement

in councii meetings and community-gfiented activities. Meetings have been

held in reserved rooms of favorite restaurants. Council mewnbers meet at

7:30 P.H.,'gonduct their businzss, and adjourn for dinner at about 9:0¢ ° ¢

e

P.M. Awardélgre sometimes presented to council members at these meetings,
in recognition of their performance of gome outstanding community service.

: Perhapg more important than these incentives, however;?is the perseverance
of the executive director in maintaining regular telephone and personal

§fcontact with council members, contact which often must occur in iﬁgéevening
at council members' homes. In the absence of a community veluntarism tra-
dition, s q:gec:i.al incentives and a special effort ou the part of council
leaders may be especially important to the council's early development and
its ultimate perc§gtzon ogggtself ag a valuable community institution.

4.5 Comﬁahity Econionic Situation

r

One environmental faccor which caa affect the initiation of a
zouncil, its ability to decide upon goals, and its choice of role and
activities is the community's economic situation. Elements of the
community economic situation may include the level of youth unemployment,
the rate of student drop-outs, or the percentage of households in poverty.
I very few communities wers data qa;current levels and trends in these '
areas collected, partly becvwse it was unavailable and partly because

councils simply did not try to collect it.

From talking to council representatives and reviewing cﬁuncils'
fundirg proposals, the two dominant "econonic® concerns were school drop- .
outs and unemployed youth. Many councils were frustrated in not knowing

'
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the magnitude of the problem: some that attempted to inveat substantial
resources in studying the magnitude@&hese prog?' uws found thenselve
bogged down and unable to proceed to “activities.™ 1In addition, some
council members, usually educators, pressed for consideration of the
problems of a broader youth population. Members of this broader youth
population, such as teenage mothers or youths in single-parent families, @g
were not SGIGGF as target groupPs for council activities.

In a few sites, the council surrek:d from a sense of being a
solution in search Of a problem. In sites with a solid ecqigpic ase and
an abundance of "youth jobs® (fast food an%enporary work} , councils
often found themselves floundering for lacK™of a sense of urgency.
Although experience in "youth jobs™ may not n&essar{iy improve the
chances of a m@ transition to a m5re permanent career, the availa~-

_gznbility of work and the eagerneas of youth ts take jobs created uncertainty
" of -irpose mmong councils in such communities.

in “tefyfhefe youth unemployment was perceived to be a problem g}
because of a pooi;",%r deteriorating ecofamic base (Philadelphia, Bridgeport,
Bayamon, 819uxdi‘:;ils' surroundings, Livonia surroundings, and St. Albans),
the councils surprisingly chose not to focus their efforts on job creation,

. but rather to lend active support to career education. In Contrast, the

- councils which became involved in Job creation programs (Puget Sound, Mesa,
Santa Barbara and Lexington) were by and;!.large in areas whege jobs were
most available. This tends to support ths findifhg that councils tended to
tackle problems t}mt they percaived as within their grasp, r%her than to
tackle problems which they felt would take far greater resources than they

had. ; -
4,7 Community Politica

The history of volunteer efforts such as those répresented by
education and work councils illustrates” how these efforts use three major
atrategies, sometimes ¥n combination, to-achieve their ends. Education,
collaboration and confrontation are these three st?ategies. Confrontation
becomes a relevant strategy when Powe;:. Or control over -esources, beccmes

3
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1llp°rt%)t to a volunteer group. The intermediate objective thus becomes

gaining greater control cver resources.
FiY

Por three of th).12 education and work councils w?vi ted, gaining
greater control Gvef'lresources;was an important 1ntemdiate objective in
their goal of improved youth transition. In Philadelpia, for example, the
council became an advocacy organization for community~-based organizations
in ghe city seeking their piece of the ma%:evenue sharing pie. Moreowds,
the Philadelphia council acquired power vig/"{'aome of its members. The _
Philadelphia council was in turn able tt'i'{f;'e its position to successfully
convince the Commonwealth t© open up a .third GED testing cenier at a local
community céEege in the Philadelphia area, to. help rﬁ)uce the backlog of
applicar._ts walting to take the GEI teat. In Livonia, the council director
felt confitrained by ¢he political situation there (conservative municipal
governmint) as well as the economic situation (low, unemployment rate), fg
successfully steered the council toward a broader target area in which
there would be greater resources to be had. In particular, ;:i:e l:.ﬁonia
councll was seeking to become the local PIC. The Sant2 Barbara Council
acquired power: primarily through its members,.ﬂ;ggﬂ with this power they were
abl? to act to prevant the elimination, in a P\ropositiop 13 environment,
of a youth transition service provided by Santa Barbara's schools. First,
an a3 hoc committee of the council went before the schfool board to ask it
to endorse the council's career education policy. Q'fgie school board did so.
Later, when thé school board was considering eliminating the career techni-
cians in the hiyh schools and junior high schools, the same ad hoc committee
returned to the school -“sard and asked it to uphold its erdorsement of the
council's policy L ° not eliminating the technicians. This two-step -
_atrategy prevented the elimination of many of these positions. ®

The Santa Barbara exanple is particularly noteworthy because the
decision to oonfr%nt the established power structure was made by, anﬂ
c;arried out with full support of, the entire membership.

Unlike the above mentioned councils, which used confrontative as
well as educative and collaborative strategles to achieve their ends, most
eCucation and work councils were apolitical. They did not seek to initiate

.
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confrontation with the existing power sit}.m'tcture or t¢ acquire control over
resources, On the other hand, few councils escaped the impact of local
politics and local pcl:l.r.:lcal events, much as I:hey might have want:d to.

7he Bayamon counc:l.l g development l;im been st\ongly affected by the local
political wilieu. The University under whose auspices L.e council is orer-
ateq is a haven for partisans o the party that is cu:rently ont of power.
The council membership, on.the other hand, represents a bi-partizan group.
In order to develop the council as a communitvﬁ th transition service
provider, its leadership has had to operate very del:lberately to avoid situ-
ations which would pit the University agzinst the powe: structure amd force
th%munc:ll werbers to "take sides.® One such situation was averted early
in the oouncil'a development when the council had voted to organize a career
day for’ h:l.gh schcml students. The Department of Bducat:lon, controlled by
the party in power, rejected the council's call for a career day, arguing
against removing 80 many’ students from school for a da:.;; Numerous attempts
to confront the becretary of the Departuent falled. Counc.:ll ‘leadership sub-
sequently decided not to pursue the matter and embroil the council members
in conkroversy. .il\ile recognizing that guch controversy might eventually be
necessary, the leadership of the Bayamor council falt that majintenance of
council Bc;l:ldar:lt% wis more important :I.ng%l?e short rien and would in the

long run make the ocouncil-mote rble, to take bi~partisan stands and beccme a
respecied, powerfu: community institvtion regardless of which party is in
power. .

’

A structural :I.mpactl of golit:lcs on the councils was found iy Lexi. g-
ton., The mayor was one of the .ouncil foundeis znd personally attracted a
.number of penbers. uhen the mayor ar . ounced he would not run for .e-elcction,
some members became less active. The- cotmc:ll's development was thus tampo-
rarily slowed. This hé. been the case also in other council: + ‘re key early _
leaders, bowed! out or reduced their involvement in council acti' . 'es vefore
th1 oouncil had developed enough of. its own lcadershipjreaources.

A f:l.n#l example of the impact of local pol:l.tic':; }:m. the councils

concerns Worcester. As a result of pressure to cut budrg?tsp the Worcester

-
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School Committes tentatively yoted to eliminate the job of Career Rducation
Coordinator. The individual with this job was a key council member, and ths
council was faced with a controversy regarding whether or not t.o fight the
School Conmittee's decision. The Chamber of Commerce, with which the
oouncil shares office spate, agreed to write a letter in favor of retaining
t:ho . Coorddator's job, although that action conflicted with the Chamber's
ltand on limiting public expenditures. A number of council members were
also reluctant to oppose a cost-cutting measure. When the council ®went
out on a limb" in favor of the Coordinator and lost the battle, the council
became divided between those who had advised agsinst taking such a stand
and those (mostly the staff and the affected member) wllso had been defeated
by the School Committee yote. The overruling of the councril by the School
Committee led the council staff to feel that the organization had lost some

of _its potential influence in the community. :

3
If councils are to achieve prominence in t.h?ir. communities, they

will need to gain skill in confrontation and conciliation techniques. In
many cases it will be a savvy executive director who will make this pos-
sible; in other cases it will be the joint mﬂulnce of prestigious council
members which will make the d.*.ffor.ence. In oonclusion. most education and
work councils are atfected by local politics, although tew actively seek
politicizstion.

Although one of the cornerstones of the Copsortium project was the
development of councils which were responsive to local neads, the role of
differences in local situations in determinirg council characteristica or
activities has been small. For almost every example of a council which
geems to lLave been affected in a particular direction by its environment, e
counter exupla,pan be produced. It appears as it the freedom given to each
council to create its own goals, activities, str.uctur.e'and leaﬁe:ship style
has permitted a large number of options, as noted in Chapters 2 and 3.
Although the local situation serves as the context for these options, it has

had far less impact than the variables atfecting the internal organization of

the._council at this stage of most councils! dewlgpnen't.

~
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' 5,0 COLLABORATION

"Collaboration" has beei; considered the keynote of the Work-Edu-
cation Consortium project. Each education and work council was to be a
rodel of local collaborstive action. Consequently, it became part of our
‘task to assess ‘the degree to which councils achieved this goal, and the
fauib:l.lity of f&:&xo achiwmnt. In this vhaptsr, we dilcuua the diffes-
ent detinitiona of conabor.ation and assess council achievement of collabo-
ration accordinq to these different dafinitions. The main purpose of this
chaptet, home:, is to otter. a new understa:ﬂing of the concept of collabo-
ration. - : _ 3*‘

s

At l:he beg}nning of this study, our etfor.ts to neasum the achieve-
_asnt of conabor.at.on ware thwar.ted by the varying detinitions thst council
menbers and ataf.t app.:.ied to the term. Moreover, these definitions often
‘ disagreed with thos’u put forth by r.eseard:eu of the aubjoct, as well as that
which we 1n£or.r.ed from oui rea:.ing of The Bounaleas '!asour.ce. Rather than
disr.egar.d thou definitions, we looked at them all. As a result of this, “the
nature of col;lapor.ation a8 a process or as a sequence of processes became
Clear. We recognized that collaboration simply "looks different® depending
upon whsre the observer stands, in time and place, vis-a-vis the education and
work council, The councils, looking at collaboration from ground zero--before
tollaboration is actually started, and while problems for collxboration gtill
exist--have 2 differant viewpoint from those who focus on the effec;:g ‘of
possible co>lleboration. Collaboration as a process engaged in by educatiocn
and work counciis ,needs to be understood as developmental, and therefore legi-
tinately viewed in different perspectives by the council members themselves
and ohservers or researchers of councils. .;}

5.1_ Definitions of Collaboration

In order to assess the achievement of collaboration from each of

- these perspectives, it is necessary to cutline the various definitions

applied to the term “collaboration."
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S. 1“’*1 nnen'&\ Definitions

During the, 1975-—71. academic Year, the Office of Career Bducation
(United States Office of Bducation, HEW) sponsored 27 “mini-conferences"”
for members of the business, lzboy and education communities on the subject
of caraer education. In one of,these conferences, Dr. Kenneth Hoyt, then
the director of the Office of Career Bducation, tried to' push the career
education movement onto a more “collaborative® track. He expiained the

meaning of collaboration by first distinguishing it from cooperation as

follows:

"Collaboration i a term that implies tue parties involved
share responaibility and-authority for basic policy decision-
making...Cooperation, on the other hand, is a term that
assumed two or more pajiies, «@ach with saparata .and auto-
nomoua programs, agree; to work togéther in making all auch

Programs more succesaful. To "cooperate™ with ‘anothar agancy
or organization carries no implication that one either can

or should, affect its policies or operational practices.®
Collaboration means that local career education activists must F1d then-
selves of the notion that "what we do (our policias and operational prac-
tices) is none of their huaineaa."z while cooperation permits this attitude,

Dr. Hoyt continued by urging his audience to recognize that "...many
community :egipﬁccs exist NOW...it is not a matter of building yet another
gsuperstructure on the already complex system of Bducation.®™ Rather it is a
matter of focusing primary concern on utilizing existing resources and build-
ing new resources, of focusing around the queation of "'How mch help can be

Hi
made available to thgoindividunl?' not arcund the gquestion, "&: mach credit
St

can we get for hell-'!ingi""'3

1l\enneth Hoyt, Monographs on Coreer Education: Community Resources for
Caréer Education, U.S.D.H.E.W. Office of cuee: Bducacion, Office of

Educ&tioﬂ; 1976' ppo 5‘20

I-I__b_!._g_. ppo 1“'20 J‘

31bid. pp. 1-2.
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o In sho:t, the p:inciple of collaboration encouraged by Dr. Hoyt

‘ --phashu "prooua" over "structure.® It enphasises the collective good
over; inﬂividual self-interests. PFinally, it emphasizes the nsed for
'-changc, botk in Zareer education activists' policies and practices and in
their attitude about sha ing responsibility for the policies and opera-
tional: pr.acticca of sack other's institutions. Cooperation involves no
--such change in’ attibde.

De. Paul Barton, a senior associate of the National Manpower
Inatitute and tomr. m,aenior. staffer, looks at “collaboration" from a
diftc:on&gq:apective. ~In _par.,ticular., he envisions a council (a community
sducation and work council) as a cellzborative process. He proceeds to
' dotim the structural clmnts of tha: process, without distinguishing
: "ool]aboration' fr.on*"cooper.aﬁion‘ ¥

r

"A proc cess of collaboration means the participation of
the important institutions and sectors of the community
that have ‘the responsibility, tesouzces and influence to
deal with the whole of the ttmiﬁion to regular adult
ﬂploynnt..-h collaborative process is i.dentified

ﬁ‘b]i"’" ’ b

being an organized activity with an agreed-upon
policy for its conduct.

the Eticimtion of reprezzntatives of education,
bisines#s, labor, parents, the voluntary and servic:
or.ganizat*on sector, the publics students...or at
least a sufficient number ¢f the above to provide
the expectation of significant achievement.

an involvement in the improvement of the transi-
tion ar.r.angenents r.atm: than the rest of the

‘group being ®advisory™ to any one of the represented
institutions or sectors.

the development of, or working on the development of,
an agenda of substantive actions, a prioritizing of
the items on the agenda, agﬂ tAnnin + toward actuxlly
carryingy out the agenda.”

4!'aull. E. Barton: "Community Councils and the Transitions Between

Bducation and work." Industry/Education Community Counciis: NIE ‘

Papers in Rducation and Work: No:9, U.S.D.H.E.W., National Institute
of Bducaticn, December, 1977, pp. 11-14.
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These definitions complsment each other, with Barton’s dsfinition
helping-us to visualize what a collaborative procesis migijslook like in

ti Y form of a community council. Boweves, there is one point on which
these researchers seem to disagree. Hoyt -um to feel that collakoration
requires placing the collectivp good above individual self-interest.
Barton and his colleagues argue (principally in other articles and corres-
pondence on the Lubject) that collaboration must build on self-interest
rather than request a sacrifice of it. While the difference as expressed
here may be semantic, it does sound as if the supporters of education and
work councils expect council participants to find it in their self-inter-
ssts tO collaborate., This eapectat:ldn may be overly optimistic. It is

very difficult to try and use this otrategy of equating #%1f-interest with _

the collective good in order to convince PgPle to pursue the collective
good, particularly when the benefits of doing so are far into the future,

-~

The concept of "self-interest” is critical to an understanding of
the collaborative pricess, and it was obviously At the center of NIE's
interest when it posed the question "Is collaboration possible?® NIE's
definition of collaboration, as offered in the Statement of Work for this
studr, is as follows: .

o~
-t

*Collaboratior is a participatory decision-msking process

involving an organized activity in which representatives

from vested interest groups within a community give up a

portion of their self-interest in creating acnew, over-

arching identity to achieve a cosmon goal.”
It would ggppear that the collaborative processs or the tidentity' under
discussion, ig a community education and work council. Obvioualy, NIE
researchers balieve that in order for }:h:l.a counci) to work~—to be effect’ s
in solving youth transition problems~-its goals, as an institution, must
stand higher on members® priority lists than their own"goals or those of

their :lnst:lta;tions.

The concepts presented in each <. these definitiongs--Hoyt's,
Barton's and NIE's--will be useful in develcping the theory of collabor-

T

SNIE RFP R-78-0007, p.11.
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ation furtlm:. 80. too. wu‘ be some dimnion of how the fqde:@
1ntomea1a::l‘dl ca.unicat«l thc term and how the couneil a-bou under-
stood fi’if. i_; O “

S. t 2 Ou-tfmication of thc concn_pt by_!ntemodicriu

nthough owpo:tunit:lu for o::lcntution to the oconcept of the
comwil ana of collaboration cocurred during council start-up meetings,
wbuqu-nt technical ‘assistance visits, and oontenneu.%t was The
noundhn hm:cc which gave.the oounciis their primary o:iontction to

* colliboration and the council conoept. Councils were instructed to focus

chi.ofly on Chapter 4, ont:ltlod "Ilw)hans" T™Hhis ehwte:, in the saction
of the book thet dcals v:lth ‘youth, offers practical suggestions for council
activities.. It follows e chepter called “New Ways,” which discusses the
nesd for a different ‘Inst itutional approach to youth transition. Building
upon these ideas, Chapter 4 deals with establishing such nmw means 2s o
clntigighouce of work-study end cooperative education prorams, an ccoupa-
tional information system, e youth: ghcmnt follow-up component, etc.

“The t'oduct:lon_ot institutional barriers is slso addressed. In genecal ,

then, Chapter ¢ o,’.foll:s axanplaes of lcl::l_vit:les that & council oould initiate
sasily, a8 well as some that would require more substantial collsboration.

5.1.3 ru:ll:laritj_‘lﬁth the Concept by Council Members and

Staff ) . ,

The main u'cthodoldgy f&: _t‘:his phase of Abt Associates' study of
councils ad the collaborative process was to collect data regarding council
ltrug:tur'e. process and activities. However, individuals.were alsc asked to
comment directly on their perception of the council's.achievemant of collabor-

.ation,

In general, council staff were more oonﬁortablﬁ than council
members in discussing collaboration, and membors from the public sectors
(education anf goverrment) were more comfortable than those from.the private
sector. In at ieast two sites the council staff wers reluctant to discuss.

~ collaboration because they falt it had been overstressed and had caused

confusion and irritation among council members. Business representatives,

a7
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A ~ in particulu, tenﬂeé to be inpatigm-. with the lack of purposeful activity
~on the part ot ths!x f.ouncils, and they began to equate conaboration with
~ -_exﬂonlive nctings. npetitive diacussimc -and lack of act’on. Listed be-

o

’ ° ;. -low.ie a awling of d%finitiom of collaboration o\tferv-da it is not
iﬁ . ‘ ini:ondﬁ to npreunb the njqrity of views, only the vnriety of thems
’,;” . - enot having everyone give, pat ansvers"” (oouncn president)
o ‘*¢rsryone's imvolved, no one's passive” {(business leader)
T - "®an exchange of idess; a ‘cooperative S
EL ‘effort betwden education and indfjery* {schocl superintendent)
- - *we all give up something at some ' -
- . point ‘80.we can reach our ‘common goal® {bankar) ..
' £ “sducatora come to us® . (manager of a manu-
- N - - facturing plant}
] x‘ (._”{' ) “*educational jargon not -used in business® j.‘!iuibqr of ~CommercCe
T SNV representative)
. ;5“33 ' Jecgoperation is two programs which
v support esch cther without either one T
having to give anything and collabora-
““¢ion is the f}haring of responsibility,
4 commitment, and -authority®. ~ {educator)

M’ is evident from these comments, council members sa+ collaboration
as a joini- ‘affort toward a common goal. Some members felt it was important
that menbers *give up" scnething to be truly collaborative and at least one
council presjdont hplied that collaboution involved change, in attitudes
and prutioea. - &

%Q . Analysis of the actions of conncil members suggests that most council
‘ nubors deﬁned oonabontion in terms of their own actions, not the actions
m.t lnltitutions or cother mdividuala in the community. The community's
achiewunt cf collaboration, vith the council as facilitator, was not broadly
' ze¢osnized. by council mexbers as part of their mandate to be "collaborative®.
Thi council members apeared to squate the existance of the council with
evidence of collaboration, rather than to think of the structure they repre~-
. Sunted as facilitative of collaboration arong sectors in the community.

«.
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Yor did the ujority of muncn members see thmelves as "sharing
policy-ul‘{i.ng author.i.ty. sSome camdid,w anserted their lack of. intention
= to wo:k towa:d these ends. Buainesa representatives in Pa:ticula: d4id not .
"7 “e6e how' the,uxpe:ience of being on the council could change the vay they J

opsrate their own institutions, much less pe:nit those cutside to share in
rnakingAchangqoa Tﬁis position was alwost as freguent among educators, who
occagionally aseerted the‘:oIe of the council in influencing them to make
) changes, but who generally did not entertain the ldea of ghared policy-
v Ilking authority.

-

Most council members, however, exp:eesed excitemen. over the value
p:ovided by the mandate for collaboration. They contrasted the education
and work council favorably with qthe;wcognnnity efforts and other councils,
and cited examples of business representatives and school officials, or,
_in the case of Phi}hdelphih, CBOs, working together for the first time.

. }_{_\p‘e accept HOYt's distirction between collaboration ang!l coopera- .
tion, then it iz fair to say that education and work councils engage in
cooperative, not collaborative activitiea":h However, cooperation can also
be construed as an initial step in the development of collaboration. Indi-
viduals or institutions are unlikely t0 rugh into sharing policy-making
authé:ity without ever having talked to each other, not to .gntion develop-
ing respect for eachbother's goals, trust in each other's judgments, and
joint participation in activities., The educaﬁion and work councils did
allow this to happen. -

5.2 Implementation of the Collaborative Pr.ocess by Bducation
and Work Councils

D
Another way to investigate the implementation of the collaborative

gy process in the formation of the council is to assess it according to the
four features described in Barton's definition. Most councils partially
met at least three of the four criteria estal'ﬁiished by Barton. At the time
of our visit, most councils represented an “organized activity with an
agreed-upon policy for its conduct.® All but one council was meeting regu- »
larly, and all had established structures (council president, executive
committes, and task groups) within which to oper.ate; Councils also achieved

0
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the active participation of education ahd business, although attempts to

invol\ze labor, pa:orto. and youth were less successful. c‘:mncils'uezo

: ° & 0180 indepandent. rather than "advisory® to any of the sectors or inatitu- o

g tiom involved, even though .one or two parent oﬂmiutions were suffi- L 'f
) cim;ly dominant to influence a large part of the eouné ?_& operations. \ ‘

On the fourth criterion, "'tlio ‘developnont of...an ggenﬁ&‘ Bf gubstantive .
, actions, a prioritizating of the itm...and a glarmigg tovard .actually

> carrying out the agonda" ¢+ the councils had more dif.fioulty. nany counci.\o

_ attempted to create goals and activities designed to meet those goals, and

g “most of these cou:ltted thei: thinking to paper.s. However, little priori- 0

< tizing was done, and there was 1ittle evidence of conc:ete objectives or :

strategic thinking in most of the councils' plans. Most noticeable was a C

lack of long-term planning. The leadership of a few councils were aware - '

of these omissions; some argued that the decisjon to avoid prio:itiution,

specification of concrete objectives and time frames for achlwmnt was

8 purposeéful. No doubt funding uncertainty also contributed 'Eo the abiva-

lence of council planning efforts. Nonetheless, council leadership and

wmenbership, a‘% perhaps the fedé:al intermediaries as well, need to recog- .

nize the inconsistency between the councils' planning process and the

accepted tenets of a collaborative process, particularly as this inconsis-

tency can affect futuce operations. B

-

The NIE definition of collaboration.focuses on the notion of self-
interest, which is Introduced in the earlier definitions. Each of the
definitions of collaboration implicitly assumes that self-interests will
be recognized. On comainity education and work councils, they would be )

% recognized by the iumpeu and staff of those councils. Our study, however,
found that many council members participated 2 volunteers on councils,
: withoutany real awareness of the self-interests involved. This style of |
participation hindered the p:oc‘%a:s of collaboration {gcco:ding to every - r
definition) in a few councils.

The statement of work for this ‘waluation asked, "Is collaboration
possible?” The answer is that the collaborative process can be construed
as befng sevexal processes, or as working on many levels simultaneously.

&
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The process has begun, on at least one level, in the comsunities served by
egucation and work councils. For the collaboration envts:pned in The
Boundless Resource and by researchers to be achieved, howeve:, more time,
a_gai.'cato:_underatandiﬂg of the concept, and a willingness to entcrtain
radical depertires from normal inter-institutional and 1ntemecto:a§ ways
of relating is needed--both by council members as coluncil members and by
coﬁncil members as representatives of coamunity institutions.

To ssfet councils in assessing the degree to which they have en-
§agod a local ;ollabontive p:ocus: we proceed to describe three dimen-
eions of collaboration. This discussion is followed by a more detailed
description of one of these dimensions of collaboration: to further
illustrate how councile cer measure their progress along this dimension.

~ Hopefully, what will emerge is a new understanding of the meaning of

*collaboration®.

5.2.1 Dimensions of Collabotdtion

Coliabo:ation of the sort envisioned in The Boundless Resouvrce
uould geem tO be ‘measurable along three dimensions, as illustrated in
rigun 5=1, If. t:he oouncn is vieued as the catalyat for the collaborative
process, the nach of oouncn wtivities might deﬂye one dinension of
collaborative achievement. Council activities may involve only council
laaders, or they may involve the entire membership. Beyond council members,
other individuals may be involved in council activities at the local level,
and beyond that,"l*ollabontion could be sought with utou-:c»“ the s8tate and
sven federal levels. Indeed, the staff of at least one council perceived
collaboration as embodying the ability to affect local, state or federal
policy on issues related to youth transition, although most councils, as
previously nuted, did not seek to collaborate with or influence agencies or

individuals outside their particular ccamunities.

Inatitutionaliz_g;;n of counci} activities is a second dimension of
collaboration. Council activities may accur once, such as in the compilation
of a directory; they may occur ir series, such as when each week the local
newspaper spotlights the career of a different coum_:il mepber: or they nmay
boo}g-e institutionalized, such as when the maintenance of a carser resource

center becomes an on-going function of the council. The education and work

Ll
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" councils in the Consort}um project w;re encouraged to institutionalize

. thnnld;yea._,cOunc;}s,‘gn turn, attempted to become incorporated,.to
bfdak away from parent deies, and to gain gufficient funding to eﬁable
their staffs to oénginue carrying out council activities. Recently, a

. national organization was formed to further the goals of existing and

. future education and work councils. Along this dimension, therefore,

Ieducation and work councils.have been fairly' successful, although a major
aqgt will cﬁne as they bagin thoir fourth yaﬁr of opezations ﬁnd first

year without any Depirtment of Labor Consortivm project funds.
., . '.‘ ' .
.. A third dimenzion of collaboration is the breadth ana depth of

council activities at the-community lgﬁel. ‘A council may work closely with

two sectors, but this may mean only that it works with one local high school,
one employer and one individual (usually the council menber) in each of
these institutions. Councils that are broader in scope right work actively
vitﬂbat least one sector other‘than education and business, for example, the
government ﬁf labor sectors. Céuncila add depth, moreover, by working with
nultiﬁle iné?ituticng within a sector, or multiple individuals within an

“« institution. Iﬂheed, as will be examined more closely i rhe naxt section,
collaﬂbration between institutions within a segtor, and Setwaen individuals
witkin an 1n§§itut10n, may be two of the most difficult types Of collabo-

ration for councils to facilitate.

We agsert that councils must w;:; along each of these three.dimen- .
sions in order to have a lasting sffect on the local Youtn transition
problem, and that they must visualize each of these dimensions as mutually
reinforcing. For example, the goal of institutionalization can be aided by
increased breadth ani depth of involvement in ccuncil activities, 1If
councils establish a large, broad constituency, their charnces of locating
funding or other sources of support to maintain their existence will be
improved. Greater support,.in turn, enables the councils to undertake new
activities with larger numbers oftlocal actors, and potentially, to pbe 2

vehicle for extending their reach--perhaps effecting change at a state

or national level,




. and can help maintain interest at other levels of government which are parts

Progress along each dimension of cc;llaborat:lon will also increase

the potentiil for long-term impact on youth. The institutionalization of a

local voice sSpeaking on behalf of local youth guarantees corntiaucy's attent;ou
to youth transition issues and the ins! :I.tut:lonal:lzat:lon of activities guaran- ' X
tees that their :I.mpacts*"will continue to be felt. The increased breadth and
depth of local involvement maximizes awareness of the issue and the potential
huuan gaouroes avallable to attack the problem. Reaching beyond the local

level can extend the benefits of the council's activity to other oomr;:lt:les,

_ oftthe problem and the solution.

.

5.2.2 The Breadth and Depth of Council Act':lv_:lt:les

Increasing the breadth and deptli?of council act:lv:l.t:l.es‘is the key
c!,_i_,allenge facing councils at this stage of their developsent. > In order to
agsist councile in better understanding this challenge, we have identified -
four different components to counc:l.l progress alung this dimension.: These ;
components are described below and 1llustrated by the curreant aciivities of
education and work councils. _The word “ccoperation® is used, hecause it in
fact describes current"c_:ounc:ll progress. However, the possibilities for -
collaboration (according to Hoyt this would involve shared responsibili ty o !
and authority for basic policy dec:ls:lon-mak:lng) in each t;rpe of :I.nteract:lon 1

should be borne in mind. -
A | "!\

. The ~ducation_and work councils engage in four types of cooperation. AL
The most common 18 cooperation between the council and other organizations. #

Every time a council is given office space by an @gmizat:lon or a guidance
counselor is given timeyoff to make a presentation at a council meeting,
cooperation between the council and an diganization takes place. Another

“common form of cooperation is between council members. 1In cases where_m-'

bers work together on a ooun%l committee, they cooperate. ‘iﬁlen they"&greg' ¢
on an activity to be pursued by the council, such as the 2ompilation of a ¥ ‘
reaourée directory, they cooperate. A less common form of cooperation is

between institutions represented on the council. When a business perssn on
the council agrees®to take on two high school seniors for one day each in a

.- shadow day program, the business and the school chperate. In adiition to
N 1 -
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the cooperation between council members that is involved, each institution
is required to participate in the decision to conduct the activity. This
nn:le of institutional cooperation, ‘with a business.or employer granting a
favor . to the :choohr is the most common form of inter-institutional cooper-
stiomw, Cu:ioullyr the lesst coqu‘fom of cooperation engaged in is be-
tween institutiom in the sane sector or within institutions. In some
cases the superintendent auon members of tho guidance department o
attend a Career Guidance Institute. In other cases: two business leaders
may appeafy cogether at a seminmar for xoutﬁ on job seeking suns. In
general, however, it appears mOre likely that a school uin‘h‘,?e entab-
lished cooperative relationships with a particular employer or llployo:s

P’

-~

than it is for groups of employers to have cooperative relationships with
each other (other thsn for fund-raising) or for “iﬁgh' schools to have
cooperative arrangements with each othar.

Cooperation B_ctmn tha councn aud Other’ Or.qgnizatioﬁl 2

‘One of the most oomn forms of coopention between the councn and
other organizstions was in the all-iupo:tant funding area. The rlargest
non~Consortium source of funding is CETA, and the most frequent use of CETA

to support one or more ccuncil gtaff through Public%ctvioe Employment
slota. A

In addition to receising funds: councils also donate funds from their
budgets to other organizations. This method of supporting youth transition
programs was chosen by two councils. The 8t. Albans council gave $2,000 to
a nearby high school to purchase and install career education software for
their computerized Occupational Information System. The Mesa Council con-
tributed $3,650 to the schools tO employ a teacher during the gummer to set
uwp e "?bb. for Youth" progiimm. (In neithe: case did the council becoue
substantively involved in the activity bayond the d;nation of tunds.)

Other forms of dboperation between ‘_l:he council and other organiza-
tions include cases where a council activity involves an organization or
affects that organization. In'Bayumon, for example, the council set up a
Career Information Center at the Interamerican ﬁ?ﬂvenity for use by its
students. o
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‘The Worcester oouncil established 2 clearinghoyse of field experience oppor-
tunities available to teachers, counselors and students. Almcst every
coun‘c}:l'l conducts one OF more activities of this type, where the council as
an organization performs a service for the members of another organization.

~ The final method of council cooperation with other orgarizations is
throwh brokering. This form of activity consists of the council as an
organ:lz'at:lon working with two or more other organ:lz&t@ons for their mutual
beaefit. The Worcester council arranged‘ for some business representatives
to meet with members of a local school department, and together they
developed 2 career education curriculum. The -S:I.oux Falls council arranged
for a shad;w day for a small rural high school by Putting the superintendent
and guidance counselor in touch with the local NAB d:l.rectdr, who agreed to
recruit businesses to participate. | ’

. - v
Cocperation Between Counci) Mambers - &

=

This category of ‘cooperation covera gituations in' which two or more
council members, as individuals, cooperate to accomplish something which
benefits one, hoth, or the goal of youth tramnsition. This form of cocper-
ation was most frequently evidenced in council members' working together on
task forces or committeesa, but it was alaso evidenced in other ways.

% In Santa Barbara, key council members from business and education
arpeared before the school boazd to ask it not to cut the budget item which
provided career technicians in the schools. Pl;iladelphia council members
have used each other as resoufte Dersons when questions have cime up in
their own institutions. In Worcester and in Bridgeport, when cne member's
job was in jeopardy, the other council members went on record in support of

that individual.
-\

energing simply from their interactions at council meetings. At each site,
counéil menbers commented positively on their experiences in talking with
felloir;meubers. A frequent f£inding was that members of other sectors had
problems that we.e not too different from their own, Superintendents of
achools and executive officers in industry shared in their frustrations in

11

On ancther level, cooperation between council members was constantly
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dealing with employee uﬁioljw. Business representatives began to appreci-

ste the schools' difficulties in trying to educate certain segments of

the youth population.. In seversl mu.'council menbers asserted that

they oould now call certein imdividuals on the phone to qet help with
thing uhen they tould not ‘do so before.

Ooop.ration Between Instituticns gpreuntc‘ﬁ by Different
muncil Monbezs .

! - |
l'hu next level of coopomtion goes berond the -ed:m:l thmelvu
to :ln‘-lude the .inltitutions thcy represent. Achievement of this level of

' oooperation is an indication ‘thst. o,rganintiom in the mity are

b&‘ing mﬂmncad hy the courcil's. cistm.

Some oouncns have begun to Mlmm cocperation between nembsrs’ )
inltitutions. In Bayamon, for msple, curriculm designers at the Inter-
awericen Univeroity got togsther with some busine.mreprmntatiw- on .\‘j'l'

the council’ and wotked out a mmber of changes in the university courses - \

‘in order for them to be nore relevant to the job market. A course in

labor movement ‘history was introduoed into the Livonia Public Schools
through discussions betweon the UAN representative and the school repre-

"sentative at council meetings. Fostering such cooperation between member

institutions. is the main activity .of the Philadelphia council. They
brought community-based. organizetions (CBOs) together with the CETA prime
sponsor 8o that it could brief the.CBOs on-the lpooidutea for applying
for funding under t.he Youth Employment and Dmmtration Projects Act
(ZRDPR) «

Bu;inéls' i.nvolven.ent with other, institutions was restricted to
assisting those imtitutiom in -aking youth more 2cceptable 2+d ‘success-
ful in the job mrket. Buainenu opened their plants to classes on toura;
they visitod olasarooﬁ to teoch students how to £11l out job applications;
and they provided counlelorl for a spacial job preparation progrm. No
inaividual interviewed untionod an incide! . in which a menber mpresentint:
business uked for or receind ary anistame for his or her company from
council members or their institutions, however.
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Cooperation Within Sectors

The loani com;a aru"lot coopetetion engaged by the councils was
cocperation within sectors. Secondar and higher education had little
interaction: likewise for larée and small businesses, Omuﬂi.t:y-based
organizat ions c@etd with gach other for ascarce federal program dollars.

In rocognition of these barriers, some councils used their resources
and uuborship to reduce the distance between institutions in the same
ssctor; others facilitate intra-sectoral cooperation on behalf of youth in
other, wore subtle ways. In a story recounted by a Santa Barbara council
member, a businessman was complaining about the low level of skills he found
in the employees he_ hired just out of high school, which prompted another
bucinun_g:g_ o the council to remark, *You might get better workers if you
didn't pay so litele.” . S

Business was active in intra-sectoral activities for raising funds,
In Worcester a chief executive officer directed a campaign for fund raising
from among menber and non-member ‘businesses. An example of intra-sectoral
cocperation in govermment was the Philadelphia councile-sponsored luncheon
meeting of a .representative of the city's youth agency with a Department of
Commerce official, which resulted in implementation of a new youth employ-
ment program. In’ an example of intra-sectoral cooperation in education, the
Michigan Occupational Information System was implemented in western Wayne
County through the cooperation of a (onsortium of public schools, post-
secondary institutions and CETA. '

Conclusion

The types of cocper.ation dascr.ibed aboe primarily involve activi-
ties and partly a:titude change, The pattern of sponsoring activities as
one-time events ;linit; the potential breadth and depth of collaboration.
What would be different; and what no council at this stage of development
has yo??:hénn to &, is to forge some on-going alliances across sectors so
that cr.ou-lector.'al actlivities ~ight becm commonplace, and that the
changed attitudes of the council members might permeate their institutions.
Although this repetitive approsch would still not be collaborative in the
Hoyt sense, it would imply that closer involvement between the institutions
is acceptable to eachi as a mode of operation. Only then would the breadth
and depth of collaboration be ‘enhanced.

o8
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i -into the :egula: :hythn ‘of an institu
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6.0 . KBY ISSUES IN THE DEVELOPMENT OF EDUCKTION AND WORK COUNCILS:
. BUMNARY OF FINDINGS -AND RECOMMENDATIONS

6.1 Council Mtivitiu M to-be Better: Inte-gnted with
- Planning and Inplmnt‘g_s;:eciﬁa Changes Designed to
» I_.E:m Youth '.l'ranait?ﬁu to tl"e mrkplace

_ Council activitiu, the oonabo:ative procsas and the very existence
of councils themselves u;c to be judged in the £I1al anzlysis on the basis
of the impact they have on youth transition to the workplace. Presumably, a
council can help bring about clung_u in the knowledge, attitudes, .and.-hehav-
ior of individuals, groups and institutions in a particular community, and
in sc doing, ‘!;'el_p them to improve youth's transition.

-

Altiiough considerable -vatietf' existed in the mix of council actiwff—

. ties chonn by individual councils, one similarity can be discerned. Virtu-

ally an oouncil activities were Mt-tem in nature and demanded modest
imcmnt of tin and commitment from' aube:s and their organizations. It
is ndeutmdable that a focus on singlt, short-tem activities would ini-
tially cnptun the counciln' attention. Because they involve no major shift
in :uoutcu, these: ,activities are not-. cont:mrsial. 'l.'hay are easy to
nuy cround md upuunt a vay t-.o get people collaborating on something
concrcte. ‘l'hcy can he initi.\ted quickly and do not require a great deal of
o:gani.zatioml agnmnt to exacute. Such activities can serve as a start-
ing, point for daveloping the oomrehensive process of planning and immmm-.-
ing’ 1wm :ented changes, a8 even uimr activitiegz cause some changes in
peuonml :elponaibilitiu, :esoume allocation and communication patterns.
) ¢ 4 upuf:cd oﬂ-.en encugh. thue acti k:s can eventually become incorporated
R e . .

l‘hrdugh this p:oocss,, what has “initially been introduced as an act-.i-
vity can evolve into change vithin an imtitution. For this to happen,

- councils nust .begin’ o put-. no:e energy im-.o defining, planning and working

towards such speciﬁc hpacl: :elated changes. . e

"
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bikwiu, oonabor.ation Rust be seen as a procsss which develops -
-+ OR seversl IWels, and which is boch an input toand an outcome of the
counoii'o sctivities in the community. t':onabo:ation, no matter what
its :tin. ccnnét'etake place in . a vacuum. PFrustration and membar turn-
cver will result unless council members feel they are collaborating
. to;ardrmthing meaningful and that collaboration is part of a process
which will have evsntual impact on youth.. Confining collaboration to a
single sector for a given activity of limited duration limits the potential
level of that collaboration. Instéad. on—going alliances across sectors
nesd to be developad, =0 that. cr.ou-sector. activities become commonplace.
o If a council fails to add:eu an aspect of the plaming and execution
ptocus, such ag the imtitutiohalization of activities, or neglects to
develop a part of its.overall system, such as facilitating collaboration
not just among its mber.s but also among institutiona represented by
its members, then all other aspects of the process or system will be s
affoci-.ed, .ang the council as a whole will be less effective.

6.2 Members Need to Perceive ‘and Act in Their Council Roles
) # As Institutional Representatives as well as Individuals ] o
Rather Than as Imlividuals Only, if Changes in Institutions
- ALe® to Ocour - - . $

One of the primary pur.posea of an education and work council is
to be a mechanism for influencing grougs and institutions +o change in
vays which will enhance the prospects for improved youth transition. Such
group and institutional changeé are essential if any serious and lasting
impacts on youth are to be achieved. .

‘ . Social change &fo:ts such as those represented by the education
' and work councils must strike a balance in their emphasis on the role of o
_.individuals as 6onpar.ed to the role of group and institutional relation- -
ships. Unlesa a council makes successful efforts to anchor its changes
solidly in-local group and institutional —liie, the council cannot hope to
‘affect more than a handful of young people. In addition, for impacts on
youth to endure, supportive elements for those changes must find their

way into the groups and organizations that serve or associate with youth.

;:. ,: “:».—, . - R .'-: -_‘ - -- - .. ,‘oo
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. A council can seek to effect group and institutional changes through
‘d"igeb’!: action: such as donating funds for a specific youth transition program
or d‘m:fzonting local government on a budget:.a:y issue, or through indirect
activities such as building community awareness about Youth transiticn prob-
lems. However7 a basic and straightforward method, which should not be
we:loﬁked, is to influesice these community groups arﬁ institutions through
their representatives who are council members. Unfortunately:. most members
presently define their council roles not as institutional representatives
but as individuals in a volunteer organization. Moreover, many members lack
the power to commit their institution's :esou:ces‘_‘;to council goals. And
lastly, some &qividuals (such as chief executive officers) who do possess
“the pover to change the way their institutions operate, still place the
burden of responsibility for change on other institutions in the community.
Bach of these conditions, which undermines the reasons for the council mem-
bers' gelection (to gain répresentation of a particular sector or institution
on the council), needs to change at some stage of a council's development if
the council is to become a positive force for improving youth traneition in
the community. ' '

-

6.3 The Effectiveness of Council lLeadership Needs to be
Recognized as a Critical Pactor in Determining How
Successfully a Particular Council Develops

The devslopment of leadership is :ecoq;nized ag an issgue hut needs to
be hett(g: defined and understood by couﬁ*clils. Members are 0Ot clear ahout
what constitutes effective leadership in the council situvation and fiow this
leadership emerges. The development of effective leadership iz egsential for
handling goal conflict and achieving goal consersus. achieving member involve-
ment, helping to define member's roles as institutional representatives,
successfully coordinating council activities with impact :J.ated changes and
successfully developing new leadership. '

Leadership in a council need not rest with one person, and such a
model may in fact be a liability once the council gets underway. Councils
whic!: freely admit new members and tap new leadership sources from within but
tetain the interest of early leaders are most likely to function successfully.
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ccmtinucd involvement of early leaders i.s important, so long as new leaders

are admitted to supplement the base of support. Leaders ‘should be chosen
vith maxizum membership involvewent.

how people from radically differ-
ent perspectives (rfrom business and froam ‘*tcal:i.on, for example) think and
opez:)ate- The leadership must combine backq;: mds and orientations in these
different areas, and be able to work in a col {bor.ative style with differ.ent
sectors. Among the education and work councils visited, this facilitative
skill and ability in interpe;s.oml communication were the traits most valued

in executg;e directors, and also the ones most commonly found to be lacking.

Council leadership, wmust underst

6.3.1 The Relationskip of Staff to Council Members

The relationship between council staff and mesbers is a critical
deterninant of effective council leadership, and therefore, early council
development. Members hold what might be called "line” positions in the
council's crganization, each representing different sectors or interests.
The staff should serve ‘a_d\;ise thasy line positions, and play.a facilita-
tive and coordinative role bet{yeer. council members. Decision making for
policy and objective sstting hould rest with the council membership. The
staff should provide operational agcistance. In other words, leadership
muet be grounded in the membership and fiow to the staff, not the other way
arounc‘-.q A task Of many couricils at this 1t'.i!!:e should be to assess critically
the respective roles and relationships between staff and council menbers.

It is understandable that in many cwnciis staff currently perform
leadership functions which would better lie with the meabership. In a number
of cases, a staff Person wrote th# initial council proposal and organized the
membership, or was hired by one or two people in the intermediary who had
little subsequent involvement with the council. Such a procedure was useful

to get the councils started.’ However, councils must evolve bey'ond this ini-
tial Zefinition of their leadership and geek to develop new leadership
resources. This will become especially important as councils move into new
., Stages of development that demand new gkills, approachos, and more concrete
planning for change and impact. ‘ ~ s \
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L. - " 6.3.2 The Role of the parent Organization 1

Although parent organizations affect the development of councils in o
ssveral ways, the most critical area of potential impact is when the parent
R attempts to exercise leadership over the council. Bducation and work
council memberships were cautioned, both in The Boundless Resource and by v
MNMI and other intsrmediary staff, to develop independently of parent orgzni-
saticna. 'l‘hiqawao seen as a dwoloplent goal in consonance with the goal of
engaging a collahorative process it aveids dominance by any one organiza- >
tion. In turn, most councils have operated independently of parent grgani-
- sations. -

Where parent organization relationships do exiat, their effecé on Y

improved youth transition can be positive or negativs. The effect of affii-
: iation with a parent on the council s ability to bring different institu-
' tions together to agrel-Upon needed actions and poua{?%o changes within

institutions has often been nNegative. Unless the parent already has a point

of view and an operation that is clearly collaborative in all aspects, or )
widely respected, the prospects for an edvcation and work §puncil to attain
l;g.,hs attributes are subsiantially rsducad. The effect of a parent organi-

. zation that has these attjibutes ic, conversely. positive.

6.3.3 -Federafwidecal . Tension

Az the role of the parent o:‘gam,za*ion can affect council leadership, o
other organizations whoss role may become eor.tuud with that of a parent
organization can also affect council leauerahip, and hence, oar.lx development.
In the Work~Education Congortium project, three fedezal intermediaries con- .
tributed varying levels of support to cCancils, but their involvement in the,
¢ project also created confusion among the intermedlacies and between the inter-
mediaries and the councils they spons&reﬁ.' ' v

ky ]

The Consortium project is part of » uscent trend in federal program=-
ming which dictates that local needs are parmount and they, rather than , .
needs defined by a distant faderal burcaucrats pust determine locail Programs
’ and activities., The uyge of intermedizries vas a method by which the federal
government could assist councils without appearing to intervene in their

-
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oL v of:er.ltiona. Indeed, while the support given by intermediaries was generally
- well-received, their most valuable contribution was the local mantle they

. ) & conferred upon education and work councils.
_e>- dir.cctly involved in council activities, it is probable that several council
a o~ f : mber.s; pa:ticnlar.ly private gector r.epr.esentatives. would not have joined

the councils ‘or maintained their involvement to the extent that they did. s

) On the other hand, the involvement of three federal intermediaries

- also caused confusion among the intermediaries and between the intermediaries
The extent of NM1's responsibility for pro-
viding technical assistance.w information exchange to NAB, AACJC and the
counci.ls spongored by NAB and AATJC organizations was never clear. Moreover,
wvhile most councils understood their "mandate® to be "local"™ {(despite the Lo
irony that implies) and ‘‘ere able to internalize *hat unde:st:mdir%'énd pro~ &
ceed 'with local operations, the leadership of a minority of councils were

and the councils they sponsored.

torn between their federal and local clients.
one council that we vigited suffered because it was unable to choose a

primary client.

iy

§

¢ Bst:.ablishing a project to demonstrate local initiative should not ¢
relieve the federal government of its responsibility to specify. monitor

. gn& clarify if necessaryr the roles and responsibilities of federal inter-
mediaries. Indeed, the inherent contradiction between the Consortiim o
project's federal origins and its avowed demonstration of local initiative
underscores the need for greater discussion and better clarification of the
role of the intermediary agent of the federd? govntment among all parties
concerned, Open-ended p:ojects such as this one, wit:h no federal design. {‘3\.

Had the federal government been

The development of at ‘least .

can be frustrating t.o local councils and federal intermediaries tlike unless

a.clear set of roles: r.espons:.bilities and expectations is ﬁecified and

adhered to in practice,

-
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&
6.3.4 Daveloping A Sense of Mission ‘ ) .

With the exception of a few councils, council members have not yet
- dovolopod a unse of mission or urdgency ag a group. wWithout such a sense
ot “mission, it is very difficult for a council to deﬂt% its objectives and
R significaiifly address tié problem of youth transition. "In contraf to a
traditional volunteer organization'wh:.ch relies primarily upon collaboration
_.and education to achieve its goals, a ciéuncil with a well-developed gense Of
‘ mission, for example, is more apt to use confrontation and conciliation
‘ technique-s to affect its ervironment and aéoomplish its ends.

n

Hrubers must feel they have tne power o choose leadership, define
goalst and objectives, procure funds, and realign and expand membership if
they are to develop such cohesion. Councils hav; presently been restricted
in a number of these areas, I!.'Qn executive directsr is selested bafore the
council members, for example, the council loses its first critical opportu-
nity to face up to a major collaborative decision. A £irsgy chance for mem- L
bers to reveai their biases and agendas on the.table is missed, with the , '
.result that those agendas cansbecme hidden and inhibit council ‘ﬂevelopmem..

e

The processes of chcosing leadership, of hgi:nering out goals and
measurable objectives, and of realigning and expanding membership can be
trying, but they are major ways for councils to det their members involvad
and to establish a sense of misaion.”

- g o4 councns Heed to Reagsgess All Aspects

of Their Operations Periodically In Order
to Datermine if Goals Are Being Met

& L& '
Underlying the progress that many councils have made in detting

formed and conducting joint activities among members or their institutions

’ has been a high degree of Optimisn% confidence that collaboraJion, and
ultimately improved youth transition% can be achieved. This spirit was

evident in virtually all of the councils we visited, and it has been evi-

¢ dent in our communications with other councils in the Consortium project ‘.

as well. Indead it can be said that the degree of optimism apparent in

education and work councils gets them apart from many other taderal 1n$§1-

atives which are undertaken with far less erthusiasm,




_Without trying to dampen this enthusiasm, we would urge councils to

undertake ntf-nsnmnt more frequently and wore critically, particularly

now that most have passed the first stages of development. Early assessments

o of the me-apohibéed councilc and of the Sivux Palls council helped the
development of those councils. Moreover, such assessments 40 not have to be
formal or ;r;-itun in order to be useful; councila such a3 Worcester have

a benefited from the informal scrutiny and concern paid to its progregs by its
leaders.

) ‘ . o
~, The features of council oper.at:lona that require periodic reasgessment

have been mentioned throughout this r.epor.t. and they :lnclude primarily qoels,

activities.and menbership.and ieadership structures, Regarding goals, the

questions councils need to ask themselves Periodically include:

e Are the goals to which the council addresses its & ‘
. effort relevant?

e Should target groups be changed or further specified,
and should the ‘service 2rea: remain the, same?

@ Are the youth that need 'ransition help most getting
that help? & -

‘ ® Are cbjectives specified in order to facilitate the o
- & measurement of goal achievement?

{.‘,-0s A

Regarding council activities:

e. Are activities designed to meet goals and chjectives?

¢ 1Is there a clear rationale, i:lan or strategy to these
activities, or do they appear to ba indepandent, °
isolated efforts not clesrly linked to goals or .ebjeqtives?

o what changes might be necessary in the mix of activities
undertaker, in their participants and in their recipients? ¥

e In fulfilling goals and cbjectives, 4o activities dupli-~
cate those already performed ih the community? If so, ia
t.'na:e reemant that wore than one provider ia necessary?

ao&ardlng nnborship and leader.ship atr.uctur.es: < #“

& Are there any sectors oI ugni‘ﬁcant groups, like yout}
labor or parents, who are not represented o;. the council
or whose representation is insufficient compared to other

?
groups @
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¢ ‘18 the mbenhip broad ard deep eroughs or are
the mambership. structures flexible enough to allow

the participation of .multiple institutions within
& sector and of decision-makers and decision imple-
mentors in an institution?

¢ Doas the Mhonl':ip' or lesdership structure permit
the development of new l¢adership :em:cys? - .

® Are the staff oogniné*#of their facilitative role
to the membership in council decision-making?

¢ Do l¢aders havs the key attribute required of, L8
. lesders of education and work councils, nanely the '
. ability to work in a collaborative style with a A
va:iety of sectors and individuais? : )

IR our opi.nion, t-.heae are the key guestions that councils need to
consider ag they move into the next phase of their development..

6.5 Conclusion - , B
in conclusiom councils must be looked at in a context of. dive:sity.

Bach one developed dif:onntly for many :emna. Some cverall recommenda-
tiom can bo made to eduuation and work councils for the future, but if the -
‘ future is Like ‘the past, each councn needs o proceed in the context of
its omn pa}'ticu)laf Qit_:datio:cz. ‘Rducation and work councils have made tangible
" accomplishments “hus far. Each gite formed an education and work council
which" carried cu;: activitics and became a forum for exchange of views.
nluo#:t every site was ai‘;lo to get further fundiﬁg.\frm non-Consortium sources. "y
- The queation that r.anains 1a wl:ethor the council menbers are ehgaging in
activities of limited conseguence which wi l nor. _produce true institutional
onllaboration, ot uhethe: council evolution nu;t proceed as it haa, with
the scope of council: w‘tivities expanding as timé’agma"on and as the
p:ocesa bcooles more comfortable for council menbe:s‘and’ the institutions
they 3«!: to affect, until such time as institutional collabcntion can bo
demonstrated. . ) ;
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APPENDIX A

DEFINITIONS OF “COUNCIL ACTIVITIES FOR .
SECTION 3.2 -
.“’

3 % ¥
1.  RESEARCH

® Neéds Asecssment: Surveys conducted £or purposes of determin~
ing the perceived needs of the commnity relative to the
youth-to%’fo:k transition.

. ® Occupational Qutlook Research: Studies focusing on the
- status of an area's education, training ang_'agnpg]*oyment.

£ t
& Other §,( specify):

2. PUBLIC ANARENBSS '
" @ Community Vigitation Days: Zocal community members visit

X classrooms £nd exchange Information with teachers and admini-
R strators- regarding the :I.nfusion of career-related concepts
“ 0 into the. curr.iculua. o

e  _Public Relations: Progress or education to work linkage is
ported on & regular bas is through active uge of news media.

-8 ¢« Community Porums: Pertinent education-to-work 1ssues are
: i digcussed in public forums,

® Audio-Visual Presentation: \,Pr.int and nonprint media are
utilized in project presentations:

qo waslett%i': Periodic publications are produced which serve
a8 a gource of news and program information.

s

® Other (Specify) H

. 3. STUDENT nmmmﬁ

S Camer. Speakers: Individual representatives of various
occupationg hoth employer.s and employeee, come to a achool
) and talk to small groups of students about their-work.
o Carear Day: gﬁep:esentatives from diverse occapations come to
P a school-spongored program to present: “information. abcut the
: occupat.}ion outlook in their ﬂeld and the prer.equiaite

tr.ai.ning and qualificat ionu
P

L

. 7

® Site vigit: A group of at.udents visit a workplacé for an
on-gite presentation of occupational information and a chance

5 to see .and intecact wlth people at work.

"
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s

Shadow Day: 'An individual student is paired with a worker
for a-day, ar part of a day, to gain first hand experience in
a particular cccupation,

-

“Internahi ; & A student works, without pay, on certain aspects
of a Job a

t regular intervals (weekly, twice a week) in order
to gain hands-on explontoty oxperionoo in a particula:
oocnpar.ion. o _

Ud:'l:-Study: A student is ielmed early from school and
works at a pacrt-time, entry level job. ;‘t’}

Alternative Semester: A student or- group of students engage
in"a series of career-related activitics instead of attending
reqular subject matter claugs. .

Caresr Resource Center: Students and teachers uss print,

-audio-visual material and career counseling staff to get

intomt:lon abotrt ° careen, camt valuel and carur
dcci:ion-nking. o :

student;-ﬂpe---ed B!.s!neu: A rroup of students, under the
supervision of a teacher, create and operate thoir own
iginess: a ‘school store, a ‘garden or gnonhouu, a weldino
shop, a construction company, a m@hbo:hood rehabilitation
se:vice, otc. ,

contnct Agp:entioes”l?ip: Busineuec provide etructural
learning axperience for students, under contract with the

 local achwkkpa:tmnt or. wo:k-education lirkage. . ﬁ

c.‘omunity—msou:m Bank: Businesamen, educatore and othe::
‘volunteer their time to ralk {ndividually or in small
groups with inte:utod studonts outside the school setting,

_ Othsgs (specify) ‘»‘

<
T

STAFP nmm

» In-Sa:vict wo:knhopl: G:Bupi of teachere and counselore,

often with the n:istcnce of outside facilities, meet after
school or during the summer months for information sharing,
skills training, program plann ng or evaluation, curriculum

" development, etc. -

Curribultm *Infusion®: Klementary and secondary teechers
wodlfy thelr regular subject mstter to include.a number of
cane:-:elltod topics esphasize career imﬁoutim of the
subject area,'goed work' habits and the career development
process.

{5
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5.

+
. Career. Guidmce Inotituuz The guidance department or other
school staff axs provided with resources for assisting
studenta’ to clarify ‘career values and stungthon cireer
-dncioion-uking skillg, The format is structyred and
. ehcourages site visitations and comsunity ‘{iteractions on
tealistic cateer-related options for students. The National
Alliance of Business often sponsors these Institutes,

2 -5 i . N
- Lo oo . B . ST

- @ Teacher /Host Mn:ln:l'att::tion Bite visits: Local Businéoa

and industries visits'Dy & group of tecchers or adminis-'
trators to their work-places, including a plant tour and a
seminar on skill, knowledge and concept requirements for
various levels of esployment in the field.

e Community Resource Directory: A list of employers and others
willing to cooperate with schools in carser education efforts
is- m“chds this 1list is d:lotributod to tuchcu and oounselors

£y l:hcir use. <y
e Othsr: (opocify)

i

mu'srmmmucr cmcms

e Intsr-District/Btate Collaboration: Schools collaborats on
in-service training, ubﬂt-capctftnoo placement and supervision,

skills tu:lning. etc.

® Coordination of dchool and Non-S8chool Programss - Oontucto
are made with nm-p:oﬁt youth action agencies such as -
soouts, 4-M, junior echievement, which provides-career-type
prograns (experimental, cheracter building, dncition-nk:lng.
wd skill t:lining oomponents).

¢ Establishment of gSchool-Business rarm:shipss A school Tu
palred with Ogn, Of more 10Cal businesses for tm:ichnont. of

studenta' expeifiences.

s. Aotivities are
oive for atudents regardless

of race oz sex by increasing awarensss:of stersotyped ettitudes.

e Bervicing Special Meeds Populetions Activities are planned
to provide m:n:/omntiml cmr:ltnou for studsnts.with

spaciel needs.

e Credentialing, Licensing id Certification hmdu:ﬁs
?lteznate oc dditional approaches are oifered for improving
/the licensing function, .
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hltrict:ioma -

and work, -

Steps are taken to addrsss. ths
~laws, préctices and custoss that constrain oz
\chcwiu dufluence: young mh't sovinents between education
‘Such restrictions caa include xinimum wage regula-
. tim. child labor laws; . compulsory- whool attonaum statutes

‘ &nd mu:m liabuitin. ~
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AN ASSESSMENT OF COMMUNITY WORK ’DUCA”ION
COUNCILS: A STUMMARY ANALYSIS*
Greg Wurzburg

The basic assumption underlying the Department of Lakor's
decision to fund on a pilot basis a number of community work
.education councils was that young adults were encountering

‘barrzgrs as they leave the school environment and attempt to
get into jobs.

There is no single barrier or series of barriers addressable
from a national level, but rather there are barriers that vary
from community to community. The barriers can be overcome only
by joint action undertaken at the local level by a number of
institutions and interests. The hyrotheses that are being
tested are two-fold. Can the barriers be overcome at the

local level? Are the community work education councils a
useful vehicle for pulling different institutions and interests
together and focusing uhe collective enerqzes on the school-to-

work t_ansition -

L

This rer_;o:;t was not intended to address the first hvpothesi.s
Our focus instead is on-the second hypothesis, sxamining the-
councils as a mechanism for mobilizing resources that could be
brought to bear in addressing the school-to-work transition
issues. ' In this context four cuestions beg to be answered.

(1) wWhat does the "collaboration” process embody?

(2) Do the community work education coungils make
a genuine contribution as collaboratite agents? ©

(3) To the extant that the collaborative engineering
is being accemplished by the work education
councils, cculd the mechanizms for doing it be
replicated? )

i,

(4) Could the mechanism be adapted somehow to improve
the delivery‘gg youth services?

(1) The “"sollaborative process”? that is supposed to be embodied
in the work of the community work education councils is
simply another term for collective action. At the local
level, it involvas a perception of a problem--barriers ixn
the transition from school-to-work--by usually one or

his assessment summarizes the results of ten case studies of
work education councils conducted by independent experts under
the auspices of the National Council on Employment Policy. The
case studies are available upon request.
1)
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'two parsons; and then a process of .dant;fyzng who has ]
an interes: in the problem, in seeing it solved or in
being a par:t of the solution. ,

All o2 the councils have successiully involved two of

the Key players to sowe axtent: eduacators and emuloyersﬂ
Scme have had success in bringing iz parents, lamer
unions, and youths. B3But participation for the most part
has been by persons who may have the solutions, not per-
sons who have expeXienced the problems. 'In this respect,
the collabcrative process has concentrat:..: on producing
technical solutions without getting sattﬁiactory input
irom persons bearing the brunt of transizion difficulties,
pazents aid childzen. Although youtsh trangitisn diffi-
culsies a.c at the haart of the councils' axistance, *he
collaborative processj is not an advocacy process for young

acduls, 7 : o , sgg

In spitas of tle diversa naturass cf Lhe difZerent csuncils,
the agendas tie councils have adopted, or tieir plans of 8
acticn as “heV have evolved so fay, arsg strikingly similar. !

- Thercouncils-all ack or plan to act as catalysts for

[

direct agtion by others, All of the csuncils had avail- S
acla frdm others, have collectad themselvas, or plan =0 -

'develop,an analyszs of lesal faciors at work in the

school-So-work t.ans~“‘on, and an inventory of local re-
scurces that could & Lapped in “he course of ceve_oning
solusions. None of tie councils Forssee much of 2 direct
progran rola Zor themselves except as hnforma:;o* axchange
or facilitators. Some csouncils sas Fregram money as
tainting “ha councils indapendence, Othe:s ses 2p.crOgGTam 4
roie as putting the councils in competition wikh some oF
the same program agents the ccunc_ls ars trving to inveclve
in collectipe action. Suck a program role would maka the
council a campetitor and give it a vested institutional
intersst, and thareny dast...oy its eifectiveness as an open
forum, 3y keeping dirsct action out of the council, it

is assumed the council ¢in act according to issues and
not according to what its own programmatic resconse dic-

tates. K\ig

On a formal level, a relatively passive role may limit

the councils' identifiable impacts. To achieve .resulis,

the collaboration process must identify potential link- o
age roints between institdtions and then coax cooperation.

Much of the hope for cquncil success presumes that once
instizutional action (and linkages) necessary for solutions

are spelled out, the tie-ins will be made. There simply

is no fermal mechanisnm for pushing cooperation.

e
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On the ingprmal level, the councils may have more success
in pushintf institutional action or interinstituitional
cooperation. ToO the extent that the councils, prpviding

a forum for gathering many disparate interests ether,
can also create a potential network for informal pressuraes,
they may be able to accomplish change that way. But this,
of course, takes careful and sensitive leadership.

Phencmenologically speaking, the collaborative process

may havs some intrinsic value, but the Department of Labor

no doubt has some interest in the process as a program

tocl. If it is the intention of the Department tO test

the feasibility of mass-producing this program tool and
trapspPlanting it around the countyy, the current experiencs
with the councils would have to he written off as nearly
useless. Regardless of what this and later studies show

the councils &9 he accomplishing, little of it can be
attributed to the current efforts. 1In at least seven of

the ten council areas cbserved, what is being done in the

name of collaboration by a community work education council 1@
is rouchly the same thing that was being done befors, or k
is heing done now, by some other organization already in
axistence. Somgtimes new faces have appeared, but both

the focus'on t¥e school-to-work transition and the pex-~

ceived need for collective action are old hat.

Theras were two exteptions to this rule, hcwever. 3oth were
projects being established in rural sreas. Although the %
transition barriers were just as acute in the rural areas--
perhaps aven more acute=--there was no record of earlier
collaborative efforts. This was not for lack of interest.
Once these two prejects garminated, interest in the issue
and support for the council developed. As always, there
ver: one or two prime movers, hut once events were in
mot2dn, it did not takea great deal of comviacing to make =
people think that the sgﬁaol~to-wo:k transition qﬁg some-
thing worth minding. The interest was already there wait-
ing to coalesce. What was lacking was a‘'rocal point.

Once that was established by the local prime movers with
some help from the government, interested people have

shown up.

Before the rural councils were established, a number of
forces seemed to bhe at work preventing the kind of organi-
zational activity that occurs more easily in developed
areas. Rural isolation is high on the list. Personal
interaction in a rural *setting is not as casual and
accidental as it is in a city. Contracits have to be
made more deliberately.. Once communication is estab- -
lished, the feat of overcoming geographical:distance. also
poses problems that are not so acute in,a metropolitan
environment. : ' i@;
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-”Oncc ‘the councils aze in place. howaver, the rural
*scttinq ssems 0 of‘pr's e distinct advantages over

- anurban-council., - Pirst, ‘the.scale of tlie problems
is much stialler. With the-smaller scale in problems

' comes & sfialler scale in solutions. - The transition

(3)

T I . e w . —_—
I —

issue takys on & humazi. scale. Often all the players
directly==nvolved in any solutions or at least having
an interest in the transition issue can sit around a
single tuble. That is in coatrast to the technical/.
oanagerial role some urban councils have taken, éirsct-
ing soluﬁionc raéher than.having*e di.ect hand in them.

. The absonrc of prior collaborative actiona in the £Wo

" 2uwal areas’ studies sedms to imply bazrriers to organi-
. zation, not a lack-of interust.. If there is a lesson
‘hers; it is ‘that the Danartnent o* Labor efZorts did
"_contzibute ts 2 nce changg 7;
£ the csmmunity work eéucat;:n ccnnmils arave ts be
o!'ect;wc veniclas for dsaling with.the schaol-to-wo
eransition ‘issue, ‘it 'will be temptin® =y sy o repld i-
cats =ha couucilé on a laxge -scale. “Sowever, before
chat is done, a humber of points should be considered.

The enthusiasm that most of &he councils have ganerated
anéd the ready pa:ticipqt;an raspect tiey have earned so

& far is largely a function of *ﬁgzx,aorcexved independence.
It was *egea-adlv heazd’ that tha sca-Federal natyze of
the cGouzcils, =he lack of Federal. guidelines and the
local digcration. that was fermitied were ipoitant
Zeatures that have figureg migh<ily in the sucgess cf
zthe councils so far.. Any stoony Federal aitachment Ior
2 gzroup as gotegtially powarlass as t“eseﬁtsua ils would
be a kiss of desth. ™ .

Countaring the nesd o aveid the appearance of an imposad B

solution may be the need to zrovide an outsids push o
get things going. BHowaver chas push is given, it will
have to be done carzefully., A variety of *factirs at the
local level seem to be instrumental in getting the
councils going. If they are disturbed, nc amount of
help #rom the top will ‘save the day. Indeed it may .
prove impossible 4o "institutionalize". the conditions
needed for success. The "prime movers” are not in any
givel place, but they are necessary for succass. The
institutions play difierent roles in @ifferen- environ-
ments. Action predicazed on assumed institutisnal
interesss could be disast:aus. Cooperative networks
frequently already exist. I5 tha)l are igiored, their
involvement~-and any solutions at build on their
inavolvement~-~may be lost. ’inalﬂy, parsonalitidaclay
a role that no amount of iaseit gicﬂal momentum can
ccunter, 118
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(4)

%

Bsscntially the community work education cBuncils are
community based. To be successful they must be adapted
to the local establishment. No amount of Federal Juidance
is going to be able to prepackags council startup pioce-
dures. In terms of genaral strateqgy, the safest pet
would appear to he an approach that relies on building
on some structure already in place; without duplicating
existing activity. The best way to do that would probe
ably be to rely” on intermediary organizations that can

ffug into a logal network. But the chojce of organi-
zations would 'be crucial. The National®aAlliance of .
Businessmen (NAB), for example, i3 a national organi-
zation with extensive community ties. From what was 5
seen, the NAB council was not about to spin off.
dan&%; there is of getting too closely identified with
other}NAS program activitias, thereby losing independence.
The rican Association of Community and Junior Colleges

(AACTC) may be a better organization because of the more {
limited program presance of community and junior colleges.
Here, too, there-is 2 danger of the cvuncils not getting
full independence, but from limites ohservaticns we made,
it seems the conssguences are notlso su‘?éous. The
Natjonal Manpower Institute, not having the community
ties of AACIC or NAB, does no em 0 he a logical
intermediary. It did succeggfi’ gtarting at least one
council with no community gZganization on which to piggy-
back. But in the intarest of getting the same results &
with less efforts, it seems some other group should be
used if a2 lorcal network is available.

i

A fiyal point to keep in mind if any expansion is antic~
ipated is simply "gat the bigges. bang for the buck.”
Organiziig councils in areas where collaborative efforts
are already underway is good fzr an arganization‘s win-
loss record, but it might notﬁgi 2 wise deploymant of
rgsources. Why not put the rascurces into an area where
they could make a real difference? Based on what we saw,
collaboration--or whatever the buzz word might he--¢ ®
occur fairly readily in an urban or metropolitan setti.hg.
On the other hand, it needs a large push in rural aveas.
Community work education councils'’ funds could probably
make the greatest contribution in rural areas.

There appears to he little likelilicod of the community work
education councils' concept being adaptanle to support com-
prshensive manpower program delivery, the Youth Employment
and Demonstration Projects Act (YE%iA)-in particulaz. To
the extent that those efforts are*perceived as targeted
programs aiined at narrow income groups, the councils
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1,would~pgoh¢bly losc .ntnrcst. dany umgloye' interest
© wolld not. pursue the Minks because-they do nox see their
- hirdlg practices as geared to pickipg up "disadvantaged“

wozkers.. Dropouts are reminders t3“the educators that

‘the schools ‘&re subject to failures In another vein,
. the' politicizod aature of the Conprehensive Employment
- and ?ra&ping Zct (CETA), i many cases, discourages

" councils ¥rém developing close ties. In still another

view, there is & pezception that close tics to CETA

T woudd push the cnuncils ‘closer to a program role.
" Nene oF this-is %o say that CETX (and YEBPA) afe. divorcod

from Gouncil activity” altog%thc:. In New Jérsey, ths
were cloge links bétween the two. In ?h;ladolphia
y ine sponsor a:opa:o DPA
aneapolis, thexe 2re graa : Over-
a=d CZTAvadvisozy couanils, and ths
fion council. 3But tie ‘point is thaw
to’/generalize axous ths.prcscat lizks
or ‘rely on:tiem RS- ¥ &, systamasis Vay. - I+ would gresunably
be inposaihre 0 *a;osa 2 set relat onsﬁip fxom t%;

e

§§$ ‘app¥ication.

na:;bnal lcvo,.‘
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» 'ms INDUS‘J.‘RY EDUCATIGH . COUNCILXOF CALIFORNIA
N \:‘omz. MANPOWER INSTITUTE PROJEQY

Curtis Aller
Octabar\_‘. 1977

T Introduaiidn : o o

Thjs report is entirely judgmentai., It reflects conclu~
- sions & have drawn from two site visits, five interviews ou
site, review uf mat@iials collected at time of visit and ten
‘ phong inmterviews with ifdividuals knowledgable as to the Council
activitiez. Therae is no.documentary avidence proviaed since the
prgﬁgee is still too new for such evidence to be available.

CA list of materials collected is provided in Appendix A,
q% " of this is being forvarded now as 1 thought it would add
but it can be sent A neeaed. .

A T o

' Moreover ing%he inteRests of brevity I am using a semi=
outline form that stateés my observations with a minimum of
‘ toric, Furtlier elaboration and suppurting argument/can be
videq‘by phone if it should be needed for the overall report

fxom thn Nationgl COuncxl on Employhent Policy. .
II. Thg COuncilg Reason_for, objectxvos and National Manpwyar

n»tztute RO.I.O

f14

(1) The Industxy Education Council movement in California <wes
its inception to an Original Nationak Academy of Sciences grant
about the tima of Sputnik. The original focus was science.

Rey businegj leaders with. 8u§pdr% from educational leaders
* led a niove that three years ago brought into being a state-wide
body that replaced an-earlier regional structure. Companies
operating ctate-wide thquyght it made sense to consolidatz2 their
support' at one level. Jforeover, they belisved such a structure
centralizing business fupport would generate more -support overe
all, would utilize the support more «ificiently and would builad
in more carefull asseesment of the results. Or, as some have
said, the sponsors wanted a more activist program that moved
beyond the Rotary luncheon circuit formet¥in the direction of
measurable outcomms that merovad the interface of husiness and

etlucation.,

(2) The Council has two established goals; career education of
awsxeness and aconomic iiteracy which is further described.zs™ .
racing the work ethic and gconomic survival skills. Eight
zonihs of elfort at the;itazt to produce a more eldscrate state~
ment¥grinlded nothing and tha organization turned to projects for

. -,
—1_21—
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asults, . These broad goals in turn are translated into “what's
it for me" objectives for each participating group. Specifie
cally, for businesst

Providing six mzllion California educatzon system students
{K-16) with insights .and skills that stimulate career awareness,
career exploration, work exploration, work experience, coopera=-
tive education==facilitating improved penetrat.on of youth Zfrom

-education to worke

In addition, this same youth audience is tomorrow's
¥ customer, union member, employee; manager, entrepreneur,
citizen-voterigxtn whom business, industry and labor may
empathize early on in youth's educationematuration process.

’

Inproved. youth understanding of ﬁhe roles of businesé,
industry and*labor is the fLframework of our societye.

For Government: An opportunity for crosseagency/business/
industTry/ labor team huilding on’developmental youth processes
(general and career education}; executive and agency policy ree
view and development; stimulation of legislative policy support
qglata@ to youth maturation and partic;pation in the state's
economic system.

For Educationt The Zormation of new collaborative partner-
ships ttﬁat wil. 1hprove education policy, process and content
K-léj. and' extend resources and learning opportunities with _
whick”education can better address learner and community needs. T

-
“x"ri"‘:‘n

Devalopment through the cé&laborative exercise of a
stronger community interest and empathy for educational sexvices,
problems, and resolution options.

(3) The National Manpower Institute sought the participation of
the IECC. NMI wrote approvingly as follows:

: Since its reconstitution in 1974, the Industry Education
Council oﬁﬁpalifornia has developed a-rich experience in facilie
tating, advocating and supporting local and xegional education-
work initiatives which have successfully epgagedathe participation
of business, industry, labor, educdtion and governmént interests
in expanding career awareness, ecoaonic literacy, and occupational
maturation opportunities for young people in california. Among
the ways and means through which this has been accomplished are:

=< theyeffective advocacy for such state level initiatives as the
RIS@}Commission Report, whicn has significantly encowraged the
deg&lopmant of community~level education=work initiatives

azbund the state;
.
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== the creation of a gtate level project review system that
awards financial support-and technical assistance to local
industry-aducation councils (and cther groups) on the basis
of quality of design and freshneas of approach, rather than
foxmal asgociation with the IECC, which approachihas facilie-
tated much improved programming on the part of a number of
logal industry-education councils; and

- the‘ﬁrovision of techpical assistance in both policy and
progrim-areas throughjfa very competent professional staff
who have had a goocd deal of experience im working toward
improved collaboration-betweon industgy and education in
local settings, % ] :

NMI- sought through IECC. to stimulate local level actiyity ™

. in three areas, San Diego, lLupbg Beach and Pairfield=Suisun..

Apparently a projected January 1978 conference entitled "Getting
it Together:, Career Education and Econoimic Awareness" is part
of this efforte. More than 30 State agencies and organizations
are cosponsoring this event. The State Department of Education
is' providing some support ($5,000 to §6,000). Over 2500 parti-
cipants are expected. s -

. 'The local Yevel programs'are modest effortse.. Two plan to
sulport some local schicol personnel participation’in a Career
Guidance Institute. The design for this looked to me to be very

gooq{gd'likely to have some spill over effects beyond the .
immed¥ate participants. Long Beach will have a project entitled

Economic Literagﬁﬂand Czreer Awaregf s Program addressed to ‘the
students in tae bilingual and ESL cl¥asses a% four junior high
schools. ) ‘ l ) ’

The grant was aboat $27,000, The Hv-~rall bdgget of IECC
approaches a half-million and s0 wii, . kais context tue NMI
project is a small one, 1% is:carri«d 2’ong with about sixteen
other activities by a small headquarters scaff, I believe it is
probably true that much of thils small graut i- probably absorbad
by the need to provide raports 27 . to respond =0 site visits ,
_ Buch as ggis one. The staff is Jjt sure the ¢grant represents
any net atdition to the resources actually spent for program
activity. . Staff believes inekifd services now exceed the grant

bt this suppori: is not budgeted as such.

? . .t .
. At the local level the budgets are correspondingly small,
The ~ange I believe is from $2,500 to 6,000 san Diego had
applied originally for an NMI grant and I believa it saw in the
gragt an opportunity to fund a full time professional. It now
operates with a half-timg secretary fiurnished by the Community
College. Frairfield-Suisan gets the assistance ofdtwo partetime
coordinators from the sghoolJR'Long Beach expects a halfetime -
schocl person for itg project,, - «
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(4)j IfEcC and these at the local level agree that the MYE, .
project fits nicaly into i ™
that the specific gctiviti%hse a%s%vceﬁ%e%g%?&dwet pjl.’oﬁlc?@ %?d’ifﬂ
not have occurred as IEEC resources were otherwise fully
deployed. .

IECC eXpected to get om the project access to an infor=-
mation flow from other councils that would be a gource of ideas
for potential- raplicstion. 3In addition they hoped to open up
linkﬁpns‘intb the DOL and other funding sources. .

117, Scuncil Activities, Participation, Strengths and Weaknesses,

- FrgBIem«perceEtlgns , -

(1) * IECC has a two tier structure of governance. The Bozird of
gggsteﬁ; consists of top ﬁgcision-makers in busineass, labor and
govarnment.® It meets once Or .twice .a year to set goals, pro-
vide resources, monitor+and evaluate. An accompanying Board

of pirectors composed of first through third line representatives
of the same groups also lieets once Or twice a year to implement
the goals, allocate the resources and evaluate. - Most of the
work is done thxough'%ask forces on which i bers sit. Some

of these are on=going such as the program te force while others
ars ad hoc. The program task force currently has these &pecial

committeess

a. Manpower Management Infoxmation System Conmittee’
b,  Long Range Vocational Educational- Planning
C. National Manpower Institute "

By design this stfucgﬁggfzgms at building a better inter=
face between-business and ﬁducation. About half of the member~
.8lidp is from education. Tisk forces and committees are co~

chaired by education representatives.

- Henky Welss, tha Executive Viceingsident comes tO thig
roll with credentials in both gectors- He was with the
Association ¢f California School Administrators. Prior there~
t¢. he had a business career. T

.Y

At the local level a similar désign is followfid. . Most
local groups. axe now going thrcugh a chartering process that
is expected to'‘pevduce a mcre activist stance at the local levels

Local éouncils meet -monthly in Long Beach and San Diego.
In Fairfield the council ig Quite new and is now maeting every
two weeks in an effort to get a program underway. -Agandas in
all three places seem composed mostly of housekeapin Y
: - " pPing items
.3uch &8 minutes, xeports, communications, membershipgﬁnd 80
forth, Substance entexs in as the counciliconsiders a new

i
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activity or assesses an existing one. My Long Beach source,
for example, while enthusiastic about the ELCA project cautione
ed me to remembor no one would be sure as to the results until
next April wher there would 06 an assessment,

These local council activities are consistent with Weiss's
notion that precccupation with goals ovexwhelms people. Theree
fore the focus is on identifying a apecific need that is tange
ibla and manageable. Then people, resources and programs can
be developed to meet the need. The process of working together
then stimula*es interast, collects nsw people and produces a
structure such as a local council.

(2) « The weakest unit in membership is labor. In some quarters
ere appears to be some reluctance to participate because of

suspicion as to industry motives. There are some evident areas

of disagreement, the minimum wage for example, and identification

of a cormon agerda may not be easy« Ilore importantly, perhaps

is the fact that labor doesn't have the troops, leaders or

staff, to provide identifiable individuals with the time to

participate,

At the local level there appeaks to be little interest in
expanding membershigﬁsn the direction of inciuding groups found
on CETA councils suc ™ as target group representati s, youth
and elected officials. The quick reaction was that this would
make the councils more political and be a weakening factor. In
Fairfield-Suisun the idea oi youth participation was not rule?d
out philosophically but instead viewed as premature.

Since members are at decision=making levels in theix
organizations they tend t0 be in den for other activities. -
But there appears to be little overlap with.the CETA structure.
Those; in education who had some knowledge thought a part of the
rearon was that- education was still smarting from the loss of
its pre=CETA role in-MDTA. The .fact is that in theSe three
areas ncither group has sought the other out., I would argue
there io .a simplier explanation tO be found in the fant that
the IECC does not seek to be a universal body and is gontent
to 51;1 the business-education connection.

.u' « .
(3; Council members do not have any set of favorite reasons
for youth unemployment. kut it is this underlying concern that
brings them together. Some of the business leaders worry about
the long=term efiects on our economic system of having so many
{outh go through a crippling esperience 4n their effort to get
nto the system. The focus, nonetheless, tends to be on the

school. . . .

The discussions I had all proceeded within the established -
framework of the career education movement. The specific proe
grang seem aimed at making th:s a reality. Hence the concern
with getting counselors and teachers out into employment site
vations so that they could impart mors realistid’« servaticns
in future discussions with students. In this are . the objective.
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notht is really institutional chanya &nd to some this is no
Roze complizated than roturning to an carlicr and now romantie-
cized picture of an idealized varsion of school in their youth.
-“Theore is no interest in building a new institutional layer.

Only under considerable probing was there any recognition
that the structure of labor demand or employer practices
might need attention as well. Some agreed that down the road
business might have to begin ‘providing work slots reserved for
youth. Others said that fuxther business involvement would
require the creation of incentives such as those pxovadcd by
an ‘OJT program or by tax concassions. -

Many tock the view that anything IEC could do that would
help youth would produce a bhetter community and that was a
sufficient justification.. Some believed that for youth under
18 the job cught to be viewed as largely an educational experience
just as school ought to0 bhe work related. In this sense these
spokesmen find a reason.for expecting some business absorption -
of the coats., But they would expect a payoff later on in terms
of lower turnover with a greater career attachment and lower
training coats.

In fact many zeroced in on tha entry leveél training as
the real problem. Educators admitted they have not been
providing youth with this kind of training., Many and particularly
the -medium sized employars argued they were not equippsd to
provide Viis training. »-

»

{4) Taa future role of thcse.local IECC councils seems to me
te be summad up in these propositions:

~&s The council represents a type of private sector
involvement tha% can rot be duplicated by CETA.

L.« Some hawe begun to worry that tne new youth initiatives
-will.overwhalm the local efforts. Thus in Fairfield=-Suisun
where there is now a stable work experience program with 400
places chere is fear that many more will'be added in a crash
" effort that will not have a good design, that will be poorly
managed and that will scon disappear leaving the loval -bodies
with the task of picking up the pieces and starting: over.

. Modest foderal - support to the lqral councils -could
"be a way of keeping distinctions clear 28 hetween the urgent
short~tern efforts to reduce youth unemployment and the longexe
tern slower process of institutional change being sought by
tha IE&. . - -

d. Weiss would like a stronger state role in the federal
efiort because he thihks this may be the only way to deal with
the disincentives he thinke will accompany an expanded .fedexal

~
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s, The ocan develop program ideas such as incentivas for
work oxgortenct, axtensions of apprenticeship and new forms of
inte ip that might become edditions to the federal sffort.
Morc generally I see this es e way of stimulating now forms of
.privoto-publio paxtnership.

(5) The strength of IECC lies in the support given by the top
deoision=makers. They are accessible to the staff and prepared
to assign individuals to a project wherever & given company has
an operaticn. Sometimes only a word from on top is needed.

" In other oases the responsibilities of a loocel manager have
baen changed so that time could be given to a jpoal activity.-

Henry Weiss, .the Executive Vice=President is olaarly one
of the strength's of the organization. Aside from his credit-
ability in both camps already mentioned he ig described as an
tn&ividual who knows the state thoroughly and can reach iato
any community in ways that oan get the right people ‘involved.
Morebver, he is described es being a sur-uxb catalytio agent
with ideas %o bhurn, .He is also accessible to loocal people and
zesponsive to quastions or requests for help, Material furn=-
ished by T&CC is ceen as appropriate and h.lpful.

A few weaknesses were identified. Recognized internally
is the need t0 stxengthen the management of the operation by
adding staff. Weiss, it is agreed, is operating at about his
limit. Others, not inside IECC, like.gsome labor leaders are
uncertain as to the major %ruat of IECCs They worry whether
they should get closer in that they are not marching to the -
sapme drummers. Finally, there is uncertainity aniong some

' potential users of .the technical assistance capability as to
whether their admitted organizational skills are married with
adeguate technical knewledge.

In this connection it is worth noting that IECC and the
‘Oakland Council staif have met a half dozen times in the past
six mopths. &ut of this may grow a more formal assistance
‘program in an area where Oakland believes IECC has some know~

~ ledge but is not yet convinced they have mastered the areav=
Joint Computerized Community Inventory System.

IV, The Technique ang the Jaggon | o _ .

*ls Collaboration is one key term used. Only a very small
number of real insiders have any feel for the term. Most of
those out in the field did not distinguish the term from coordiw~
hation or cooperation. Others agreed that if there were differw

“ences the distinot activities might be occuring simultanequsly
‘or seqguentially. Finally, I'ri told by. the Odkland people that
Wirtz at last wesck's meeting ir Portland, Oregon indicated he

H
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;} uma qhttinq tized of the term, By now many agree it is a catch~
ﬁali torn that naana a11 things to all people. .

= :V - »But £t ic still ussful to try and identify precisely the
./ meaning of the term to Henzy Weiss since it ia a convenient
f;[ § vqy gf daaoribing hig~ approach. It appoars to have these elements:
e T 8e XBCC Oparatos Outsido of existing institutional
7 . systéms and geeks ‘to identify those tasks that raquire cross»
ctitutional effozrt for specified needs to be ot

' ﬂb. A daliberata ef£8rt is made téavoid too much structure,
Wbiaa oalla it a 'froe standing, ad hoc" approach to organization.

I7.. . . an unbrella ‘group composed of appropriate institutions
k- idantifios sub-taska and organizes other groups around these.

i d. IECC serves 8 catalytio tunction. Weisg onorgizos
© ashe haa ideas to burn“

}"_: a.' The focus -is on prooess rathor than a program orientation.

) “£e ' The objeotiVo is to break down -institutional myopia -
80 that there is recognition that diverse community resources
may be - roquirod for a problem resolution.

) g de AVo:.dancé of any tendency to institutionalizo the

© X e©ollaboratien. Thus an effort is made- to keep proprietory
interests from develepiag. Successful program outcomss Are
spun off to an axiating institution and the model repiicated
. oloewhore. ' af _ .

An example of tho suocesstul use of - this approach is the
migrant education -project in Gilroy. Among other contributions
i, . of this project was the opening up of communication and securing
joint action by’ two state educational agencies not previously
aware of the others existence. Appendix C was developed by -
IFCC as a way of portraying the essential features of the process
and tho project,

{2) The appiioation of this approach to the three local IECC
projeots is describad as- foIlowsz : ) . =)

v gy

T K eesss In July 1977, three corsnunity level Incc‘s were

' identified and nominated.to participate in tiais process

" building initiative, namelys Fairfield-suisun, Long Beach
and San Diego, Althdugh objectives for each of the local
IEC's will vary.according to level of process maturaticn,
the project objectives identifiéd with the Fairfield=-Suisun
IEC are indicative of the initiativo objectivess:

o Help determine' the processes that facilitate school-
‘ to~work flow,

o Stimulata the aspiration and performanco level of the
h 3

v -

~ 128 -~

+

=




N ey HAYLTL 0t e &t . A 3 - :
i - oI R : ) vty

. flo¢clhcouncil through program i&entification and

* " 'implementation -

" o Attract, maintain, and sttmplate education=~to=work
comaitment and resources from education, business, 0
industry, labor, and public.sector participants

o -Identify state and-regional resources (companies,
.unfons;. agencies,. education, Enployment Development
Pe &tment, Department of Vocational Rehabilitation,
Govsxnor's COmmissﬁon on- Employmsnt, legislature,

='£aderal resocurces, atc,) which the state IECC can
bring into play to. assist ths local council
imp oment its-vro ject = .

.0 Coopératively de& and provida staff davelopment .
expetiences which-8ncourage the local collaborative
process of educdtion, business, industry, and labor
eventually ‘thereby helping youth bacome assimilated

' intcAthe_workplace
' Each of the local IEc's will be responsible tos

] Identify and- specify projact to be undertaken
o .Assign an one-site Project Coordinator, who wills
~maintain short written guarterly reports of proc $s
" building activities and on-going communication y .th
the=state project coordinator
-work with IECC state project coordinator to narrativaly
chronicle their respective local IEC efforts to implament
-“ . the targeted project
" o, Set project objectives {(tc be reached by April 1973)
0 Help identify subject mattér for slide-tape purposes
(designed to highlight Feirfield=-Suisun IEC and other
‘two Councils' efforts at national gatharing ‘of Worke
. Education Consortium participants)
= © ASs8e8S progress toward achievement of set objectives
-5 by year.end of project .
! "o Participate actively in a 2«day inwservice workshop
to be held in Jate f&1l 1977 for all members of local
IEC's for stimulation=throughw~sha¥ing purposes @
B . © Make presentation of process building project efforts
LF within the .local IEC at IECC, State Department of Education,
. USOE conference "Getting it Together; First California
N ’ conferenca‘pn Career Education and Economi¢ Awareness®
. to be held in San Diego, Janua:y 27-29, 1978

o ) .Identified Council Effectss It is too early to AESeSES likaly
outcomes Zrom this process building initiative with
regard to local IEC effectiveness. L .

T ?inally, I would. describe tha approach as a form of social
engineering that-yparatas outside the established framework.
. It is entreprenurial -in the sense that it seeks to build somew- .

thinq naw but "it is not acquisitive, - . p

v ~
’ - .
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R - m.anr of noa.rd of Directors ptovided twt:ﬂ{dditional
thouqhtaﬂto explain IECC's nppronch. de sgaid thaxé were three
IGVOls ‘of endeavor: .

‘3¢ " @apisodic-az for example a career dny

“ e jinxtikuﬁianal modification: ‘

‘3. ‘bxoad ‘policy change=-examples here are the inclugion
- of.husiness people in -the accreditation process fox
.. - high schools for the first time aii the addition of

- ¥ IECC to the. Vocational Education £ive year planning

. -pXocegs.

Tha purpos@-oi tha new IBCC was to mbve £rom: numbef 1 to
2 and 3. In so doing IZCC sought a participntion role. It did
- aot want an advooacy role.:

nola of NMI and D/L o S ' - s ¢

3) (1) va:y few of the council menbers I inte5viewed knew much

‘about NMI or the existence of D/L funding. “There was only vague
7 -swareness. The. key people knew of the above..  Long Beach said
they had been honored ‘£0 be salacted.

(2) - weiss and Hubbard : considerad NMI to be the one vehicle that
could keep-them infoimdd of D/L and HEW thinking and practice

as to program and levels. NI, in other words, can tragplats
Federal information so that .the material becomos useablé by groups
like IECC.  D/L is viewed by them as providing very little
information and what therg is seems to be deliberataly obfusclting.

(3) Na‘il makes a major. con ibution by lirﬁing together local -
efforts and organizing an information exchange. . The- Portland
conference underxway while I was intexviewing was. cited as a good
exanmple.. Reports back to me from participants were enthusiastic.

(4) NMI is viewed as a group that has the potential to be a

“top .down, bottom up"* organization. This means it can be a

valuable vehicle for communicating back to Washington and policy

" makors &ore raalities as to 1oca1 axperianca. ) .

{5) NHIia seen as a vehicle that:might oontinue ‘to nurture
the private seTtor. NMI in this sense is seen. as contributing

to the discovery of ways whareby ‘disparate local groups can be
‘brought toqether in a collaborativa effort.

(6) . There is & need for 2 catalytic system that would consist

of people abla to turn on local power figures and perhaps offer

some carxots 4o stimulate the local effort. Not a lot of money

is needed. ' In fact tco much money would be damaging. This

kind of promotional and technical assistance could coma from ,
1ECC, NMI or D/L. Maybe BAT in its betterépanifestations offerﬁ §E&‘
A modal. , '
{(7) Most identified a need for prbfessionnl staff at the local
level. This could be the Federal carrot. This, I concluded is
the Chamber of Commerceé model where a small professional staff
carries on &n action program at the locnl level but relies on

- o
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ﬁtate and nationa%)ﬁodies for ideas ana specialized help. 3

’gvx"..- Raplication posubniues

IEC'B exist 'in fMost: sectors of the country. Igaot cone
_ trarting information but what I think are the reliable sources
indicated that the present California pattern with its activist
stance is uniqua. Replication of this pattern; it was agreed,
wouldnot ba all that difficult. All that is required is:
1. A decigion by soma top business leaders who have power
who are wiiling to put some time and effort ifto the task.
2, Theze top“léaders should have acceptability in yeneral
business ranks. .
3, Some seed money is reqguired.
4,  Educational leaders must support. This is assunied to
: be available for the asking. Educational leaderxs can't =
- - initiate the action. v ‘
5% The beginning should be modest. A review of the California
experiance should be required as vhe £ firet step.
ew
While lr. Weiss plays a very special role in California
ny informants believed similarly gualifi§ff individuals can be
found elsewhexe. So he'is not identifild as a uniguely casual
factor in the California operation. )

W & ﬁ.ﬁ "

VII,. Other Comments ' o F

(1) IECC displays no particular tepdenuy to focus exclusively

on the disadvantaged. It is true that th¢ Long Beach program
¥idls Also the Gllroy project £its this mold But generally

the program focus ¢ould ultimately embrace all students as career
ecducation is seen as a universal need. Any youth who has not
developed a career Awareness is considered by IECC to be diaadvantqqﬁd.

yi

<

(2) The Oakland Council staff offereﬂ another version of tic-— :
need for a state role, It vas suggested tiat any serious effort X
to arrive at a ycuth developrient policy probably requires the

creation of a state level pPlanning and technical assistancs group. 4
%his might be something like the Nl in the leadership aspect of
Ni4I's role. It could he an a;ganded IZCC as well, But ., since
IECC and to soms.extent:Nil is" viewad a8 & private sector venture
they might not be acceptable as the state level leadership group.
Wwithout a . tate role, however, either of these established groups.
" should be axpanded 80 that the assistancb iocal groups will need
can be’ providedo

N . o

1]




| Vn:. Swupinq Generalizationqn
o ’&__, D/I- and m{mare getting a bargain in the IECC project.

JRERI 1 COnditionc needed to repliea’c.e the IECC in other states \“\ -
B would not be all that difficult to establish. But the ..
L .. ‘D/L. is an unlikely actor in this process because D/L has
e little creditability with either business or education the
C°. - two partners needed for an IEC. NMI miglit serve this role.
In any event there is & nationalﬁﬁc qrou:.\ and it should Cu
AN ~m1: be ignore&.

38 It has been an. wcepted et::ategy and a successful cne for -
the D/L t¢ provide funds to establifahed groups--union, €
Urpan League, (JAB~~to undertake specialized programs in A
the name Of the funded institution. Therefore support of Y
.&n IEC like the California one would be in line with A
establishad practics. The kuy question always involves 'y

F thé amount of payoff. I'm convinced a modest s.ncreaae - e

- S in support to 1ECC “:-:ould have a high pa,yoff. ‘

R: 3
C7 4 A recurring.problem’ never solved in previous gyra.tions
Lo involves the swamping effect of Faderal prografis. I'm
‘ clear as to what should be done but I have few ideas as
to how. 1 think anything that insulates ongoing’ local
activitiesﬁgrom Pederal programe that are massive ¥ probably =
% cohsidering. Ia the youth initiatives I would stress
oft money -aspects and use as iastitutional routes . e
. groups like the Prime Sponsors under CETA as the channel. 3
s But I would also seek out groups such as a local -IEC or ‘
B ° = ' a coalition program-such as the Oakland Career Council and .
N ¢ try to arrive at a herd appraisal of what such a group could v
I manage through local fynding if the Peds disapper and then ,
. arrange to provide seed money for the start-up costs. —Q
7 This wouid entourage &ttention to local inetitution change
possibilities which take time while the Federal soft money
program takes care of short term needs.

|

{ 5. 1I'm convinced .again that technical aaaistance 7somehow eludes

AN - + D/L's grasp: -Reliance should be placed on intermediary .
/ g - bodies su ims ’\NMI and fotr these the ...ede:.‘el dollar is >

required. “1f NMIsdisappeared at this moment tnera is t"fging

f‘ - else in sight .ha%%n £i1l the void~ D/L would eventually ;

N - sed tha need and maybe would see the“wisdom of going outside ,
again. Its ¢hoice now should be to take an established ‘

base of atragth such ac NMI and suppert its further development. .

™

6. The feedbagr. role of local budies linked to an independent :
group like™NMI may be an important unrecognized. function. g

Con I agree with Weiss that- this may be the best way to ascertain

N ’ any disincentive effects of the Federal prpgrams. Suggesticns

. for corrective action are also likely to enmerge. I'm not

saying this would be the only source of information but it

might be a more diginterested source. 1Id & billdon dollar: . -

program spending & few.bucks for this kind of in urance polizy

is surely worthwhile. - 132 - -
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SR . . Report on the State of- New Jersey, ;
. @ -
. _ Work, Bducation; and Ieisur@®Council
o Marcia Freedman '
y ‘Octoker 19, 1977
B L. Etablishins the QMQ;IJ. o
_ The New Jersey Council, usually called the "Initiative,” o
] % ~existed before the Na.tio;ﬁ.l Manpower Insﬁ‘itutg program came
. along. According to Ray Male, Ben Burdetzky of the DOL

becarﬁeﬂ"%ntlzusiastic about the conceflt and offered to include
it in the Work-Sducation Council funding. Like other
- visitors, I found it difficult-to put toget;hef a single _
story line about the actlivities of this grc.aup, because of ﬁ.
its ad Loc nature As cne ofimy ;pi;‘?inﬂants said, "A lot of
) things we fall into. ¥ | L
> I o4 11 Activities
The 5roup. appears to fulfill three functions:
1) ;[L__nag the full endorsement of the §§a e Departuent

L Qt_L.n_QQJ:md__Imﬂﬁ.tm As B111 Trddy, the assistant
g - g
comissioner described as the poliﬁical" or policy person

- . 4 put 1'0, the combination of Ray llale, who has agsta.te ~wide 3
- reputation, and Bill@iate, the state CETA administrator

(vhomy Tracy describes as a superb bure‘ugrat.s.c manipulator)

N | gives a balanced approah to _prograi devclonmﬁn . "These two
' got the Initiative together in three or four months. They ’ ©
& “‘brought in constitugnt groups, and created an 1nformation ‘
: excha.ngedv 1th - potentia. for wcr@a.tivity. The state has
: -w»‘ 3 . T,
Q' " leverage through CETA and Title I Higher-Zducation monsy.
‘i hile the relaticnships of the Department of Labor and Industry
. L4 * ) . . ., y Q B
‘\- . o ‘. ‘:f -, i ,
! , . . N 3 !
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with ‘Higher Eduoation are quite good, there are the usual

Naie e

f diﬁ‘ioulti& 'with the vooationsl sdﬁation establishment., wear

'I'raoy ‘%s that with 2lt statutory operations (namely,

the prime sponsors), thers is s, need ror demonstrsting at the

loca]. level how operations oe.n be put togsther. He fecls

. that the init‘iative has the potential for rillifg this n.ee%
.« arﬂ also t}}at the information he ;;ets helps' him in resolving

"tof'r dispotes‘. "“"'He is an enthusiastic supporter of the

Initlative's notion thstqs;se;instﬁior_x can result in p-rogram

enrichment, Instead of being Judg?zd onﬁnuthbers, they'want to

think about oontent and development. Inst@d of thinking of
tlg progzram in terms oféshow many miles of trails will be

" cleared by h‘tow many-kidsvat a cost of s0 many dollars,-one\%

o“an expand into another dimension to enrich the experi%noe.
Tra.oy's enthusiasm struck me as rairly typioal of a convert.
- lje himself is a rasat-talkim, systems type who 182 proud of
the fact that New Jersey is about to have an on-line
wmputerized managenent system for CM&.. I think he sees
the aotivitis..s of the Initiative as adding a humanizing

touch to the usual pushing afound of numbe,g angj dollars.

»

ra)wwmmmmm

Vhen I described it in teg'ms <f two Yiddish metaphors--
nameﬂy, the busy-body and the oooking spaon that stirs the

| pot i'rom the’ bottom, thore was delighted agreemer@ that this -

was indeed their function. When Ray Male received & copy of

the list'or questions.{ie wei'e to use in aesessing the activity,

kJ
g
H
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he responded w1th¢some uell-controlled irritetion. It is
clea.rlv his bg}.ief t@t 1th or without the {§ederal money,

the Initlative would conﬂinue, and more than that, that it

L

was impossible to descoribe their activities within s;adh a
nmg focﬁs. They have a differeﬁt perception of themé.lves
than the questions imply. Because of the. vide range of its

pyinterests, th> Initiative can have & hand gn almost anything
that'turns up or 1s likely to turn up. They stress that
the key word is init ‘t,ivgr- and that the activity iz more

. effectﬁ'e because it 1a§€ot opegluional > "

Q,‘I,‘he Council is ?;exy sctive and seems to have a gGOd_ .

deel of visibillity. They hold forums once & month to which

people considered t¢ h::ld tne keys to program development

are 1ny’1ted. These meetings are used mainly as a way-of

exchanging information and of initiating deals amion{g_ different

agencles®and their constituents; Anné court, who ‘f)mpa.redga n

two-page outline (copy attached) on one of these meetings

ca%ured the spirit as well as gﬁﬂyon,.. . ’ )

One of the things ?h&t the Indtiative undertook before

1t was 1ncorporatcd into the NMI schgme‘was & review of all

"he manpower a.nd relateﬂ adv.v.soryjcouncils In the state ;%

together@with a-‘.‘companion volume listing eachrof them.* This

is a useful gnd straightforward docunent tnat 1s frank about o

the vealnesses e.nd the overlaps In these many advisgry groups,

’ | G C : R

€ #Support for this' came from Region II of DHZY.

"
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e "Hany of the people who are cenneeted with the Initiative An
, .~ one way or &nother sit-on these groupe, they seem to view the
fj%ésgn 'Initiative as a way of oreating linkages that would otherwise &
- be difficnlt and as aﬂgorum for resoltfﬁg issues &and
initiati&@fnew projects --or project ideas. Clearly it is a

ﬁ“v 1 New Jersey Department of Labor an&“ﬁndnstrg creature, aithough

not in a peJorative sense. A representative from Yocational
education sits on.the Council. (I did not nee* him because _ i?;J
\ -he was out.of tdwns? His responsibility is. "enternal programs, "
.r\f “: - e.g. CLiiTA, but he ha8’very 1ittle influence inside the voc.

ed. eateblispment. The cther‘Council members speak highly
.~ . - of him, but eve frann about their protlems with ‘the rest*of

“yoe¢, -ed, On the bther'hand the gﬁeson who is coerdinatﬁﬁ%

o

the nev youth programs for the Lebor &nd Industiy feeis that
the mandated relationship (in the Ybuth Employment Act) : ‘ <
- between the education and labor establishmente ‘mizght make &
1;:-; positivé contributdon to relationships in the future, and
. that one of the forums in whi‘%ﬂ”‘ they could megt would be thoss
erfated by the, Initiatiic.

3) The agenda of the Initiabdive has two aspects{'a
- theoré%ical aﬁﬁneach and & list of activities.r They afe 5
interested in lixe-cycle aet 1onment, with an 04ﬁentataon
©  peyond youth. The word "1eisure“ ip their context neans any
"Jown~-time " and includes prison inmates, the retired populaticn

+. ¢ and eydasthe unemployed. . They are asking how all these people

"o

cah best put their time to use. This includes not only work .

”

- P . - "
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but also the use of 1ibraries, the arts, continulnugk
education, ete. - . S .
One of their favorite ideas is the stimulation ‘of

. pr?érams for retire@ipeople to gexve as srandpaEEnt surrogates.

-These are a couple of programs around the state. For example,‘g
a CETA program‘in Union County'is rehabilitating homes for
senior citizens using ret?red construction WOPRBPS as
supervisors. They are heavily into prgzess- development,

-enrichment, and not very much into delving into basic issues.
On the ‘other hand, they seem highly sensdtive to the problems
of-inatitutionsl 1inksges anq the input they can make on an 4;:55§5;
ﬁg_n_g_basis. While they have no official’ mandate,to spepd <~ '
state mone;E~for example, one of them used to administer .
the Governor's discretionary CETA funds~-1 think that they

 Go meke recommendations For example, the Puerto,Rican

Congress of Newark received some discreticnary funds probably

O

at the instigation of Ray Hale. .
o "
Council Membership . :

The Council itself has eight members. The director
{Ray ﬁale) is a unidgue Eharacter uidely, kmown in the state v
and an enthusiast Tor evewry kind of innovative and enriching
activity. Among other things, ha served fer ten years as
"Labor Comnissioner and mere recently as the heed of Thomas

‘Edison Collegeuzznon-campus institution created for the

purpose of evaluating and granting coilege credits. He is
- nov on leave from that job«for two years to head up the ﬁ&
- 137 - 151
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Initiative. 'He obviously hes close ties with BilliMate?’the
sforementioned CETA administrator for the state.

In {ggition £o talking with these two, I also met Al
'Fontana, ~v1ce-pres:ldent of the State AFL-CIO, rormerly
of the Brewery and Distillery Union and now. g epecial
o assistant (for labor liaison) to the stats COmmissioner of
Labor and Industry. :I will ‘talk about §Zntana 1ater on. ,
* , I aid not meet Kitty O‘Neal, the 1ndustry representative

-
=
?

(Horrman LaRoche)—-&gmehow I gotr the feeling she was not very

i b

activd. John Radvany, the vocational education representative
was Not available (see aggve) The last member is Alfonso
' Roman of the Pue rto Rican Congress or New. Jersey. I‘did not ¥
;meet him either, but I was told that the COngress is one or
seveval conpetinbsgroups in the Puertd Riesn cnmmanity.
The Council has three staff members and, & secretary
who are paid out cf ‘the federal money. ,In addition, to Male, .
they are Gordon Beever and Marilyn Lockhart with vhom I ° R
spent considerable time. Besides this staff, the®Initiative S
haé’six CETA slots filled bj people who are dbing the same

- sort or activitieﬁ as Beaver and L@ckhart. I met two of thesé, - '

h 3

and heard 2 good deal ebout another two, whom.I'll talk about..
- shortly. I .did not meet‘thenlest?two, nor did I get rmuch
feeling for their activity. One is based in South Jersey

e

and the other in Horris County.‘
I should commtnt nere about the llut of key contacts

furnished to us. Cne is in charge of The Coqmtnity Involvement

- 138 -




‘v

fl although not unique 1n the United States, I did not want to

' ' .
[

" Projeet,at South Brunswick High'School, It is a program for

student placment 1n a variety of conmunity activities without
pay, but with high school credit and transportation, They
are very high on this program and it probably 18 useful _
<
take the time to.visit it, but I have a brochure vhich -
¥
discr*bes it,

[ . .
4 ]

They are also heavily involvéd with Fathev Francis ”
Schillep of Jersey City whose program for addictb, cte. has
been transformed into a supported-work site: I didn't_hqye
time to visit Jersey City and explore the I igﬁative's:ties.
I thinc they- see the operation as a nedel Torn setting up
rionprofit corporatioqs for CuTA troinjng.

' They dlso have some‘cohnectiqp'ﬁith‘thé Brookdale -
Conmunfty Colloge in " Monmouth Coigty which may or moy not be
associated with an adult educat;on exoeriment going on thene;
.They 2)so had me meet Stuabt Hindlin uho has developed a
computerﬁ%ed system-for matching people with Job clusters.
This is -3 vnrsion of one of the 1nterest’;nventories that
Gordon Beaver hopes to introduce into one of his: project
ideas (see belov), I saw a demonstration of it and while it
is “1nnovat1ve," it is also expensive. Its function would
seem to bé to providp the pasis for conversation between a

counsel or and a person of any age who 13‘1nterested in

: finding an appropriate occupstional f;eld. '

There were several other names on the list, including

- 139 -
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.éomeoneufrom'bhe.étgte Adult and.Coﬁmunity Education sector
ynd ﬁhe_Neﬂ Jersey Department qf Hizher Education: Of the
47 %hree labor people on the list in sddition to Hate, I met.
| E}wo--?racy (seé'abb§e) aqd Jhnice Yunginger, vho is for the

?\-\

gp addqbion to the mentiona I have made of people I

dfﬁ? .ngt neet,. the staﬁa is va.riously inVOlVed in & buncn of
- disparate activi?ies. X will outline briefly the major ones
. to.giveﬂé feeling fo? the interests and aasumptions of the

PR -

Initistive,

"

o 1. Greg .Johnson is & staff member paid-by CETA. ﬁis

_majof activ* ty has been the promotion of a. "linear park.

: There are anproxinhtely 50 milss, of abandoned rallroad line

in Sussex and Yarren Counties in the rurargnorthuqstern s

_ corner of ‘New Jersey. The rizht of way is oyne& ﬁy the city

;; ) ‘ of Newark which bought it.in anticipat}on of building'a '
water pipeling when the Tocks Dam Project was being planne&
Since that’ time the Tocks Project has.been defeaued after a.
long struggle but the city is reluctant to relinquish this
risht of wav .for any other purpose. Heanwhile, Johnson hes
‘prepared & rlan Tor clearinb the right of vay for use as a
bike and hikins rOUer The Initiative is very enthusiastic
about this because it’comoines a numben of their favorite
idegs. ‘Vhat they want to do 1s negotiate with Newark and

" the $tate to get permission and then to put’ together o

&

* -+ funding package. The labor vould come from the conservation

-

. time beiﬁg the coordihato' of the'department's youth activities, .

[T
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‘ﬂcorpé title of tpe Youth Employment Aet, but they envision . -

"’ more tha® just "nealthy outdoor aéﬂivity " They want to
make 1t an educational process which focusea on the early
history ofithe region and tho preaervation of sma’l reilroad
buildings tngt 584111’ remain, etc. At this time, Johnson
1s focusing aon tn? neggtiations viith the City and State ,and
if ngcessary, the federdl government, and he has & new '
aqsiatant (21s0 on the CETA payroll) who is contlnuing the -
worlk tﬁat'néeds to be done on thé sjf?. Host o{ this is to
‘persuade residents - in communities ricarby that this is a : -

‘s

worthwhile project. . n . . o .
2. A second focus is on Plainfield where & couple -of

things are geing on, They have a restoration speclalist’ on

their payroll (also paid from CETA) vho is eager to preserve

some large but dilapidated 19th. century houses. BEfferts Pf )

th;s,kind are going on in 2 number of cities around the:

country, put the Plainfield situation is, more complicated -

because the stryctures are sca.ttema through the. city rather
than being concenfrated in one neighborhood Their aim 1s
to preserve ‘the houses, but transform.the largest ones into ,
' multiple dwellinga. Ultimately tpey see'th;se as work sites
for youth participants. ﬂAnptheq stalf member, Gordon Beaver,
who is on leave from IB@; 1sftry1ng to think througﬁ a plan '
to go¥ thé“thing off thé ground.‘ His view i; that peoplé
"need to be brought in apart from the Department of Public

Works and CETA. He envisions & service c¢lub or a voluntary -




" bheir financial resourcés for this purpose.

ks

. agency that has lines of communication taking this on as a
.projoct. He th@nks that only such 8 group could get the

freeholders off dead center and pget the noliticians to use

The effo“t is to

f£ind out what will orpwill pot work in such a complex situation.
3. It should be interpolated here that Beaver has

other inteiests 48 uell Hith respect to;youth and sénior

’-citizons, he feels that retired professionals can help kidsﬂ?

o>
_ get needed career guidence, and he wanis to astablish with

uast indsor Tounship and Hightstoun a denonstration proJect

R,

T e ‘ru'-- a

which "brings thase people together. This project may: include

converting 4‘11*'= post office building on. Soutn Ha*n Street tc a .
gomaunity center.' His. third and X Lelieve, najor acuivity

L] s

is” to dvsign e rvtirement preparedness pro"ram for demonstration -

within IBn. Hz feels that workers preparing for retirement

noed tc have thrisainterests iaentifieo for futvre aotivitJ

L.ether it be for employﬂent or volunteer uorL. He w&nts to

use Stuart Hindlintgs conputerized interost"matching tchene in
workino this.-out. One of his xﬂeas is that peoole in top Jobs

night vant alteroative opoortunities within the company even

* 1f tmy have to ‘taks paycuts--I take it this is in lieu of

ratirement,, Beaver seems Go¥be enjoying his freedom to

exper ment, but he has a somzwhat diffident attitude to

heving so much Lreedonm ang is.visibly uryinv to fit into this _

locser structure. Eu o
4, Rekurning to Plainfield--the other big activity

-

-
-
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¥

there 4s an arts releasé program. This i a ma,jor activity
of E!a.rilyn Loclhart who 1s.based in Newark. Newark has
somth%g called the Garden State Ballet, which encompasses
& roundation, a school, and & company, all nonprofit (InQ ’
fact, the company dancers are now being paid by CETA.) "In
trying to inte_rest_.minority kids. in tﬁel-a.rtg, the Bal]:et .

S

.ran & dance-in-the @ti-eets'program 'last summer. Arising
out of'this, six centers (voluntary agenc:ict).%.l’lainfield
* have teachers from the Ballet twice a week for an.after-school
trcgram in t-apich t;ny screen children for participation in an
arts r:elecse program"during the schcol year., ‘i'his is4said to
) ' hb.. an unprecedcnced exas .ple of "‘collaboration amongst centero.
The ¥ids c,ome from poor areas and therc is a reporting
system for their particination ‘ln the relea.se -tinﬂ program.
Tné Initia.tive a.lso sces this as & work-preparation prof':;rar*
N . beca.use dance tea.che'ns sre in demapd. - ‘ ’
As ari example of technical a.ssista.nce, Loclma.rt
¢ dﬂscribed help to a project in Plainfield where the Science
Cente.‘ As acguiring a former Red Cross building. She
aaviseﬁ' them-to seek CDA money for materials pather than ror
stipends and to use senior citizens a,s_‘superviscrs with CE‘I‘A
+ kids doing the work. ' e
5. Ed Buxdzy is.a staff member paid by CETA, He is.
' 4|.9. psychologist by background but worked for 10 yearssfor the
Dcpamtnen*' of Labor and Industry and retains close ties
therc. ‘It was under his initiative that the Btudy of advisory

"groups (see above) wag nerformed. He ha.s been & member of a
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.;% _ State Study Commission on Adolescﬁnt Education whose report
‘ " will be released on November 5., This study represents one
\ slde, of his involvement, the other is vorking with the State
. Ocoupationsl Infc:rmzstt::Lo.’*fﬂz2 COOrdinating Cemmittge- to devclop a
| common data base. There is little exchéigb among the 600,
_%gcal ‘8chool districts: and 412 high-school districts in ‘tle
. state, The coordinating committee wants to tie together thc
cbmputerized CETA management. system (see a.bove), the .
_ Empldyment Service Job-matching system for the state, "the
-edu ational statistics and the statisitical output of tbcﬁb
Occupational £mployment stdtastics program (a joing BLS- « «
state-effort). E s
| = ‘New Jersey is pot one of the states that has an.
_6ccupationa1 Information System (another BLS-state'program
" now operd%ing in . selected states) fhis is a computer:based
information-for-guidance retriﬂval systea, A grsup at *
» Rutgers applied to devVelop the S'cate 0IS but was tumed
. down, It still has something called the New Jersey Information
N Consortium, but the Initif:!y people look on this' activity
with disfavor because*theywoelieve it parallels state
sctivities. (Hy cun biles. 1s that the OIS (and a parallal
system now in op°r&tion in several cities under DHJU auspices)
_is not a very useful adjunct:to guldance, first because
demand projections abe misleading and have )imited probability
1nformation f'or groups rather than individuals, sndfsecond, ‘
and move lmportsnt, that it does not provide institutionel

and structural data on typical occupational routes of entry.)

{

i
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Burdzy i, inter3sted in using research to build a
kiowledge base. Specifically, to study the outcomes of the

4

s>South Brunswick CIPED .(sce above); to follou a suryey of

f as h%lpers, but not at the minimum wage. In general

(L3 l-.

N s

4000 summer NYC enrollees with a survey of all high-school
7 : |
studcnts, and to analyze data that might have an impact.on b

the I»Writin" of Wagner-Peyser and. éﬁTA. * t

3,

6, Al Fontana, the union man, descrlbed himself as a
pragéatistfwho rindsuthc‘ideas of the Initiative to be mostly
"theories." Neyerth°less,rhe is interested in retired and ¢
“disoiaced“ uofiers How f;n they use their time and earmn
supplomental incone if they neeo ip" Both employers nd ',
union mvnbers have to e pegsaaded to,, hiro older Workcrs and
the hard-to-umoloy, likL ex-addicts “He had ‘some moGest
successos to renort. A CﬂTA progran in Union county is '

abilitating nomss for senlor citiaens with retired
construction wor¥ers acting as supervisors. Restorsu_
activities in‘Hudsoné%ounty é%e béing performeé by CEI% crevs. -

In residential sonstruct*on and rehabllitation, you can talk

the unions intn, collaooration on thﬂ basis tha*h‘hey 4o not

ondinarily get ‘those jobs snyuay; On large public worx
programs, itts hsraer because of> the provision Tor prevailing -
wages. $till, it might be possible to add some CETA viorkers

T ’ -
Fontana was willing to on*ertain innovative possibilities,

B4

but obviously felt that increments would come only at the

-

margins.



.and by creating shadow positions to use for exploratory

&&ILLNMHLﬁEﬁunljﬂLjiLﬁnd_ImﬂﬂleﬂhlJmL
In addition to thie foregoins, 1 tried to elicit from ¥

sevara" pecple what they ‘thought the biggest'youth needs.were.
These are- typical. ‘ - R .

_ mm_zx_. The' obvious problems are ecanomic disadvant:age ’ 0
literacy and unemployment But these kids are looking for ~

understanding They want to be treated nke human beinss, : W

'2\,
- They are turned ofi' by youth-serving institutions.. schoolc,

the Justice sysbem, etc. Ve lack date on whis base .
programs - -we don't kncm who the kids in need are. -The dropout

rate is said to be 25-30%, but we don’t ¥now what the base 1is.

“ " The schools have:been asked to do too much and have .
been diverted from’ their ﬂd%cational ob.j’ectives. Ih N,-J.» ;'\

" they have an opf?ion to lcosen up »urriculum and excape in ‘

part rrom the Carnegle unit, but few have done }so. BEducation..
is not a building‘ ‘Guidancé is poorm They need programs to
enhance choice,;altematives ’ opportunities to interact with
adults. Ve shoula sta,; away from NYC-type activities. The ,
parochialism of* kids could be cut down by 1nc1ud1ng the arts ]
and by adding senior citizens to youth-pro,gram activities R

purpcses . )

L.O.szhh&r_. . Kids know how to survive on so little.

meloyers have misconceptions (Lockhart used to work in - Qﬁ

perscinnel at a large departsment.store in Newark) and- kids R <

do not lmow what.is expected of them'. Two negative forces
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) oome together. Kids need supportive services, and employers .

need retraind.ng. Furth{%’more, fi:st-line suparvisors need ]

-
-

some type of sens.ttiv..ty training to deal with kids.
- \‘3 x - . , *

,III.__Esdszgl_nasulgﬁagna. D ,

-

The Initia'ﬁve {and the Department of Iabor and Industry)

&"'. z has an exca=llent relationship with Regional DHE‘.'.', which 13

| interegting in Light of theis weak bles state eduoation '
 bodies. In contrast, they find Regional DOL too narrowly _
L [féeused on regulations and adrnistration and 1nsufficiently
R interested in program. . - :

- - i

.. & ' Everyone was vunhappycwith téS_Youth Eggloyment Act and

he.prooosed regulations. They gave me 2 list of allocations

for community 1mprovenent and training and pointed out that’

i&.

He'.f:ark, for example,. will have only a fq,u hundred p\?sitims.
ILanuhile the program hass the worst features o:[' dccentralized y

and ce.te%or...cal types, I told them they should keep a log

of al]. their problems as & contribution to the creation of | g
& ) “ : -

L] ) L4

the lmowledge base. _
They claim that the ~1mpo*'t;antl state bodies now have &

/]

"greatly expanded ouiLook orw.hat ai Tect’s psople.'

They are
a.ppan.ritly opposea to focused progra.%. “he,v wgrl;a to_ press

", for, cutting doun the numper of’ e.dvisory bodi—at but ceptraiize

planning. (in -t,pe state) for the channeling of federal funds .

. . 2 . . . . r g s
P . ] . v & - ﬁ

W
t
=
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- ASSESTHENT OF THO WORK-EDUCATION COUNCILS

. by Hoyard W, Hallman &
S Center for Governmental 'Studies 3

NN L . E
. .

K'Y

“ oo 77 ¢ This report deals with work-education councils .in two localities:

*’5{‘ Livonia, Hichi*gan and Philadelphia, Pennsyivania. These councils are part

'.Q of & national-deronstration project aimed at ways or achieving ’luore effective -
“ " '» a‘nd’@other transition between education and work. In a world o“‘f increasing

‘ _ specializatiﬂl and segmentation, the project promo'tes greater collaboration '

" among schools, employers, labor .unions, and other community interests. "This

is done through an instrumentality Xnown as a work-education council (though

it- goes- by different names in the various yw.ities) = é =R

This r@ort offers an asbessment of the initial stages of collaboration
@ in Livonia and Philadelphia. Emphasis is upornt emerging relationships among
: the principal participants in the collaborative pro‘.ess rather than thé effects

o .
b

“upon youth and adult uorkers. This is s0 because: the denonstration hasn't

L

gone on lono enough, to eva]uate its impact upon persons served. ' .

’ | _
uvoum MICHIGAN ) " . ©ow

-

+ Livonia, Michigan is a suburb of Detroit with 4 "current population of
,.-a

» - approximately 120,000.° Ics greatest growth came from" 19"0 to 1970 when the:

populotion rosa from 17,000 to over 100,000, The northern two-thirds of

the city is midd’e- to upper-miodle clasi in composition, separated by an .

industrial-—conmercia? halt from the southernmost residential section, which ':;-
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tends toward b'lue collar peop'le. The black population {is ground one percent.
The L‘l\’Oma School District eﬁends further south into otheﬁb'lue collar ¥

neighborhoods and doesn't encompass all of the northern part of the city, so \ |

R {; ' o
the Jmedian income of sch&'l district households is somewhat 'Iower than that

of the City of Livonfa. There are approximately 48,000 jobs in Livonia. .
. 0] M . «p‘m" .
Many Of the factory Jjobs are filled by residents*oteoetroit and other blue

collar suburbs while a sizable portion of Livonia's white-collar popuiation - &
" & - LA

’

commiutes to Detroit.

In ljiuonia. the demonstrati‘on project is handled by the Livonia Area.

-

Industry/Eﬂcation Council (LAIEC). The Council 1s in the midst of evoly-

etionary chenge. fherefore, assessing the effectiveness of itsﬁefforts re-

quires 'Iooking at an-expanding ciicle of co'l'laboration.
s . . :

Initial School District-Chamber of Commerceiﬁelationship

b

Ed

‘The roots of the project go to a concern of Livoniz area emp!overs that

_ many young peopieﬁfﬁey viere hiring weian't adequate'ly prepared in basic ele-
ments -of education for the Jobs in their enterprises In the early 1970s
&ey began to use the Livonia Chamber of tomnerce as a vehicle to explore

what could be done about the,oroblem. David Amerman, directoriGf career .

education of the Livonia Public schools, $hared their concern, and his attend-
ance at a 1973 conterence on indt;stry/education cooperation spurred Jhim to
.establish better contacts wggth employers and specifically with Raymond Lech,
executite: d;:-ector of the Chamber of Cornmerce. The Chamber had a conm}ttee
. workinq on the issue and in-1973 the .School Board mnt record encouraging
the superintendent of schools to involve the system in}rograms of the busi- ,
ness community. Their mutual interéSt came together in 1974 with the forma-

e , .
tion of the Industry/Education Ccuncil, Jointly sponsorad by the Chamber of

EL
en
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' | Gé'mnerce and the Livonia Public- Schools. This‘@;?ei' group received staff ser-
vices from the Chamber of Comnerce and qeens to have been perceiyed locally 1‘_
S the Chamber's project. - ~ _ _ :
_ & "At this stage, the project didn t make a formal ne:eds assessment, but
- . rather developed from- experiential knowledge of employers about their re-
_ cruits and the perceptions of school personnel- that better ties‘with business 'i-:".

and industhy vere highly desirablc.

A Broader CounciT:Established < - L ' .

Initially the Industry/Foucation Councit functioned mainly as a forum

- -l

where employers and school people could share their concerns and explore ways ,f‘*--

to collahsrate. At some point along ‘the way thay added a representative from
the tichigan Emplcyment Security Cowm*ssion (FESC), a. labor union leader, and

-

'_‘* - a parent at large (my chronology is gncertain). Their efforts became known .A{:i;j
_ to people ‘at the Hational Manpcwer Institute mho were develoning the naticnal 2 s
- ' .work-education council demonstration nroject. and they sent Livonia a requést- -‘ . jg;}
| for-proposal-(R??). This causad the Livonia people to take two actions to h. :f[
broaden collaboration during the fall of- 1976: they added more jabor ]eaders
and also people from 1ocal colleges. and they proceeoed to incorporate as an
~ independent organization, the Livonia Area Industry/Education Council. As
this was happening in the fall of 1976, one of the school representatives
brought in John Grayes; then a high school vice-principal, mho eventually
became the executive direcior. Clearly the possiblity”of'@ﬁmﬁnstration fu- s
stimulated broader ano more formalized collaboration. R
Incorporation came in January 1&77 and the new hoard chose Norman Horo-
n1tz. a jocai businessperson, as lts‘bresident. In the early months of-1977,

staff from the Chamber of Commerce and the Fublic Schools developed the appli-
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f’ cation for the demonstration grant. A committee of the board screened appli-
cants to become executive director. Graves was chosen and went té work after
Livonia was awarde& demonstration Yunds; techinically he is on leave from his
school job, and funds go to the school district for his salary. Later LAIEC
got two CETA workers, a secretary and g;staff assistaﬁﬁﬁ@&?he City of Livonia
donated space in a former school building it had taken over for municipal
offices, and st Businesses loaned office equipment. Until then LAIEC had

* functioned out of Chamber of Commerce headquarters, and shifting to its own
office gave it an independence which caused the Chamber's executive direcio;
a little discomfort. ‘g

" With LAIEC's\p?as{deﬁt from the busiress community‘and its execﬁtive
difbétor frem the school system, the initiating interests were still the

;‘donmnant fbrces. Howeyer, the new board succeeded in broadening participa-
tion “from other interests. A1l three major labor organizations of the area
are actively vepresented (UAW, AFL-CIO, and Teamsters) So are local insti-

" tutions of higher learning {Madonna Collegeazﬁﬁ Schoolcraft Community College).
From city government comes one of the mayor's close aides and also the CETA
administrator {Livonia is a prime sponsor}. MESC is involved. Business and
industry_pamﬁers ‘nclude persons working for local enterpr{ses and the big .
national corporat{pns {especially Ford Motor Company and General Motors).
The Public Schools hat: several members on the board. There are, though,
no ybuth‘raprasentativas, and the project leadership isn‘t convinced thﬁt
this is necessary. %arants aren't formally represented, though many of the
members have that role individually. After nine months, LAIEC leadership is
finding that some members aren't particularly active. Therefore, they are

considering making some replacements.

On the whole, the Livonia Arex Industry/Education Council has established
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a broadly representative board and the kind of staff it needs to carry out
the collaborative process. Graves® personal skills in facilitating coopera-
tion are a strong asset to the project, and the basic leadership is firmly

committed to collaboration rather tifan institutional separatism and interest-

group conflift:{?. 5

Council Activities in Livonia

Collaboration in Livonia gains expression in a series of projects, some

originated by LAIEC, some started by others but drawn into LAIEC’s orbit.

This has moved the Council from a discussion forum into roles as a facili-

&

tator and a sponsor. of specific activities.

Major projects. ‘Three projects are closely linked: Employability

Characteristics; Job Opportuﬁities Comunication System; and local applica-\
tion of the Hichigan Occupational Information System. The first is an LAIEC-
sponsored survey of local bus%ness, labor unions, and industry to determine
what'chagﬁ?teristics prospective employees need for entry-level jobs; volun-
teer businesspersons are helping conduct the survey, and Michigan State
University’s Institute of Agriculture Technology is serving as a consult-
ant. The second Project seeks to develop, establish, and coordinate a rou-
tine communication systém linking emp]oyers with the MESC, local CETA, the
youth employment office, public schools, and colleges. The third project
ties into a stateiwide System for occupational information (more on it later}.
Each project has its own meritg and its own momentum, and LAIEC is seeking

to take them another step by tying together these interrelated approaches

- )
which’ ordinarily don't get combined.

LAIEC is working with the Mational Automobile Dealers Asscciation, local
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dealers, and Schoolcraft and Madonna Colleges on a program to train and certi-
fy auto mechanics. It is called the Automobile Dealer Apprénticeship Program.
The cormunity educi%ion unit of the Livonia Public Schools has a Reading
Acadeny project aimed at funtionally iltliterate persons. LAIEC has a task
force in contact with local employers to identify and recruit potential en-
rollees (the chairman is from a bakery which already has such classes on the
premises along with GED preparatory courses). John Graves brought with him
* to LAIEC a service-learning project which places students in community ser-
vice activities. An existing Career Internship program which assigns high
school students for a semester or summer with a Tocal industry also relates
to LAIEC. And so does the Livonia Youth Employment Service; indeed it shares

S

offices with LAIEC.

Process versus product. LAEIC itself has enough funds for only an execu-

tive director plus his two CETA assistants, and nothing to run programs. This
is the intent of the national demonstration, but LAIEC's sponsorship of these
several projects and the initiation of some of them gives it the appearance of
an operating program. The question arises whether this is contrary to the
hypbthesis of the demonstration that work-education councils should avoid
becoming new programs and insiead concentrate all their energies upon the
collaborative process. Interestingly, just the opposite viewpoint is ex-
pressed by the Chamber of Commerce executive who is disappointed that the
demenstration funds have gone for the salary of a facilitator rather than
being used for specific services; likewise, the local CETA administrator has
doubts about funding this kind of position, which seems such a vague and un-
formed assignment. LAIEC's erecutive director, though, believes that there
must be both process and product, expressed in projects people can see; this

is needed to provide creditability among the practical-minded people he deals
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with. Some other board members expggss a similar viewpoint. I share this per-
spective, and &t this stage LA(EC seems to have achieved a reasonable balance.
After all, the actual operation of these projects is handled by cooperating ‘QG
institutions, not by LAIEC directly.

Collaborative Relationships. Indeed, it is thése activities which moves

collaboration from the dbstract to the concrete. As such, virtually all of
thé,cp11gborators are doiqg new things. For example, the Public Schools are
brifnging more business’ people into the classroom, and the survey of needed
employability characteristics will help redirect career curriculum (there is
strong support from theytop ranks_of the school system but some indication of
resistance closer to the ieaching level). Businesspersons, encouraged and
assisted by the Chamber of Cormerce, are involved in a variety of ways. Or-
ganized labor, MESC, the two colleges (Madonna particularly}, and locat govern-

. ment are all quite cooparative.

Of the persons I interviewed, the one most uncomfortable with LAIEC is
the local CETA administrator, who perceives it gg_not fitting into the Labor
Dgpartment rulebook, which governs his day—to-&ﬁy cperations. B8ut bscause
the Livonia CETA hasn't done much in the way of §ys§ems-bu11ding, it doesn't
rival LATEC in this respect. Several persons are on both boards, and they.
ipparent1y see the iwo as complementary, not rivals. Although the Chamber of
Commerce executive would just as soon have the Council revert to the Charber,
he is fully supportive nevertheless. And most of- the Chamber's lay leadership

are satisfied with LAIEC as an independent operation.

Western Wayne County

As an operation centered in Livonia. LAIEC is well established. However,

tivonia isn't an isolated, free-standing céirihuﬁity but 1s rather a suburban
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city existing in a metfgﬁﬁlitan setting. The collaborative process, there-
fore, inevsitably-has to go beyond the bounds of the city of origin, This
. A
has started with what is known as the MOIS project, and it has extended in

other directions.
o ) !‘P

M0IS. The Michigan Occupational Information System (MOIS) is an opera-
tion designed to assist youth to gather information about training, educatioﬁ.
and Jjob opportunities related to career goais. The Michigan Dep#ftment of
Education is 1nstailing it around the state under a grant from the U,S. De- N
partment of Labor. Its Tocal arrangements vary, and LAIEC got in7o the fray
to nqu out a suitable arraﬁéement‘for the Livonia area. (It is a compli-
cated story of which I have only fragments; it would make an excellent case
study; worthy of more detailed documentation.)

Also interested in MJIS was the Wayne County Intermediate School Dis-
trict ("intermediate" mecans betwaen local school districts and the state in
size of afea served, not the-*middle school"}. As basically a seryice agency
to 1ocal school systems, the Intermeviate School District (ISD) has a fairly
elaborate computer set-up and wanted to tie into MOIS. Bﬁt there were two
dravbacks from the perspective of some potential uses'in the westerﬁ part
of Hayne County, where Livonia is located, " First, the Ingggmediate School
District wanted to hook up only to schools possessing terminals on its net-
uork-and not to youth employment offices and other comunity agencies. Sec-
ondly, it wanted to charge $200 a month per teminal, a cost beyond the
means of many prospective users.
H_ To resist ISD control on these terms, representatives from a number of
cities, school districts, and coileges got together under the name of Western
Wayne County COnsortium‘for MOIS. The chairperson was Elaine Stottiemeyer,
prograri coordinator of the Inkster Planning Department (Inkster is a predomi-

1
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L
nantly moderate-income community with a black majority). John Graves has

G
played the role of staff coordinator, thus bringing LAIEC into the endeavor.
The Consortium developed a counterproposal calling for it to purchase its own
computer or to borrew computer time from a large corporation and to have a
more extensive network of terminals than ISD contemplated. CETA funds would
be ysed.

In the complex negotiationé which followed, the Intermediate School Dis-
trict lowered its price to $20 a month per terminal and agreed to more outlets.
The Wayne County Office of Youth Services got into the act as a mediator and
a go-between, and a request went to the Wayne Caunty Office of Manpower to
pay for this service. This is ﬁhere things stood at the_time of my visit..

Several pzaople | intgrviewgd prai;ed LAIEC for serving as a catalyst
in bringing together some all%es from';urroundihg comunities. This pro-
duced the llestern Yayne County Consorfium, which provided a united front in gy
dealing with agencies of broader geographic coverage: thgéﬁﬁ?grmedgpte School

District, Mayne County fojcé of Manpower, and ﬁighig@h Débartmeht of Education.

Maconna Codlege Resoufce Center. thh a long-standing interest in

career education, Madohﬂa-Co]lége entered a national competition to get federal
funds for a Career Education Pesource Center. As a member of LAIEC,

college representatives were able to work out arrangements for close ties

with Jocal employers and other educational institutions. Sister Francilene,
the college's president, feels that this arrangement was a crucial factor in

adonna Coliege getting the grant.

Pename LAIEC? This kind of involvement in the wider community of Hestern

Wayne County has caused some persons associated with LAIEC to advocate changing

the Councii's name from "Livonis Area" to “Hestern Wayne County Industry/
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Education Council." However.ighis is a minority viewpoint, and persons from
the Chamber of Commerce are particularly resistive and probably city repre-
sentatives would be also. As it grew rapidly Yuring the fifties and sixties,
Livonia was mostly a coliéction of housing subdivision somewhat accidently
located within the same municipal jurisdiction. In recent years, though.
local political and business leaders have been deliberately cultivatiﬁg a
stronger sense of city idehti}y {among other things they hand out "I Love
;sLivoﬁia" bumper stickers). They seem to be succeeding. Therefore, they
are understandably reluctant_to subéerﬁe this nev Livonia-centered program
into something bearing the’name of Western Hayne County.
But fegardless of what it is called, the Industry Education Council's
collaborative process will increasingl{ draw it beyond the boundaries of the

City of Livonia and the Livonia School District.

\x:

Detroit, Wayne County, d@ﬁ&the letropolitan Area

Tha cnallenge ahead is how collaboration will deal with the City of

Detroit, Wayre County, and the broadér metropolitan ares

Detroit. As noted earlier, hqsubstantial number of persons working
in Livonia live in Detruit. Thérg%bre. it is the Detroit public scheols
which are educating youth who will work in these factories {or not educating
them, as one business EXecutive told me). Although the Livonia School Dis-
trict can be content with LAIEC staying at home, the participating employers
have a direct interest in what the Detroit School District does about career

education. The business execuiive mentioned above happens to be on a career

education committee for the Detroit schools as w21l as serving on the LAIEC

board of directors. There are probably other connections I didn't hear about.

Clearly this suburban-central city relationship needs Lo be strengthened if

the full potential of collaborakion is to come about.
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Mayne County. The barg%;ning over MOIS revealad the connection of LAIEC

to Wayne County. One argument LAIEC advanced to the Wayne County Office of
Manpower was that it was channeling ime of the counﬁsis CETA funds toa -
Chrysler training facility located in Livonia and therefore could fund other
activities even though Livonia was a prime sponsor. It seems 1ikely that
LAIEC will seek other ways to tap funds from this source., Partly as a resulg:"I
of his work with the Western Wayne Consortium, John Graves was placed on an ‘
advisory committee of the Wayne County Uffice of Youth Services.. So connec-

tions are gro&%ng.

This all must be cast into the broader relationships between the suburbs
and Detroit as manifested in Wayne County politics. The traditional uneasy
relationship between city and suburbs is compounded by local governmental
fiscal disparity, social claia differences, and racial relations. Mayor Ed
Mchlamara, of Livoria has emerged as a leader of the suburban Jurisdictions in
a fight with Hayor Coleman Young of Detroit on™water and sewer charges. Be-
caus2 Livonia has refused to build low- and moderate-income housing, HUD
has excluded the city from the Community Development Block Grant Program,
and this has added to Livonia's image as an exclydihg community, Meanwhile, ’
civil rights advocates are pressing for cross~district busing to promote
school integration. A1l this is occurring at a time when total suburbar
population within HWayne County is passing th?t of Detgg;t, leading to an
expectation that the 1980 census will provide the statistics necessary to

force redistricting of the Hayne County Board of. Supervisors in a mannev

to end Detroit's historic dominance. This is a volatile situation in which

LAIEC's expanding collaborative process wili be wo.king.

*

Metropolitan area. The labor market goes beyond Wayne County to at

w .
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least the three-county SMSA and in some qgipects ties into tﬁe Ann Arbor SIMSA

imediately adjacent to Wayne County's western border. In this larger scene,

the United Community Seivices of Metropolitan Detroit is embarking upon a

"youth employment-systems change project," aimed at assessing youth employment

and the vocational educational systems of the tri-county area. Yhat LAIEC

is doing will obviouslyGPe of interest to this study. So collaboration will

have to grow even wider, thcugh as it broadens it will be less intense. o~
In sum, the Livonia Area Industry/Education Council seems to have made

a good start with the collaborative process, but this is only a beginning.

If collaboration is to be effective for a suburban city, it inevitably has

to relate to the lavger scene. This may raise more problems than LAIEC would

like to deal with, but it is necessary that the cir;le of collaboration con-

tinues to expand:

o

oy

da
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PHILADELPHIA, PEILISYLVARIA -
Spward W. Hallman -

"If the work-education consortium hadn't come along when it did, it

would have to be invented now." Almost identical words to this effect were
uttered by a number of persons I interviewed in Philadelphia. Maybe this
was rehearsed or they all heard it in a speech, but more likely it represents

the timeliness Of the demonsti-ation project.
Antecedents

The prologue was a series of events leading up to the formation of
Philadelphia‘s Work-Education COnsoriium Project (WECP) in&the spring of
1977. Because HECP is a semi-autonomous cormittee of the Advisory Council
for Career Educat1on {a body reporting to the super1ntendent of public schools),

the place to start i a brief review of ACCE's history.

-t

,-*'"ﬂ

ACCE. Set up in 1969 to meet & requircment of the Vocational Education “,aﬂﬁyquﬂ

Act of 1968, the group ﬁ%s figgt known as the Advisory Council for Vocational v
Education. During the early seventies, educators in Philadelphia and their

colleagues around the country became convinced that “vocational education

alcne was too narrow a concept and thats"career education" was a broader

and more afpropriate term. So it became ACCE. At about the same time, peop]g“
jn the pubTic school system rezlized that quite a few divisions besides

the traditioné? vocational education program were into career educatgion, SO

+ + . L 4
the School District set up an internal coordina¥ing counc17%ﬁor career edu-

" cation composed of school personnel.

As the outside advisory committés, ACCE has achieved broad represen-
tation of business and industry, labor, and the major employment-and-training N

program delivery agencies. Around 1975 John M. Geisel, urban affairs manager

¢
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of the Rolim and Haas Company, took over fhe chair, and about the same time
Albert . Glassman became executive director of the Schocl District's Division
of Career Education with stgff respgqfibility for ACCE. Under their legﬁér-
ship, ACCE formed six wquing comni%fees: for vocational education, staff g
development, special education, long-range planning, fizderal/state funding,

f?

and 'employment programs. ACCE settled into a meEPership of 30 (it had grown

much larger), and each working committee brought in additional people.
:, .

CEYA and AMPC. During this same period the city government's employment-

K
and-training system developed scparately. Some time around 1969 cr 1970

T
Philadelphia got its first “mayor's grant" for staff to pull together what

was called CAMPS-~the Cooperative Area Manpower Planning System. Then from

1971 to 1973 the city got heavily into public service employment under the

Emergency Employment Act of 1971. Hith the pa§§@5e of the Comprehensive

o
Employment ané;Tnalping Act of 1873 (CETA), the city's Area Manpower Planning

Committee became tﬂe ofticial local advisory body, and under CETA's Title VI,

the city's public service employment component greatly enlarged. Mayor Frank
oy

£+
Rizzo's administration ran CETA Title VI in a highlyﬁE@litical fashion, in

fact so much so that the U.S. Depariment of Labtor interveped and forced the

_city to turn over eligibility detemination to the Pennsyivania Bureau of

Employment Security. Similar partisanship entered into the allocation of
.-

Coomunity Development Block Grant (cDBG) funds in 1975. These and other

events caused many nongovernmental employment-and-training agencies and a
dng
Tot of the buigness.leadershiﬁhto be extremely leery about close ties to

city government in any new venture.

5 «

Cooperation elsewhere. Yat outside city government, cooperation.was

growing among persons concerned with problems of youth unemployment. ACCE
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~ wes becoming a particularly important forum for joint diécussion because it
- had a strong v &ing relationship wigh virtually all nongovernmental encities ™ |
- | with 2 concerr®for cafeer education linked to the world of work. It was

i natural, therefbre, for the Hational Hanpower Institute to contact ACCE
leadersh p about tﬁe nat%na! demonstration and for ACCE to devnwp the pro- @

Ject in Phi ladel phia, &

A

o ‘
o

. Formation of WECP
e

s o Although ACCE was t!i{t? best vehicle fer 1nitiatingwthe project, local

_ leaders concluded that a somewhat separate entity was necessary to panage
~ N _the project for several reasons. (1) The Riject needed to go b&Pond the
boundz} of the School District's primary domein, particu!arly to bring in

B ' #
S the parochial schools and alse a greater diversity of employment-and-training

‘o _ agencies. (2) APCE didn't want to enlarge beyond its 30 members and thereby j‘i
| fﬁbecome unwierdy. (3) Furthﬂmore, it was clearly the super;l&ntendent'j ad-
%isoryv%onmi ttge so that a different mechanism would be needed as a project
policy board. (4) Yet some kind of ties with ACCE No%'ld be desirable. (5)
Finally, the alternative of city sponsorship uné?;:f'r‘ the auspices of the Area X
Manpoiwer Llanning Council would be unacceptable to moit o7 the concerqﬁgd ~
’ é terests because of the CETA ﬁtle%.l experience.
For these reasons, the Work-Education Consortium Project was established
as a committee of ACCE but with its own siaff and funds. ACCE would be the
fiscal agent but with ; bank account for WECP separate from regular school
district financial management. Hired as project director was Wayne L. Owens,
who as community affaivs manager of the General Electric Compan/’s Philadel-

-

= phia cperation, was on ACCE previously; now he is on leave from GE, though

the project pays his salary through the company, which picks up fringe bene-

o, i - 162 -
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fits as an in-kind contribution. Similarly the administrative asﬁistangl

secretaly is a Rohm and a Haas employee, paid in the same manner. Rohm and
Haas also provides office space for the project, refiacting t&e. commitment
of <ohn Geisel, cha rperson of ACCE. (It is interesting to note that the
Phi1zdelphia pmje%t: originated with a school 4 sorict committee and drew
T~ ‘ts staff director from industry, while the Livonia project came out of the
Chamber of Commerce and acquired its executive fréir"ﬁ‘ the school system.)

“ Geisel appointed the initial membérs of the WECP committee, drawing
somefiép; ACCE and adding others to represent other kinds of interests. The W
first chairperson vlas Hartin Durkin,%wrdinatér of thg Carpenters Urnion's

ﬁdomt Apprenticeship Council, and when he had to step down because of the
press ‘of union business his place was taken by M, Hichael Freedland, presi-
dent of the Phildelphia Offset Printing School (a private enterprise).
Since May the chairperson and pfbject d;‘rector_ ha'\{e met with a nuber 27 per-
) g% sons to enlist them as WECP cormittce wembers, ﬁ; a resuit, it is becominrg
broadly re?resentative of many interestis. i ’ ”"*

However, so far one organizea constituency has been deliberately ex- 1\%

- cluded “rom WECF: neighborhoods, The neighborhood movement is growing in

Philadelphia, and there are now two Separate coalitions: COGACT, the smaller

but more militant of theﬂqo, and the Philadelphia Council of Heighberhood

Organizations, The latter organized & campaign against a city proposal to

spend $300 mitlion on a tunnel to connect two center-city railroad stations,

arguing it was the wrong priority for pubiic spending, With str‘ﬁ?lg support .

i;rom business and labor, the city approved the .tunnel, and the Council of

LA Neighborhood Organizations ook the issue to court, where it's now pending.
oy

Closely connected with the coalition is the Institute for the Study of Civil

#Values, headed by Edward Sctwartz. He wanted to be on the WECP committea,
¢ z




. Congress passed the Youth Employment and Demonstration Projects Act of 19?7

,,QFrticipants jncluded representatives of all the community-Lased organizations

but Durkin ﬁ%ﬁ?dn‘t accent‘ggm because he perceived Schartz as opposing 2,000
construction jobs. Others at ACCE didn't want to affront the city adminis-
tration and get the Consortium off on the wronG foot. As compromise, Schwartz
was added to the parant ACCE & placed on the long-range p1ﬁﬁp‘qg cormi ttee.
This occurred durfng the spring bnd sunmer, but this fall NECP is starting

to ?%ach out to neighborhood organizations, as will be reviawed momentarily.

WECP Activities s

After it ot rolling in May,\the Work-Education Consortium Project em-
barked on a number Af activities, many of them still in infancy. They include
preparation of a catalogue of existing vocational training and career educa-
tion proorams; development of a data bank for community r“SdquES' an inven-
tory of gggyseling servifes; and devalopment of opportunities for career

: ot
education situations with various empioyers.

Hhtle WECP was getting organized and starting thesz initial act1v1ties

(YEDPA). Because this Act held promise for new resources to help accomplish
some of WELP's objectives, the Consortium's project director was drawn into
local YEDPA plarning in two*ways. First, he worked with staff from the vity's |
CETA cperation and Youth Services Coeordinating Cffice to develop an applica-
tion for a "first-tier, youth incentive eutitlement pilot project.” Secondly,
he_took the initiative to set up an 1nfbrmat1 n woriishop to brief service
delivery agencies on YEDPA and to indicate how they might submit proposals

for funding under YEDPA money{flowing to Philadelphia. Held on october 26,

already operating some kind of employment-and-training program and aiso some ;i

neiéhborhood organizations which haven't previously run such programs. For
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the latter, this is poteworthy improvement to the CDGB plarning process {which
ha§ produced lots of controversy in Philadelphia due to animosity between many
neighborhood organizations and city government). In this instance for YEDPA,
neighborhood groups are being informed of the possibilities early in the

game and are being encouraged to participate.

Perception of WECP

Because of its role as a facilitator in YEDPA planning, the Work Educa-
tion Consortium Project has gained ths reputation described at the beginning
of the discussion about Philadelphia.. It is seen as a catalyst to bring |

groups together, "a place where you-can check your guns at the door," as

one participant described it. Wayne Owens, the project director, is praised

for bis skills in bringing people together and for this hard work. Because

WECP isn't seeking YEDPA funds for itself, it is neutral among the various

service delivery agencies which are. B:ing outside city government, it doesa’t

arcuse suspicion or cause uneasiness among people vho fear getting involved

with & politicized process.

This perception of a neutral catalyst is the central testimony I heard

about WECP from most persons I talked to in Philadelphia, but there are two

somewhat deviant views. One observes that the business representatives aren't

ciosely tied to the top business hierarchy of the curmunity, to the movers

and shakers who get things done; rather they are middle-level personnel

managers, corporate responsibility officicls, and heads of small businesses

without a 1ot of influence. Anothrer view describes WECP as having a mana-

gerial style, of trying to arrange things without in-depth invoivement of the

neighLorhoods where benefiting youth reside.

Gf the first contention, one can ngte that the Greater Philadelphia




Partneréhip and the Chamber of Commerce are the two organizations which top
business leadership use for major civic endeavors. The Chamber itself is
creating a personnel managers task force in order to help channel contacts
between businesses and proliferating employment-and-training programs. But
since Chamber staff is represented on WECP, it seems likely that a mutual
effort will emerge. As to who among business is represented, frankly it
seems unlikely that a work~education council will engage the energies of
the top officers of the big companies and that those at the working level,
who are now represented, are the most appropriate ones to be involved.

0f the second contention, the YEDPA workshop is a first step to strengthen
relationships with neighborhood groups. However, at the moment.WECP leader-
ship isn’t inclined to add their representatives to the Consortium committee
because these groups aren't major deliverers of employment-and-training ser-
vices. MNor do they envision youth representation. This, then, confims the
description of WECP as having a managerial style.

At this point I enter a personal oBservation, in part derived from my
work in citizen participation. For my field visit I picked two days when I
could go to Philadelphia and when the project director would be available,
and then he helped me arrange a schedule with persons available in those
two days. Of those I interviewed, only one wes black. This in part was a
result of who;;s-available selection, but it also is because 1 saw mostly
planners and facilitators since service delivery people were too busy to reach.
Among the major public agencies, the top leadership and principal planners
are mostly white people, while blacks and Hispanics are more concentrated in

service operations. What this means is that the minority population is under-

represented in the technical planning process though they will be more in-
volved in pudblic comment and operating stages. This, I bziieve, is an unin-

tended result of the managerial style of collaboration.
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A contrasting apbroach might be called a comunity style of operation
which thinks more about who will be served by the program and how they might
be engaged during all stages, including intimate involvemsant in the planning
process. If this style were pursued, more minority people would be helping
to write the plans, youth representatives would be pulled in, and neighbor-
hood organizations would be represented on WECP even though they do not now
operate employment-and-training programs. Collaboration in a big city like
PhiladeIphia would therefore draw in more people from subareas of the city
(contrasting it with Livonia which needs to reach out to broaden geographic
areas). |

In suin, the collaborative process can emphasize technical planning and
management, or it can place heavier stress unen’.communi ty participation, or
can try to blend the two. This seems to be an issue which needs addressing

in Philadelphia.

Pluralism in Cooardination

Another issue Philadelphia must face in the next couple of years is an
emerging pluralism of coordinating devices wi'h some overlap in subject matter.
For several years, the city government has had a Coordinating Council on Drug
and Alcohol Abuse Programs, functioning as a vehicle to coordinate and monitor
prograns administered by both public and private agencies; it stands astride
some of the money sources, but not all of them so that it has to rely upon
persuasion and leadership to produce coordination. This model has recently
bren used to develop a new Youth Services Coordinating Office, also iniended
to be a planning and coordinating agency; with it will be a 16-member policy
board. As another step in reorganization, the Area Manpower Planning Council

js being revamped, and it will have some kind of youth advisory coeuncil re-
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lated to it, as réquirgd by federal iegislation, A fbw people have auvacat ed

that the Work-Education Consortium Project Comittee serve as the youth ad-
visory council, but the majorit& opinion I heard believes this won't happen._

All_tggether City government is becoming more professional, more pglicy ori-

ented, and less political with its human resources programs.
~ With these .ney organ1zat1on. Ph1ladelph1a will have four different bodies

: w1th -a plann1ng. coord1nat1ng. and monitoring mission on matters related to _

_ ynuthz P1ctor1a11y. this can: be viewed as four circles overlapp1ng one another

in-vaty1n, dayrees, but each has _some territory un1quely its own.” TH:/

dqeén‘; mean that the city has an excess of collaboration, bdg it does suggest

. that the future of the work-education project has to be coéside;éd in_the

cbntext of these other bodies.




- kMI and DOL

_ !ﬁlﬁilfﬁtﬁtVieWS I heard- uniform, unqualified praise for the staff
of théiﬁai{azél Ménpower institute (WMI). Their technical assistance was
welcomed ;hd_viewed as timély. The conferences bringing together people
from Eheﬂyarious‘projects have been valuable, and their information-sharing
’.pﬁbﬂjéqfiﬁns have been useful. Several people indicaied that this kind of
"2 "7 Yinkage With other cities and with a national effort was indispensable, and
-ifggét'the qémonstration would losé a lot of its vitalitf if this connection

- i L. !
were severed,, :

vhe U.S. Department of Labor is a murkier presence in the local projects.
_Qéép?k;éeeﬁiﬁb_havéﬂﬁo'partitu]ar prohlens with the department, but their
_pohféé%&;?qyéfgeen;fé#éf than with NMI and haven't been particularly directed
_ftﬁﬁa%&>1aéal technical assistancg'needs. In Livonia there was some confusion
rgsulting iray the pluralistic nature of the Labor Depariment. The 1ocal
’CETﬁ_qdﬁ%niéﬁ?éier §5L?dn‘t understand how LAIEC could have flexible money
. uﬁeﬁ hé ﬁéﬁ:%c;ier'by afétrict handbook; and fﬁefLAIEC director wondered
E'LZtha%’if this ié—éh'fmbO:taﬁi national dempnsf};tioh for the Lébor Department,

thep'the'deﬁéftmbnt_oqght to instrect the CETA administrator to be more sup-

portive. (I Erie&lib expiain the different modes of cperation of the Office
of’Planning. Evajuation and Research compared to the line administration of

CETA through the regional office.) ‘
| _ In both cities the state employment service is represented on the policy

board, but it has & lesse} cdllaboratfvg,role than vhe 1ocal school systems,

businr-s, and Tabor, It is sort-of there, but not really a major partwer to

the sork-edu~ation project.
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1. Dstabliahing the commaqigy Hork Eiucatéon Councils
Te What kind of"; neeas assessment was unaeruakan before
the application .wag- auhmitted?~ ‘Was it 8 genuinely
substantive proceaa or ‘a pro forma one? .

N - The recommengation to include"New York ity in the
et Work~Education Consortinm wads in February, 1977,
- - - by the NatIOﬁalaﬁgnpowaz-Instltute answers these
. . - questions’ fully, aqg,in the opininn oi thia observer.
' accurately..” =357 . :
Any -¥needs asseasment" in Jed Iﬁxz ty is an averwha Iming
task. You can taxe your pick of sf‘mw.rds"- they are all
real: -in the crisis of the.mement it becomes fashicnable
to emrhasize one or-one set of .negds, There are two
dangers in .this iype- of .emphzsiss one, the iwterrelationw
ships between needs-are’ forgoﬁten. two, the assumption
(not always unspoken). that by.. neeting theﬂe particalar
needs, all probitms wiil- be solved, .
These. dangers were . avo‘ded in the ﬂMl.recommendauion.

L . v - -
- -a LIRS - - Lre

Things to- lonk “fors it ' :;,:--' _; S 1 S
- .Who got=the-bail 29111159 7 - )
N . it would be as .zceuratsy to ask, Eho *fied to stop th
SR ball from rollivigidown hill2r .~ Z¥ - Ry o
N - Whatever. your :viewpoiat, the Ecanﬁmiﬁiﬂe?ﬁlcpméﬂﬁ Council.

“Inel, of New. York: City'nlayed a {the?) major- Tole,

_-_5

BB 1Y

. what apenciea and iﬁdiviﬂuala were 3urveveﬁ°““ﬁf

- EDG, thaﬂprapose&_"fadua+r?=ﬁaueauiar Alliancad .
Cpen Doors,. rpp*eaantatxves of'tﬁe Bbafﬂ uz;Eaneatzon
and -6f. aboy unions, . - T eI

. How apecific was . the. aaseasment¢ YL he T

;Speciflc eHOUEN 307 ﬂveagrrharpznﬁlems,S}*
Now go specific’ %ﬁaﬁﬁtke;§ﬂ¢hiema,?ere digtorted,
Was it & fermal;rev~ﬁ§§%x Snadihod oned s .-

"BOth: formar-in, LS revikd DL, Tae Siiusbion, in New York
City, ad hon.zn Fts review vt wint EDC had-done.
What were:the crxterfa X037 establishing need?
¥ork being dene by s£UU and ppen J0ers; the diminishing
financial resource baaekvthe high unemployment rate;
the wealth of services and exypexrtise,.
Are the needs “cflected in tnﬁ sotions the council hag _
teken vians 10 .taker = I e
Yes, And -in the acticus alrﬂadv uﬂkﬂﬁ. -

2; Are the needs and the. tar#at groups experienoing
- those neecds apprepriately represented in the counpil
membership? Is the couneii *loovking for a cause' or
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does its formation represent a logical growih?

The needs and the target-groups are anproPriately
represented -in the council membership. - -

At an sarly stage,.there may have been a tendency for
particular groups to stress their own causes the
formation of the council has brought 8 more gvneral
awareness that there ig one major area of CONCern.

Things to ook fors . ; n 1 i .
as the apniication put together as a s ngle .
varty agﬁfsﬁ_or was_a coITaOQrative process needed
t it done?
Wﬁegﬁer oT not it was. needed, " the application was .
put together dy 2 collaborative process. TG

How much local resources was there in-the application

rocess? P

EEcaT resources were invested before the application o=

proceas began. : TR
How much local resources are gointho support council Soan

action now? TE

There has been _eontinued auppor‘ There has been 8o ke

much emphasis - and publicéity - about the.fazilures end

go 1ittle said about .the succesaes that the ccentinued
support is offered wit’out enthusiasm. An attenpt is

now being made to increase that support and the chances

of obtailning that support in the future are good to:

very good. This time the support ‘will.be. given not

because of unreal expectations:but becauae the_alterna-

tives to non-support™are imposzible to - consider. -

Are the council oonatituencies rep;esented 1n other groupa? Y

Definitely, yes. - S

If 50, is there a duplication of effort ox are thEre ) '

distinc

t goals that each g%£ e
here is probably some du;- on -of E%a rt but this -

is minimized by the fact that there is excellent communli-
cation between groups and individuals. It ig important .
to remember that duplication is frequently necessarys T
& program vhich is successful in one area 3hould be -
duplicated in another area. N

s therc<“anyone or any groff was oLvious by Sl
he r'Ebsence in the appnlic on Proces :
"0bvi us” - no. 1This ovserver was iasc nat;d by the

statement that the unions were "nerveously involved’.

How has articipation cnangag* Who hag become agtive? .
There hes been an 1ncreasingxzaterast y private sector. ", -
Who hae left? ) L
Those ﬁravafe operations which have laoft the city.

II.COUNCIY, ACTIVI‘I‘IE“ .
1. How active is the aouncil ang doea it hﬂve much
visibility?
The council is guite active and hae 148 share orf
viaidbility.

Things to look: gp;s
How freguently do they meet?

- £ﬁ$r§°§§511 Seats formaily evexy month. Isformally,
} many Roye moetings.

..];ll-
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. 1f 8o, are -they well sttended?

How_ang vhen does ~the council propose to bec;me golf-

. Bhe council is and has been supporied in great measure
~b¥.EDC and by money and semvices from the private sector.

~feszy -bul that future will be three to five years from

Council members gife the yorx “of the council top priorlty.

’ @wertywtwo iters were lIigted. ags things which must be

" which are now being fulfilled in the three task forces.

aYc (ABLE)

8 this a good criterion for action or is the council

80 epread geofrapnically as to create serious 10gisti~
cal 51?f10§1t§es?

es, early there are problems posed by the geographic
distances but they are J.ess than those posed by the
sige of the operation,

%o! is attendance?

) 0 very good,

Has overall participation changed?

AB- grows, 1t changes. i

As goals are more clearly defined, the participation
changes from planners to those who can carry out the plans.
Are council proceedings open to the public?

They are not closed. 17 anyone showed up, he/she would
be welcome.

o » : B
Do tbe councils have an active following of non-members?
Ro. HOweV&r, non-members are informed by nembars who
enort to otner groups. An atvempt is being made to -
involve other groups and thus, for example, on the second

day of this observer's visit, a staff member was speaking
% the Brooklyn Chamber of Commerce..

aupporting?

In the Tuture, it may possibly be supported by membership

now,"
2: fow &8s the touncil rolgs'erceived by council membders
end by outsiders?

Qutsidarsg—ehet 8T or noy” They-inow 0f the work of the
cﬁuncii ~know that the goals are very important,

Thinzs o look for: . ®
has B Bubaszntive. agenda been deveIODed°

done, ~ 20p priority was given %o three,of these items

¥hat role does it imply for the counecil? .
Advocacy, cooruinrative ana a program role,
Where & program is needed and does-not exist: create it
waere coordination is needed, the' council coordinates
(e.g., work with coop education); for an exomple of
advocacy, cfy"Looking Ahead in Hew York City"; EDCes OCT, .=
1977. (Brochure prepared by Peter Commeau), '
Is there overlap between the councll) role and that of otker
institpiions?

orturaxéiy. yes, There isn't any overlap when it
iz not needed, It is sometimes there when needed - it
ig needed more 9ften. Staten Islané has its own well

"'l
thogeh ‘ﬁi%a%“%-rogrﬁggﬂa‘;%“r*;%zl‘;ae%naﬂ 1t g Ry

ey )
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Is the council role seen as filling a true void %or

is it seen as a compensatory one, making up for
Institutional failures?

It 13 seen as 505%.

What kind of resistance has the council encountered?
There 1s a need for more financial support but no one

" is attempting to offer resistance. Companies which

have supported the EDC for a long time are inclined

to ask,  “"How much more do you expect?®

What kind of reinforcement and support has it picked up?
Very significant n=s peen the support in action amd in
public statements from the Board of Edupcation. L. Cook
from Union Carbide (leaving the city).

How has the membership changed since it was started?
Relatively Littiee )

What kind of nrollems does the council agenda presume?

In order of importances 1) high unemployment among youth
particularly minority youth; 2) poor education; 3) pooxr
attitudes by both employers and students; 4) inapproriate
education; 5) bad labor market connections.

What kind of change does the council agenca eyvision?
Extension of school Seii-renewal, ol coop education,

of intern program, of Speakers®in the Classroom,
Are the cnangzes oriented toward: adaptinz youth to a
EIven 1abox macket, Or maring_changes jp the pature of

ne labor demand - -
What 18 the "given labor market"? Here today -~ tomorrow?
It is not a question of making changes in theé nature of
the labor demand: the problem is to have reliable infor-
mation in order to judge what the changes will be. If
youth is not being prepared to adapi to change, they
are not beilng prepared for the realities of today and
tomorrow.

Are the changes -attempting to change ingtitutions or are
fhex building o% another Einferme%iarvi layer?
t the present time, the attenpl 18 béing made tc help

the Board of Education.

The following question was not clear.

How do the zouncile relate to the CETA youth councils
and the prime sponsor pianning counciis?

Arthur Stewart, rxecutive birector, is a member of-the
New York City Youth Board. The Mayor's Office is the
prime sponsor and Don Menzi, who represents that office,
i8 8 pember of the Uouncil.- He is also actively

-engaged in the work of ‘a tasx force.

How do overlapping members perceive the roles of the

differeny Zroups?.

Seen as supporting each other, as supplying information,
a3 help in establishing priorities.

3+ ¥nho dominates the council?

EDC : ‘




. Is there other council staff?

NYC (ABLE)

- Things to look for:
0_are fge council memberg and who do they represent
oiiic

¥ and/or in other ways? .,
!Ee 113t of members is complete. .
ch members manifeat an:organizational commitment? . &

ne vast majority.-.- R ' ’ o
What kind of financial.résouxtes do they brin th them?
orpQrations support fwnich*aupports councili. embers
and others support Open DoOrs with money and services.

What iis the nature of the involvement of youths, of ,
egusators, ol emnioyers, O1.CETA prime s onsors?y
!oufﬁaayilfflq;’e ucatoxrs: excellent; Eﬁgloy:fas excellent;

OfTA :prime spcasors: good. : .

Iz there at least ¥oginalAinvolvement of all the players

neceaa§5¥ ior genuine solutions?~ ' - :
ominal involvemen® will-not help very much. Genuine
solutions, if "genuine" means_ "total" or "complete",

are not going to be found by ftotal involvement of this
or any other grpur. There is an overwhelming danger

in iwplying, directly or indirectly, that "gexuine
solutions" can'gosaibly be found by "nominal involvement"
when total involvement by any one group will not result
in Ygenuine solutions". '

Does the exmcutive dircctor come from the local areca?

He is "on loan® from the New iork ieiephone Company.

Was he. or she involved in the agglicatiqg_nroceas?

flo. Re i6 serving as a result of application prncess,

es, as a result of receiving the graat.

ow strong are they and do they represent any identifiable
nterests? -

'his observer judges them to be very atfong indeed and
did not see them as representatives of any one interest.

4. What strength does the council have?
Things to look for: '
2re %He members active in many vther collective efforts

es
Is the council the only game in town?
No. which is one reason or_guarﬁeﬁ optimism.
Are elective orficials active pn.the council?
e Yy Administration 15 activeiat many levels but .

they are rarely elective officials.
What is the link between the council and the local

vernment? -
ﬁﬁrougﬁ Board of Education andHuman Resources Administra~-

- tion. - .

whot is the administrative and financial structure of the
council with restect 10 dependency on parvicipating groups?
The dependency is t0tal. ' .

Is the council clearly an entity or is it dependent
upon & sponsoring orFanization?

.1t {s dependcnt; ( suspect that the sponsoring organization

would not be overcome with grief if it weye independent.
And yet, the council isian entity and with great care

might become independert and viable. There is not an
overwhelmirg advantage in being independent and dead.
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5. MWhat gre the eesential features of \he collaboration
what d stinguishes it from "ecooperative",
rdin tive® “advicory" functions that are oncourag_d

%!51 er _a - Vﬁieﬂ ol other ifeder ﬂrﬂ!t %Qg%ama
& counc 8 seen by some as “cooperative Yy others

as "coordinative", by some ss “advisory", by most as
combinatio of two or of all three. It is distinguished
frcm other f€deral grant programs because it repreeents
support of aEiiv;tiea which already exisited.  For nearly
811, this was seen a3 its strongest feature. &

Things to look for:

qﬁﬁs ow _do_persons on the council definec it?
The council i8 seen as offeving and seekiag support for
other activities, as aetting priorities, acting ae a
catalyst.
Do they see the process as something genuinely different?
There ¥s‘noin1ng Teally new under tLe sun. However, tnere
are emphases which are different.
Hae it occurred in the paet?
Not in_exactly tThe same way.

Do the council members work togethgg for aéhievin council
0als Or 40 they participate in go cY formulation and
aave tﬁe-uor t0 €0 IE stalie?

Fany worrs gether fox achieving council goais; the staff

13 not larba ‘enough to carry out thoee goals.

%g there-.&. mechanigm .for memogrs to get their constituéncies
volve n wox igg_tgggrﬂa council goals? ﬁ;

Yes.

Does thie occgv? : '
equentiy. any are now working together rather chan
each one defending his or her own turf

Hag the council been instrumentgl in bFi in ing together
. orZanizations that would not olnerwise e gotten
. ogeiner, to worik towards cgnngIl goal 3 .
§ ea,
.- ia the éouneil trying to_ﬂpaume a direct ggx role oxr
P2 ng act ag a catalyst?

‘¥rimarily, it actis as a cavilyat., . 1t may start programe
‘but the council should not be involved over & long period
o . '4n running programs; once programs have been started,
) they should be run by others, The council may well
e assunz the role of evaluating these programa.

. I11. The Community Work Education Council vis a vis the
’ Sponsoring Consortiun and the Federal Government?

4, 1Is there a per ed need at the local level for
i the aponaoring_conaoriiumﬁ o
’ 88

as been most helpful: has funded programa,
has supplied services and space. HMI has filled ;39
need to Xnow what ir happening in other councile and

to understand the language tted in many official :%
documents, .
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Tery o y e. perhape the best indication
that they have found thege activities to be of value.
Doeg the gonggg;;gg actively orfer theu?

. {

. ¥hare: ;ee da the council ggt technical geeie;anc e?
Yrom !%&ie Sponsor.
From 1 ___ggbiza&iona;_etate or ‘federal ggganizatione
on aesoci.e.;{bneﬁ or; r vate congultante? -
. ) ucation, New 10 .ate Eﬁponment Service,
‘the?Ber Association.
the co1eor been instrumental in puttin
otner work-educa ou

. y meetings an nform
eetebliehing contecte with other councils.

;there a poei ive value attached th loc&L
'ery derinitely, yee. There are obviously differences
in the problems faced by the cdincils aend yet there are
common goals.g In underetanding how other councils have
attenpted t “weach. thoge common gZoals, a council is
Relped to un.2rstard ite own problems and to adapt
“"etner ‘sofutions which have worxe&.

Hew is the rederal ro‘e perceived?
!hin 8 to look for: -

: g persons a e locﬂ level aware of MLM
ngr ng their counc work?

8. whe sane ey are aware of the dangers
inherent in funding uﬁm“h is obviously inadequate for
& Zigantic task and ag £ the same timé creates a feeling
of dependance. It ig# a strange situation: inadequate
~funding is most Fowerful when it-is withdrawn because
at that: point it can deetroy what it has not built.

‘Do _theY Perceive {2g as egsentially a federal
Tive, & Congor um nitiative, or a local initiative?
.Girrerent ways, as 8. LNhe activities starce

because of local initiative. These activities were
sncouraged and united because of federal initiative.
They were strengthenes by consortium initiative.

¥QR;Q fh! councize_hare been created without the initia)
ederal supPport? :

les. I1n & sense, informally, the council could dbe said
t0 have -been existing without the initial federal support.

If c varticipents are aware of other fe era
8 in ix_communities,..do they see g Ziferences
e ween e‘one an e othexria): regpec to stringse"

== guldelines, renortin¥ requ remenféi etC,
council participants are aware of other Iederal programe .
this program built upon what was being done and thus &
the guidelines came from .within rather than beinz imposed
from cutoide. '
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Are the councils looking for future finsncizl suppors

Trom other federal .grant prozrams?
Yes., "We take support Irom wherevar we can get it."

" The task is to get Jobs for people, particularly fox

young people., .-The schools must bs involved in preparing
Young people. . '

The Federal Government will not und caano% be expeched
to solve the local problems. And yeét, without help
from the Federal Government it is quite probabtle that
there will not be any significant solutions. - The
Ped@r.l Government can offer pesour:es to help the
local communities.find signifivant soclutions. The
resources offered by the Pederal Government shouléd
include but not be limited to advice. =

B | .
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NIAGARAFRONTLIER INDUSFRY. EXUCATION COINCTL {NEI.EG)
Leo Mclavughlin < -

I. Estadlishing the Community ¥ork Education Councils'”

1, What kind of needs assessment was undertaken beforq ih
application wagisubmitted? Was it a genuinely aubatanti"@
process or a pro forma one?

The need was seen in March 1973 when the Zrie Ceunty Board
of Cocperative Bducational Services (BOCES) and the Buffalo ,
Chamber of Commerce orgenized the Hiabra Frontier Industry-
Bducation Council {NFIEC). The regzmmendation hy HMI 1o

_include Buffale, Hew York.in the Wor -Edncqtion Conzortium
was based uponr the work which had been don: and the need %0
expand that effext. ft

Things to look for'

ng ot the bal 1l*n .
_ The surxalo Chamber ol Commerce and BOQES.

Whai agencies and indjviduals wers surveyed?

NPIEC, repregenidtives of orpanized labor, the Heman Resources
Developm@nﬁﬁInszituteggachool superintendents, representatives
of industry and commerce, Buffalo-Erie County labor-hanagemeni
Connt‘il. . .

How specific was fthe assessmeni?

¥t Clearly explained wnat had teen done and stated the goals
.which NFIEC hoped to achieve, ~

aas 1t a formal review or an ad hoc one?

¥ was a formal Teview..
vhat were the criteria for establishinz need?

NFIEG's valu¢ as a2 model 10T otner councils; what NFIEC cou-d
gain from other councils; NFIEC's need to broaden its scope;
the fact that Huif2lo is.an economically depressed area.

Are the needs reflected in the actions the council has
taken plans to take?
fhe needs are reflected in the actions ‘the council has taken.

L 1) :
2., Are the neceds 2:d the target groups expzriencing those needs
appropriptely represented in the council membership? 1s the
council®lobking for a cause" or does ite Tormation represent
a logical growth? -
o the first question: yes.
To the second question. NFIEC was formed to meet a specific

need. " _
' $

Things to look fore

was the application put 1ooether as a sing}e va iy action or

was a collaporative Drocess neiuea to get 11 done?

Wnen the application-wag preparsa, WFLEC nhaa asvanced to the

stage where collaboraticn was tiker for granted.

How muech_investiment in local resourtzs was there in the
application orocess?

It was possiole to make the apprication because of loca’ resources.
How much loeal resources are goxnp to support courcil sctior sow?
financial ¢ port continues 1o ne opitained from the Stase
Department ag Zducation, 30CES, participating nrie County Scl:oolr,
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. uemberahiﬁbcontributiona\from Industry + some private
contributions, and from fees obtained from courses,

Are the council constituencies represented in othér groups?

es., early.

I1f 80,18 there a~duplicagioﬁ of effort oy ave there distinct
. £0als “hat each pursues?

ne off the main thrusts of WFIEC is to avoid duplication;

in addition, however, the council sets priorities which can

be fulfilled only by cooperative action. .

%gg +here_anyone or any group that was obvious by their absence
n

Fo

the application process? :

Hoé'has gdrticigation changed: who has become agtive? Who

Aas -left? ) .
Business has participated more than labor.

1X, Couhcil Activityes: .
1. How active is the council and does it have much visibility?
The council has been very active and achieves a great deal
of visibility.

Thinas ¥0 laok- for: '

How frequentiy do they meet? -

he Executive Committee meets every Six weeks; .
The Advisory Board and Board of Directors meet four t%@ea & year,
Ad hoc Committees meet as needed,

Is this a 7ond eriterion for action or is the council so spread
geograpnically a8 10 ‘create serious logistical difficulties?
Tnis is a good.criterion for action,

There are no serious logistical difficulties,

lHow is attendance? i
In view of the fact that all members are volunteers, the

attendance is amazing.

Has overall participation changed?

it is still fifty/firty business/education, However, individuals
change every three years, '
Are council proceedings open t0 the public?

Yes- -

If so, are they well attended?

No, )

Do _the councils have an active following of non-members?
Yes, The breakfast meetings, as weil as other specfﬁfﬁevents,
are well zttended. . o
If s0, what groups are represented in that following?

slecetea ofyicials, representailives of lagor.

How and when does the council provnse 10 become selfi~supporting?
How: bY increasing support from business; by maintaining suppert -
from education; by maintaining fees for courses.

When: it is reaiistic to believe that the present activities

can be maintained with this support. DPossibly within three
years, additional support may be obtainsd to expand and improve

these services. -
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How is the'cquncil role percei¥ed by council members

and “by outsiders? .
Ag a forum and form for dialogues which will help the commuaity
answer some ol the problems which are destroying 3*.

Things to look .fors - .
Has~a ‘substantive agenda been develouped?
Uver the years it nas jecome Sugstantive and definite.
What role does it imoly for the council?

rimarily, an operation which coorainates but, as an example,
its Speakers Booklet is evidence that it is also taking
& program rolo. ‘
Is there an overlap be’ween the council role and that of
other inastitutions _

D«

Is the council role seen as filling a true void or is it seen
a8_a compensatory one, Makilg Up for institutional failurec?
It is seen as filling a void - e5tablishing communications
between education and bdbusiness.

¥hat %;2d of resistance has the council encountered?

merzia, - o -
What kind of reinforcement and:suggé&t has it picked up?
Otner community organizations nave Joinea, e.g., RKotary Club.
low has the membership changed since it was started?
Relatively -little. :

What kind of problems doeg:-the council agenda presume?
High unemployment, need of better undcrstanding bpetween
employers and educators, poor attitudes of students.

¥hat kind of change does the council agenda envision?
Better career guldance; more on the job training; a
rezlistic relationship between school and work, .
Are the chanfes oriented towards adapting youth to a given
labor market, or making changes in the nature of the labor
demand?

Both. With £reater emphasis upon preparing Youth for the
job market as 1t exists now, or as it will exist in the

Tuture. '
Are the chankes attempting to change institutions or are they

buiiding on another (intermediary) layer?

The council is attempting to nelp teachers; the schools are
offering training in banks; stiite moneyY has been made availabdle
for training programs.

Would students have to géjthrough programs in sghog;st for
exampie, to experience changes proposed by the councils or.
could an outsider come in at a loglcal "career’ juncture~and

take advantage of institutional cnanzes?

An outsider coulg come In at any juncture and use the sevices
offered by NFIEC since the council supplies information about
jobs, e.g., what training is needed, where the training may be
obtained, whether the training is free or its coat.

How do the councils relate 0 the CETA youth councils and
the prime svonsor planning councils? .
Representatives from the council are on those boards.
what overlap in membership ig there? ‘

wvively liveie. ) . .
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How d0 overlapping member erceive the les of the different
TOUPS?

ﬁamEera of the other councila ses themselves aa'repfgﬁénting
their own conciltuencies; members of these councilas who are

aleso related to NFIEC see themselves as representing NFIEC,

3f'~!go g%gfﬁa;e the council?
The ‘eanca o:m)f gnk that the council is dominated by business:
the buginegdﬁggpreaentativea think the educators dominate.

™

This ¢baerverrpdttended a meeting of a subcommittee which was
domi;{ted by 1he representative from the State Department of

i I-ab_or

‘Thiné§'to look fors. .
0 are the council members and whomdo they represent

officially and/oT .ih Other wavs?
- The .council members represent officially and in other ways

L

praé¢tically all segments of the population,
Which members manifest an orsanizational commitment?
A1l, Of course, in different ways, to diiferent degrees.
What kind of financial resources do the ing with them?
I?;g minimum, they all pay memoership fees. ome olfexr
services, ind if time¢ is money, their personal contrihutions
of time would be’difficult to measure. ' -
wWhat is the nature-of the involvement of youths, of educttors,
01 emnloyers, OY (-~i'a DPTiME Sponsors?
Youths supply information as to the effectiveness of programs;
educators are prepared to deal with problems faced vy youths
secking jobs; employers learn what educators are doing and
teach educators about business; <the CETA prime aponsors are
involved in all aspects of the prodlem=z.,_ ;
I8 there at least nominal involvement of all the players
necessary for genuine solutions .
There 45 more than nominal involvement of most of the sponsors.
Does the executive director come from the local area?
She has 1ived here fOor many years.
Was she involved in.the application process?

es,
Is there other council staff?
Secretary. interns.
How strong are they and do they representc any identifiable
interests? .
They are quite strong and represent the interests of the
council,

4; What strength does the council have?-

Things to ok for: p
Are the members active in many other collective efforta?

Yes,
Is the council the only geme in town?

No. .
ficials active on the council? .

Are elective
Ko, Tﬁey attend the breakfasts. . -
i W the council and the local Rovernment?

A formal link without overwhelming reality.
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What i3 the gdministyative and financial structure of the

c j] with respect %o devpendency on variicipating £reuns?
he participating groups pay dues which supply a large
proportion of the financial atructure and which makes the
administrative stricture poasible.

1s the council clearly an entity or is it dependent upon

a8 onaofiﬁ% organization?
Adminis rativeiy, it is an entity; financially, it:is dependent

upon Sponsors.

5, What_are the essential features of the collaboration
process and what Gistinsuisnes it irom "cooperavive",
Wcoordinative®, and "sdvisory® functions tnat are encouraged
under a-variety of other federal grant programs? .

In other federal grant programs those wno wisnh to obiain

grants prepare . provosal which fits definite specifications.

In this case, the Federal Government subPported a program "
which was already in existence and which had been established

by local initiative, with local funds. That distinguished

it from a va;ie;y-pf other federal grant programs.

. SR

Things %o _)cok lor: _
How. do persons on the council define it?
As 2 funneling. It ig an attempt to combine strengths.
Do _they see the process ¢y something genuinely different?
Yes. 1t Is their own. - .
Hag-it occurred in the past? :
Not to the knowledge of council memhers.
Do the council members actually work tofether for achieving ﬁ
councll goals or do ihiey varticipate in policy formularvion
ana_leave the work t0 council svafis?
Tne council stafr is very small: tihe council members - all

8 volunteers = actually work together.
Is there a mechanism for members to get their constituencies

P

— ———

involved in working# towards council.goals?

This 18 geen by the gxecutive Direcfor and council members
as her main task. -

ggea.gg;a gecur?
88, -

Has trk4 counci] been instrumental in dbringing together organigza-
tioris “tnat;would figt ptherwise have gotten together; ic_work

Towards council goana?
Yes. ™ N T
Is the couneil trying to assume a direct program role or ‘
is it _trying to acv as a cavailyst? *
It is trying to act as a cavalyst. _ L

I1I. The Communiiy Viork Eéucatiou Ccurcils vis a viz the Sponsoring
Consortium and the Federal Government 2

1. Is there.a perceived need at the local level for the
sponsoring consortium {NMI)?
Yes.

c_‘_ -
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&
8 to look fors : -
now extensively do the councils look for technical assistance
and Zeneral information through the consortium exchange runction?
eén technical assistance and general injormation.are needed
or helpful, This is fairly often.

- Does the consortium actively offer them?
€8+ )

Where else do the councila:get technical assistance?

From state organizations.

Has- the consortium been instrumental in putting thecouncils
%n Xouch with gtnff 19:§-§augation councils?

es, Oilher counciis are teresteq in wnhat is being done
by NFIEC,

Is there a nositive value attached to this at the local level?
ies,

2, How is the federal role perceived?
It is perceived as most uggaual-in this case.

Things 4o loock fors
Are persons at_tne local lev§1 aware of the federal dollars
supporting their council work?

es, s&ven as they are aware that the federal dollars did not
start the program and that federal dollarz are not the sole

or major source of support,
Do they vperceive the councils as.essentially a_fedexal

Initiative, a consortium initiative, Or a ioca; initiative?
NFIEC was a local initiative; NFIZC bDecame one of the
work-education councils because of consortium initiative,

‘Would- the councils »ave been_created without the injtial

fTedorat suUnNporY?
0.

If conncil participants are aware of other federal programs
in iheir communities, a0 lney see any ajifferences bvetwsen
this one and tre other! with respect to "strings" -~ egnide-
1ines, reporting reoufiemen;a, e;c.

Many council particivants are well informed of other federsd
programs?! gome are experts, OCne major corplaint about other
federal programs was that these programs imposed guidelines
and goals upon all communities without regard for the needs
of the individual communities. This program atiempteg w0
help « program which had been started by & local community
in answer to z need perceived by thée community.

Aﬁe the councils lookinZ for future financial support from
other federal &Zrant mrograms? )

" Yes, RFi&l woula like ‘to cbtain funds through CETA for its
center for career info-mation.




WORGESTER- CAREER EDUCATION CONSORTIVM

. ‘SITE VISIT 10/17-18/77 .
2 _Marion Pines -

After two days of discusaionm with 15 people either intimately or peripherally
involved with schoolr-to-work transition activities in Worcester, it is clear to
me that this community has many clear-thinking, inner motivated leaders frow

. several wa§5§ of life who-are developing productive agenda for institutional

, '. change. Their style is very process-oriented, slow and deiiberate--tco slow and

deliberate for some--but for most interviewed, this style of-ﬁbrking is
appropriate for Worcester and one that is viewed as producing the most long
range effects.

Many aztivities Lave been in che works in Worcester for the past 10-12
years, and soue of the key actors have ﬁeeq on center stage throughout this
period. They feel they have come-to the stage where they are today--with 2 plaﬂ“‘m"e

[

of action ready to start iqpleméntation.@}
i

5

Most notable among the key actors isuﬂilliaﬁ Densmore, Vict President-and 5
General Manager of Norton Compaay,.the area's largest employer. William
Densmore i3 & force to be reckoned withgand his leadership cannot be underestimated.
A former member of the State Board of Education, a-meﬁber of the Hayor‘s'Coumittecf
for Collabtoration between Educstion and Industry (dating back to 1965!), a leading

force in the Chamber of Commerce, a leading force behind the Boston University

Study, Mr. Densmore's name caxe up during every interview.
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, © ‘ ’ Apparently sgvgr‘al local and national historical strains have come tos‘géiler
fortuitously ov;r the past 2-3 years, and the NMI grant award has gerved as
the final icing. '.l'_he following is an attempt to identify gome of these sn%ns:
- i. 1955--H&y6r'8 Committee on Drop-Outs: Identified need to inVOi;e
iqustrY in curriculum design to make school program mare "relevant”
to students.
2. 1965-66--Formation of local Education/Industry Collaboration Committee‘
at -request of Mayor (growing out of Drop-Outs Study)
3. 1966-61--State B_b‘ard of E4.cation promulgatedpo;lic); statements promoting
career education,(William Densmore~leading force)
4, 1973-74-TP011cy decision by Worcester School Council (Elected policy
making body) to adopt and promote carecer education concepts and
- activities in K=12 curricuium.
5. Formation of Steering' Committee of Chamber of Commerce leaders amnd
educators (Densmore~catalyst) to help implement School Council poliecy

directives.

6. 1974-75--Economic Recession making local educators "more reality-

=~ I -

N oriented"
. . =
7. 1975-77--Bdston University Study, reports and policy option paptrs based
3 on intensive study of local labor market supply and demand factors,
X5 ih:erviews with 1969 gsaduates concerning their labor market experiences
ﬁj and interviews with about two dozen employers concerning their attitudes

toward youth.

‘ 8. 1976 -- NMI Grant award making the Worc@:er Career Education Con~

sortium part of the National network. N
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Considerable activities wer; generated around the various benchmarks noted
above, bu_é uost; did not get p'ilst the ‘liroblem identification and good intention
sfug\e w;ltb % few notzbie exceptions, as follows: « "
\ -A. Emanating from the Policy divectives of the School Council and the fornﬁ\tion
of the Densmoreswctivated Steering Comittee have been some ctarefully des:lgneé
staff development and training activites developed by the Career Education
Depu"tment of the Public Schoo;l.s. Designed to make teachersfrom K-12 awsre
of the gignificance of the knowledge and skills they were fmparting tq ycuth._

. the te‘acher training cur:ict;la.xncludes syllabus deveiopnent and 16 hours of

" on:s“e training with nire io&l industries. At least 80 teachers are now

.:ls a position to act as trainers for surrounding school cou;un:lt:les in addition

to enriching their c;wn curviculum and attitudes. Emanating -from this effort (and

a significant part of it) was an area-wide conference held‘in March 76 ai

}iorton Company entitled "Employab:ll:ltg--ﬂhose R;sponaibility?” attended by

100 %mployers and f.l'escr:lbed as the largest e;ployers/school interface ever

held in Worcester. The Conference was sponsored by the Career Education

Consortium and Worcester Public Schools. From this Conference, commitments were

received to provide field experiences (unp#id) for school enrollees for up to o

6 hours per week as part of the school day as well as cﬁmit;ents for plant 3 .

vii:lu and further 1tivolvement in teache; training. Staff has been provided

Sy PSE to assist the Career Education Unit with follow up on these commituents

and phcemeng of students in i‘;}ése intexrnships. Although backed officially-

by school authorities, there is some resistance at the teacher level, who 3

view any removai of the gtudent from thé classroom as a diluti‘o;aof the

academic experience. Continual effo;'t is being made at the teachar level

as well as the eamployex level to promote the concept ofj Yeveryone is a teacher"

snd the-"city is the classroom!" However this teacher training and student

field placement effort is the only tangible implementati_on activity noted to

date. Mowever, impression 1s given that Vorcester is about to "bresk loose".
W

2.186 - e

@& 208

l




B. " The Boston University Study has evidenrly been of great ass»istanoe to the

Consortium. Although criticized by some as containing wha* everyone "knew in his.

-

gut", it has Provided a focus and methodogical baze on which to: forn an agenda.

Do

As such, it is an extremely valuable tool for the Consortium. Particularly_
noteworthy was the sharp focus placed on the short-run lsbor supply shortages:
to ba anticipated in Worcester by the replacement of an aging blue-collar
work force. Though varfous groups may differ with some of the demographic

e
projections, almost all feel the Boston Univers.t@' Study is of tpmense value,

and a sound and reé‘ia‘ole core of information on which to base future aciti itcs. r

C. Although included in the NMMI Network in 1976 s the Coneortium has recent
undergone a complete intcrnai reorganizat%n. Just incorporated as a non-profit
corporation in order to accept local corporate gifts, it has a new set of by-laws,
policy objectives and executive Director (on board since October 1). The.

new Director, Robert Sakakeeny is not @knoun to the members, since he has

served in a consultant capacity. HoweVer, his present contract is a 90-day

option during which both he and the Board of Directors are assessing each other.

The following is an analysis of gome of the major issues comnected with

this a&sessnent. # ¢

 Federal Action/Community Action and the Role of WMI

I feel strongly.as a result of my interviews, that the Worcester operation

&
is basically a local operation, conceptualized and implemented to date by a

&
" few strong~minded, energetic community ieaders. Most agree that neither the federal

dollars nor the NMI role are critical to them in t;ue future {after another

year or two), but do agree that the current funding is valuable for staff support.
The value of NMI and their technical support were perceived most acutely by the”
staff director and Board chairman who have had t%e most contact with KHI
apongored conferences, etc. The gcplangtion given by several interviewees for

the"stop and stard nature of the activities over thé past 10-12 years was that’

’
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no ong gsaw ill_lplement:atiol; as thelr responsibility., Funding over the recent

L]

few yea;'g for .s_t:aff support has come from several sources: §State Department

of Educgtion. Chamber of Commerce and tl;e Department of Labor via NMI.

: " The current $33:‘000 deficit-is expecfed to be offset by local fund raising.gf-‘

The chief val_ue thaf I has been to the Worcester Community is p}'ovid:lng
the contact with "the network'; a kind of an eye on the world. This .has given
the local people & sense of prestige, and an endorsement that their own
perceptions are in fact:lnational perceptions and that they are "on course".
Comments were heard like "Willard wirti is our God-Father". '"When we read The
- Mnﬂgﬂgsmm it confi;:nied vhat we had peen thinking for 10 years". And
The Boundless Resource 1s our Bible". Nhe;n ;sk\ed how many coples of the
Bible they had, they admitted to being asked to buy 40 (I.‘ﬁ They admitted that
they feel they are ahead of many otlfeltr communities in the NWetwork and
could provide some -'I'/A themselves. {';hey see themselves ready to break loose ®

in another year or two. But it should be remembered that Worcester is on a
‘slow but steady course of action, o X
[

Collaboration S ' .
. Ascertaining the true level of collaboration is difficult. Certainly therve™
is involvement, The business community members interviewed were quite candid

in admitting "enlighted self interest” in the promoting of the Consortium.

When Ha]_co'fni MacLeod of the Taxpayers Assoclation wasﬁasked who had most to

lose if the Congortiwm gisﬁpeared, he unhesitaf:ingly sald, "the business
community”. The business community in worces'é;:r is a local community .w:l.t:h

. deep and multi—generat‘lqnal' %’ots. Commitment to the general betterment of

the comunity is a ﬁatural instinet. They has been involved with erime prevention
‘activities, "troubled employce " (alcohol -sbuse) programs, pre-natal facilities

studies and the like over® the years, so t:lf'at interest in the educational proces?

is not ynnatural-; But this interest clearly goes beyond gocial concern. It is




h
aee'n at :i:g, siﬁpl:ls;, form as a desire to convince educatoré and students of the
véui of the free enterprise system, and at its m;)ﬁt conceptual level, as
a need to prepars the whole student fo 1ife. Shades indbetween focu;l on
occupational choices and better counseling service.

However, most, 1f not all of the implemention activities to date have been generated
by the educational escablishme;lt--never forgetting the key and crucial continual
gpark=-plug role of Bill Densmore.

Larry Fox of the Righer Education Consortium claims that "cooperat;on
is an unnatural act” but all parties interviewed f::_lt that the existence of
the Consortium gave all players a chance to meet, exchange ideas ag,g‘ plaa

'd

joint activities. That probably bestdescribes the current stacus.

I3

All agree rhat intensive missionary work must go forward to get greacer

:lnvolyémer.t of the business cormunity and the educationsl staff (below managerial

' %levels) in understanding the concepts behind school-to-work life transition.

Interface with Prime Sponsor end CET4 Resources

Perhaps the most disquieting aspact o%my interviews wés the almost total
isolation of the Cofisortium and its agenda from CETA and its activities. Most
interviewers perceive CETA as a éontinua-t:l.on gf categorical programs. The
youth model is still called NYC; 1is still operated as an income maintenance
program by the local CAP Agency. But most unexpected, was the lack of
perception on the part of the educators and business leaders that CETA resources
could be clianneled to enhance their school-to-work transition goals. ,They did
not perceive the local poi.icy development possibilities in CETA. The prime

sponsor has a new director (July 1l): The City Hanager appointed 2 ynuth

advisory committee last March. Unfortunately, the& Consortium has such & low
‘profile (although the City Manager is a Member) that it wagc not approached by
the City Manager to play this key role in planning youth activities under the
New Youth Employment and Demonstration Projecgg Act.
Consortium fuembers expressed concerns that the Federal Government &ppeared
to be only interested in economically disadvantaged youth, and that their

cohcems were broader. However, in all meetings held by this interviever, ways of
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interfacing the plans, the valuamle contracts and the ground work laid by

the Consortium with CETA were articulated. It became ciear to many that CETA

x

could and should build on the established school/employer linkages of the Consortium,

the “inventory of current resources of the Consortium, the Boston University

Study as well as some Of the curreat program models such as the Special Eo/Girls

Club Alternative Schools and the student internships. [ left Worcester
feeling that the City Manager and the CETA director will be hcaring from the

Consortium and that some joint membership on planning councils as well as joint

funding of program activities may result. Minor turf problems exist, at least

they apoear minorltrom the safe distance of an out-of-town visitor. i

Summary:

) On balance. Worcester seems to be the right size, with the »ight pe ple

thinking the right thoqggts. NMI has helped massage them through puberty,

“but they‘re still pot quite ready to cut the cord. The message for other com-

munities seems to be school-to-work 1ife:concepts -and program activities must

start from within the community. It Is difficuit to impese this process from

the Federal government. Ideas can start with school people, with commun’ty

leaders from business, from social service or from City Hall. Activities come

together haltingly and gradually and federal dql?ars help with staff support,

T/A and exposure to the experience of other communities.

The less prescriptive an& categorical the federal dsllars, the mora bro:d-

" based the community support is likely to be. If the federal dollars coming into

communities for purpsses of labor market planning and manpower program implemen-

tation remain "relatively" dec *ogorized, the CE;? planniag council and youth

planning council could, if properly conceptu anized “subsume many of the activities

of these network organizations. The councils may be more important to smallar

communities with less sophisticated interface mechanisms in place. Properly
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trainf_ _1%910&‘&1 Department of Labor staff could (but probably would not) play A

the advocacy role that NMI plays. If NMI is to be continued, in this role,
! woirld recomiiend that their sgotsa? carefuliy ane thoughitfuily chosen for-them: — -
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Minneapol 15 ‘Work-Education R¥inci : &
Minneapolis, Minnesota
October 17-18, 1977
By Thayne Robson

re"

A e o . -

Based upon interviews with seven members of the Minneapolis Hork-

Education Council (WEC), the Council director, and reading the meeting
minutes and other communiques prepared to describe the work of the Cecuncil,
‘ B

the followingkgeneral conclusions seem warranted:

One, the Council has developed slowly,but successfully over the
past ten months. The membgrsh1p 1s largely ‘complete except for additional
representation from PTA (parent groups) and students. The Council has yet
to develop a clear set of short term or Tong perm goals, but all members
agree that tke monthly meetings have provided an extremely important :
dialogue amopg the power structure of Minneapolis. ~ )

‘Two, the Work-Education Council does have representation from the
the "power structure" of the Minneapolis community: business, education,
government officials--elected and administrative--labor unions,etc.
Representatives from each of the groups expressed support for the Council.

Three, the role of the business community in Minneapolis affairs
is greatly enhanced by the fact that the national headquarters of several
large corporations are located in the city. Each of the major companies
seems to give strong support to corporate citizenship issues. Among the
firms taking an active role are: Honeywell, General Mills, Carqill, The ~
Pillsbury Company, Minneapolis Star & Tribune, Target Stores, Thz First
National Ban¥ of Minneapolis, North West Bell Telephone, and Miqagsota
Gas Company. )

Four, the WEC has held monthly meetings since May 1977. The member-
ship has grown steadily over this period. %A list of current members and
affiliations is attached.) A permanent chairman was elected at tne August
meeting. Both the chairman and the staff person are enthusiastic about the
Council's work and committed to achieving success.

Five, the most significant accomplishment to date, in addition to
solving the organizationa: ard membership problem, has been the initial
development work on an inventory or directery of all agencies and programs
serving youth in the Minneapoiis aréa. (A summary document is attached.)
Although a great deal more work is required to determine precisely the level
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of staffing, funding, and services for each of the programs or agencies,
it is clear that over 60 agencies, public and private, now claim to be
working on youth employment problems in the Minneapolis area. Two task

" force groups are at work, one on the inventory and the other on preparing
a brochure explaining ihe organization and goals of the Council.

Six, there is gereral agreement among those interviewed that the
Council does provide an important forum where the activities, programs
and commitments of all youth progams can be reviewed and analyzed and
where iiformation can be shared. There was alse agreement that no other
advisory committee, council, or planning body was currently meeting this
need. There was also agreement that the Coumcil could nlay an important
rolé ir "sysiematizing” or “coord1nating" the numerous programs.

Seven, there are rather widespread differences among the Council
members interviewed on the extent to which the Council can or should become
involved in either formal evaluation of ex1st1ng programs or initiating
* new programs-~either as a direct sponsor or in cooperation with one or
more of the programs within the city. Those who favor the Council taking
the initiative in starting new programs were of the view that the Counci}
should not become a regular operator of programs. It was their view that
programs started by the Council should bc spun off to other organizations
once the programz were ‘on their feet.

Eignt, Minneapolis does not have a severe youth unemployment problem
compared with other metropolitan areas of similar size. The city has a
good school system, both in vocational education and cotlege prepartory work,
and has worked out alternative programs for students who have difficulty
in completing regular programs. Furthermore, the minority population of
the ¢ity is less than 7 percent.

Nine, there are no local funds going into the support of the Council
other than the provision of office space and secretarial support by NAB.
There was general agreement on the need for more staff and more financial
support for the work of the Council. The most immediate need is for mopey and
staff to complete the inventory project. The school district is considering
the assignment of one or two work study students to work for the Council,
and the CETA director s exploring the assignment of 2ne or two PSE slots
for further support. The organization and policies of NAB may complicate
the assignment of PSE or work-study students of the Council staff.

Ten, the basic support for and direction to the Council seems to come
primarily from the Council members themselves. There appears to be some
concern from the members and the staff about how much direction.is to be
expected from MAB Washington or from the Department of Labor. Part of this
problem is traceable to the conflict that arose at the outset when a group
in Minneapolis known "The Early School Leavers".applied directly to NMI
for a grant to set up and operate the Council. After this application was
filed, Minneapolis was selected by NAB Washington as one of the five NAB
cities. The initiative thereafter was taken by the NAB national
office to initiate the program in Minneapolis. The Early School Leavers
group is now represented on the Council and these early concerns seem to
have been largely overcome.
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Thé_brgahizational structure of the Council is interesting. This
6rganiza;ional effort faced the conmoﬁ problem of how to obtain the power and
" interest of éﬁief executive officers in business and puﬁlic agencies
';nhile af the same time having the work done through regular meetings by
persons with more time and interest in the day-to-day issues facing the
, Foﬁncil» ’The compromise worked out appears to be well su{ted for the
_interests. and needs of- all concerned.

~ The ﬁoard of Directors consists of the chief executive officers who
have pledged support to the Council and a willingness to assist as needed.
The‘Directors meet onlj ﬁhen requested, The working Council--earlier
| called alternaies--i; charged with’deveiuping the program and yringing
problems and- issues which_require action and support to the attention.
of the Directors. The two bodies known as (1) the Board of Directors and
(25 the-Hork-Education Council, maintain liaison in two ways. First,
| most of the chi%; executives ara represented on the Council by'subordinates
and second, the Directors have charged the Council to bring to it a program
which will éid the transition 6f youth frﬁm school 1o work in Minneapolis

{A current membership 1ist for both groups is attached.)
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AN ASSESSMENT OF THE BETHEL AREA COMMUNITY
WORK EDUCATION COUNCIL

- . by , _
Grego.y Wurzburg . -

Bethé] is a small.rural comunity in west central Maine, closer
in spirit and distance to the White Mountains in nearby New Hampshire than
to the more “developed“ regions of the stute. Set apart from other growth
centers in the state the town is more 1solated than mosi other towns its
size in Ha1ne. Being too far from state and county«service network centers,
but not large enough to support its own serV1ce network ‘Bethel has been,
left out, in spme respects from the service del1very mechan1sms that meet
the human resource needs of other munic1pal1t1es.

The sense of isolation in Bethel is reinforcgd by the surrounding
geography and the internal structure of the tgyﬁ. -The town is surrounded
on all sides by mountains and 511155 the lan&scape is broken by lakes and
" rivers. Travel is by private car on twistsd roads that increase distances
dramatfba11y. Within thé_town there aré also dramatic distances among
residents. There~1s a_surprising1y clean cleavage between two principal
Qrodps_ihat n:ght be loosely categorized as "haves and "have nots." It
s an almost feudal society with a relatively small niddle-class.

In economic terms, Bethel is not appreciably better or worse off
than other communities in Maine, but the economic. 1ife of the tcwn is below
any national economic norm, Employment opportunities in the area have
remained relatively fixed for years with no influx of major employers and
a slow decline as marginal businesses have closed. There is a strong

underlying assumption that the emplpvment situation is a given. Although

~ 195~

_09




there is a small tourist trade. ané some agriculture, the mainstay of ecanomic
actlvlty is the wood 1ndustr" harvestlng. pulping {to a limited extent),
andnwood finish1ng. They are 1ndustr1es that are not conducive to building
a2 stabie and skilled labor force. Most of the work requires minimal skills
fand the wood harvesting operations are extraordirarily hazardous. Moves ) .
to bring in large outside employers or attempt any major economic development
receive hardly any hearing and do not pick up popular support from the people
who count. The only industry that seems to have a chance for further growth
is the tourist trade, and thag is largely becsuse of the element of locat
control and the 1nterest in capitalizing on the presence of a transient

] population. e ?

Persons concerned over the issue of the youth school to work
tran;ition'eee_the need-for-a broader-based economy with a larger skiil Mmix,
mone skill dttferentia]s; and greater personal growth apportunities. Most
of th1s runs counter to the economic interests of the "haves." In the Past,

ﬁ fi-' the latter have actively discouraged outside emplioyers from coming in f%r

' =1 fear they uould dr1ve up wages either through direct competition for workers

S to f1ll low sk1ll JObS or by creat1ng new higher skilied jobs that would
attract workers currently 1n Tow sk11led JObS In some-cases the

_ “djscouragement” has taken the form of no welcome mat for outsiders. There -

. B ;:1s.evjdence that_1n_othen cases_specia} steps were taken to zone out f

induetrialftntrusioné. Regard1ees of the measures taken, the net effect

has been that no major employers have entered the area in years. This 4

T fonms part of. the backdrop to the Bethel Area Community ork Education

Counc1l. .
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The Community Work Education Council Development

The Bethel Area Community Work Education Council (BAWEC) was
formally voted into existence the night 1 left Bethel. At first glance
1t‘appears to be something of an anomaly, but onvcloser inspection it is
‘clear that the Council has put down strong roots and may indeed thrive.

Before the Council was formally established in Ociober of this
year, an ad.hoc committee of persons representing some of the local interests
was established to lay a foundation. Two persons were instrumentai in
establishing.the ad hoc committee and making the application to the National
Manpawer Institute for funding a grant, the Superintendeqf of Public Schools
and the Director for Adult Education. Ken Smith, the Suﬁerintendent of
Public Schools for thei§bcal School Administration District (SAD f44) is
néw to Bethel, having worked in his job for about a year. M&ﬁie Wilson, .
the Adult Education director, has worke&shith the school sysiem for a few
years operating adult education programs and succeeding in winning a number
of federal grants for the area, through CETA as well as a number of other
non-Depariment of Laﬂbr programs. These two persons perceived in their
minds aspects of the school to work transition issue which posed problems .
and which a scaool to work council could address. They also i&entified
a funding resource. The School Superintendent’s brother, working for NMI,

alnost certainly played a role in introducing Bethel and NMI, but Marie Wilson's
understanding of federal grant-in-aid programs was als& helpful in mﬁking
the match.
‘ Beyond the germination, the sequence of events in the growth of
the Council idea gets cloudy. Many factors came into play. It appears,

though, that two factors acted as cataiysts in galvanizing support for the

L
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vocational education system. The second issue, a more nebulous one

encompassing the first, 15’ the isolation Bethel experiences in the

government service network operating in that section of Maine.

is representative_iﬁ rany waysigf a larger pattern of service delivery that

is not responding to local need. Before the 1976-1977 school year, the local

(S
~~ -

5 - 1960s and successfully placed many of them. When Gould stopped accepting

. l@cal students, vocational education suffered a decline unti7 a new middle

school and'high school (Telstar) was coﬁp]eted. Then vocational education
prograﬁs linked to a co;bp program to give students work experience in local

businesses. That strategy proved successful until the 1976-1977 school year
i _ in Northern Oxford County, leaving Bethel Without vocational education
services. The pattern was similar to other régionalizéd service delivery

Bethel's needs. The experience with the Northern gxford County Vocational

- 3 Area {NOVA) was not an eerptional incident.

that supposedly serve Bethel from an office in South Paris (30 miles away). p

Neither organization has effoectively surveyed needs in Bethet and neither

Council. The immediate issue was the void left by the collapse of the local

- yocational education system was fairly successful. It retied heavily on

*the Gould Academy in Bethel which accepted local students untikithe late

when a state-mandated vocational education regionalization plan putting

Bethel's vocational edu ation system under redional control fell apart

mechanisms that are based in other comunities and are not respondjng to

service activities that supposedly serve Bethel through an office in

Rumford (30 miles away) and in the Community Services Administration network ;5

The history of vocational education services for Bethel students

The paftern of isolation is also found in the state employment
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has Edoﬁted service delivery patterns to serve Bethel. The cumulative
éff@ct‘has been to create a service void in which some of Bethel's problems
are ignored,

% The lack of human services in Bethel helped create the climate in
which members of the ad hoc committee turned to a new mechanism for some
solutions. But that initiative was premised on some concerns a bit more
specific than the notion of the school to work t;ansition.- One member of
the ad hoc committee was concérned about t.#e inadegquacy of career Sucation
effurts: providing ton few services to oo narrow a spectrum of students,
Another member, and one of the major local employers, was concerned about
the deteriorating Jinkages befween employers and vocation;l éducation interests.
As g father he was concerned about;;ﬁe limited consciousness of young adults
1n'8ethel, growing up with a narrow perspective on life in Bethel ard no
firsthand knowledge of life in the rest of the world, Two themes that came
up repeatedly were the attitudes of students towards work and. their 1imited
horizons, «

How these concerns are translated into an agenda for action remains
to be seen. The elected Council will have to decide that. But the thinking
of the comittee members, Don Bean -~ newly appointed executive director
for the committee/council, and persons outsidg_the committee is instructive.
They all see the Council acting as a ca%aiysf 1n%tially, not as a direct
program agent. This do2s not presume that resources are already available

to take a program role, The thinking, however; is that initially the Council
has to spell out what the issue of transition entails a;d what the relevant
problems are. Once that is done, if is assvmed that local resources can be
marshalled more effectively and then outside resources {most faoderal grant-

in-aid assistance, it appears) can be tapped, if necessary.
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After some extensive ground work and d1scuss1on with committee

\;'members. Don Bean sees the main emphasis right now on conducting a locally-
oriented needs assessment and on identifying specific issues and problems

so that the genegeiized notiok Of.“school to work transition” can be defined
and documented. it is hoped that the "needs assessment" will be able to
present a yseable analysis of the lacal labor supply and demand conditions

and some insights 1nto where studerts g7 and what they do during the transition
stage. ) |
l The Council is barely underway S0 it is hard to assess participation

so far. However, in the fbrmaC!Ve ﬁtages certain segments of the community

.

w4

have not _had inputs, formal or otherw1se. Studentl1nput has been limited.
Although there are plans~to 1ncerporateiﬁ}udenis fﬁto the Council, it is
too early tO say whether that wili occur. Another segment of the community
tgjﬁggas peen lacking is the lew-skilled and low-paid workers. This f% a
group that other community organizers in the area have not been able to tap
effectively; Unions, iraffective as thex are, have not been approached =
because "the time is not rigﬁt."l This fe the kind of area where who you

are is more important that whit you say. Oon Bean, new to Bethel, does not
feel that he has the community standiug yet, necessary to‘guccessfully
approach the un1ons.“

‘ The ad hoc committes/council has been carried thus far 1argely
through the energies of a few individuals. Whether it captures the CJmmunity
fancy will depend on (1) whether it has struck a responsive chord, and
(2) whether the Council is a workable forum for coalescing the varied
interests. The first condition i3 problemmatic; But there are some reasons

: &
to believe that with respect toithe sacond condition the collaborat ive
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. \pfoEess in Bethel mgy be Something qlgtinctive that will have some impacts
* different from what might otherwise occue. '
- From what was observed, the Council is neither creating a role
for 1t;elf from nothing. nor is it horning in on the roles of other‘institptions.
The process seems to have focused attention on the school to work transition
‘issue in such a way as to call for a new institutional response. That
‘response 2§§;f be filling a genuine void:

Althqugh it is not clear that the Bethel Area CWEC can deal with
school to wor< transition, there are ro other institutions that cgdl&
:adequately address it alone. Career guidance in the public schools is largély
ineffective because the one counselor serving seven grades is tremendously
overworked. The voe;tjonal education advising group is naturally fbcﬁ%b&
on just one component of education. But, just as importantly, it is perceived
to be overrepresentative of employer interests. The school board 6? education,
vhile a fairly enlightened group seﬂsitive to pol?%} issues that E?anscend
the management of the school budget, simply is not equipped to tackle the g
issue alone. There are no éffectivg‘youth organizations in fhe area. The
Yocal goverrment is not appropriate-ﬁecause of its burden and the fagt that
it is not ¢ forum where the schoo} to workgé;ansitibn could get a good hearing
in the conceptual stage. OQutside the communityothere is no ¢lea®institutional
mandate for action along these lines. If there vere, it is doubtful whether
resources would be devoted to it. The regional community services agency

-

could, in theory.gse a vehicle for spurring collaboration. But, in practice,
it 1gspverworked and oé%?committed already and if past exé%gjence is any
indicator, could not mount much of a collaborative effort 1Q=Bethe1. CETA
does not appear to be a good mechanism either. 8ethel falls in the Maine

= &
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| . ba‘l;pce o_f state opevation. The channel to the State Manpower Services
Counci¥k i the Cour;ty, (CETA) Advisory'ﬁéouncil. If it were o attempt
-colYaborative efforts, the effect of this grou%would probably be minimal
for a number of reasons. It has a county orientation which works against
Bethel, but is also dominated by its chairman who, From all indications,

is not 1nclined to give the school to work transition a hearing, nor give it
any resources, because it is a "so'ft" program. Bethel's tie into Title I'
services would‘he through the regional community services agency, which
as_alreadjf reported, cannot effecfively reach out to Bethel.

o

“ . The Council could succeed whereother institutions alone have not
dopé enough, because it is structured to cut across the Vines of il{Stitﬁtj’ONS
organized .on“a largely regional basis, and force a focus on Bethel area “
issues. More fundamentally, it also creates a forum far lhocal' concern Nher%
there was non2, before.

s Although there appears to be a convincing need for the council and
_the pivotal role it is playing, there is not much evideuce to indicate ét wou id
have c.ome about without the schooi to work transition program effort at thé
fgderra‘l level. Resources are scarce in the area, and any kind® of organizational
developnent in the Bethel “cultural” climate s to be slow and detiberate.
Seed money has to be sufficient to sustain an evolving project _liﬁe this for
(an extended period of time. Without adequate outside seed money. the
sure to kil.l\__ e project. ‘ e\\ % -;

it seems that one element of the collaboration concept is to line

diseconanic’%?f the small rural scale of available local resources are

up available rvesources so they can be directed towards solving a problem.

Although the executive director of BACWEC and the ad hoc committee have
|
L
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succeeded in getting & commithent for a time and ideas from the committee

members, hard resources are scarce. The BACWEC has gotten office space
‘ frun the SAD #44, but nothing is clear for the future. In the opinion of
the persons involved so far, that is not important for the moment;
_development is {n too early a stage. But it is obvious that the Council
will have to take a role in identifying a pennanént source of funding that =~
Nill'probably be outside Bethel. Unless it comes with few strings, the
i

independent nature and effectiveness of thé¥collaboration process, which

has been carefully nurtured so far, may be impinged upon.

The Council and NMI
, ) )
The Bethel Area CWEC has received an extensive amount of echnical

" assistance frnm the National Manpower Inst1¥gfe. Most of it has been in
the form of information about national employmest and training programs in
general, and updateslgn cormunity work education council efforis. MMI has
also served as.a facilitator in getting the Executive Director of BACWEC
in tod€h with dther work education councils. Don Bean emphasized the
value of the assistance, sayii@it was a good source of ideas from the
outside. He also stated clearly that NMI was not forcing‘itself on him or
the council. But from the outside the NMI role appears ut times to be
overbearing. Represchtatives have visited the site a number of times. uhile
they have not interferred too much with .he local organizing, virtually ali
of the persond™l spoke with had met the MMI representative and were aware of '0
the NMI presence. WNMI had planned another visit in late Septembeir or early
October, but poestponed %t at Che request of the local council executive
director. He felt their presence was not particularly helpful as the first

formal organizational meeting appProached.
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The lingbthét is perceiﬂsﬁ between NMI and the Department of Labor ‘I

is a blurry one2¥th fev real distinctions percejved. Anything from Washingten

" is Jumped together and viewed with suspicion. To_the extent that a DOL roie

is pevceived, it is strictly as a funding source. The cor.ern about DOL's

commitment boils down to a question of whether BACWEC will receive a second
year of funding. H'ere there were great doubts, HMI has stressed that GOL's
commi iment to the Councils was not fi;-m and that the second year of funding
from DOL was uncertain. “The great concern over declining DOL ir‘térest that

NMI reported that the 1ocal councils were fee]ing'seems to be more & projection

of MMI’s worries than a true vendering of local concerns. Only the execuative

N

. director and two ad hoc committee members fully appreciate the NCL role and

all recog%i ze a virtue in keeping the Council distinct from O0L

I
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A" ASSESSHENT OF THE FRANKLIN COUNTY
COMMUNITY Enuc@tm WORK COUNCIL

W by
- Gregory Wurzburg

r—

‘ @ . - Background

g G-

The Franklin county Comnunity Education wWork Erojectais actually
the first step in what is intended to be a northwest VYermont éﬂtﬁork that

Ly -

will cover Lamoitge County and Grand Isle County, as well as Franklin Cooggy.

The entire nortﬁﬁest area is economically depressed. Unemployment,

and the iﬁiidenoeﬂgf poventy, rur well above the state averages which are

wel1 above netionai averages. Unemployment in some lanoe pockets exceeds

35 percent. Econom1o growth in the area is ;nxed. Burlington to the south,
after an exodus of text1le 1ndustr1es, is exper1£ﬁt1ng the 1nflux of a few
ﬁarge anployers, but the net changes in the Council's three-countx target

area is negative,at the margin. Agriculture is declining and whit induetny
there-is in the areg&is not strongly attracted to stay. Energy costs afel, ~

h1gh and transportat1on is chancey at t1mes. But of special importonce
; AR

is the 1nadequate labor supply. In spite of the large nember -of jobless
Vermonters in the area, most local businesses looking for Pkilled, reliable,
and consie%gnt workers go outside the area’ in their recruiting. The fezaing
among many employers is that the chronic economic depression in the area
"_4t~ T has lowered the expactations -= and perfonmance -~ of many n%iiVe workers
e to the point that they w111 not work in a full-time job on more than a

' i seasonal basis. The area labor supply is seen as being }argely unskilled, ﬂ‘
pqorny educated, and not given to making aigong ~tevm commitment to any

employment opportunity. For the many residents of the area, these conditions
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f‘f ;- support a self—selection process in which the natives consistently find

~themselvgs in minimum wage, low-skill, and unstable jobs.

." T r -

T Young adults coming out of school follow a pattern that is familiar
B in isolated rural areas. Slightly more than 1 in 7 go for same kind of

.A? "post-secondary education. Fewerithan 1 in 7 go on to four year colleges.

unprepared for any kind of work, stayé&n the area. There is concern over
the reliigvely low number of youths who 9o on for post-secondary education
and there is.& concern over the quality of education and guidance students

!

5 receive in the local schools.

to enter, and that the northvest sector is a labor surplus area very much

éﬁeryone's 1ist, although there are different opinions about the shape such

:_ R _ 'deyelopment should take. The two other assumptioqa'that came through wers
1/ D that even if/when jobs afe available, the youth in the arag are not equigped

. enough about the world gixwork and planning for their ‘uture.

< - - In iden}ifying t;e transition problems of youths, no one pinned
the blaﬁe‘on any one group. Aithough at orne time or another the puﬁlic
shools, employers._parents, and srganizations responsible for CETA and
émp]oymeﬁt services were fingered as centributing to the problems, no one

Qﬁuggested that any one of them cculd act alone to come up with an effective
solutisn. The cog:ensus was tﬁat‘ths transition problem called for an
jnstitutional response that somehow brought all the potential players into

the Jame. 'The community work educgtion council is seen as the vehicle

9. LT 208 -
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L The remainder, lacking anything beysnd aohigh school education and frequently

?: ) A number of assumptions seem to have been madeagbdut the transition

from school to work. A major one is that there are too few jobs for the youths

i in n2ed of economic ddzslopment measures. . That recognition 1s high on almost

to move into them. Manﬁ lack skills, but more importantly, they do hot know

et
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for doing thﬁt.

-

The Genesis: The Council and Its Relation to the Community College of Varmont

The Franklin County Comnunity Education Work Council was funded in
response to a grant application prepared by Peter Smith, the President of the;
Cuﬁmnity College of Vermont. He heard about the work education council idea
through the AACIC newsletter and submitted an application virtually single-

_ handedly because of the close parallel he saw between what the council

. hh‘r\-‘)‘-"

concept was des.i‘g'ne‘d to achieve and what CCV was trying to a'é,h{sve. He
thought the work educational coqncil éoncept supplemented and complemented
the theory behind CCV. He saw it as another approach to improving the

"career relevance" of edué_ation and saw it as a valid way to extend the CCV

LT

concept down to the secondary education level while maintaining the identity

L]

of secondary and post-secondary institutions. He also saw the Council as being

i

able to be piggybacked on the CCV network.*

o appreciate the meaning of the initial ties en the Franklin County
Camunity Equcation Work Council and the Cammmity Coll of Vermont, it is
necessary to Jaxw a little bit about the latter,

OCV, while not a specifically experimental effort, is a novel variation of
the comunity <ollege conzept. Established in 1970 undar the authorization of
tl'ueptg.mu‘mt State College Act, and accredited in 1975 by the New England
Assodiation of Schools and Colleges, OOV attenpts to extend participation in
post~secondary education to more persons who could use it, and to improve.the
impact of post-secondary education by making it more adaptable to the unique
needs of individual students. The strategy that CCV has adopted for meeting this’
goal is one that builds heavily on a decentralized, cammmity-based network that
tries to identify and pool local rescurces. OCV has no pexrmanent teaching staff,
no permanent classroom facilities, and no permanent detailed cwcriculum, Instead,
it relies on an intensive counseling service structured to tap local practitioners .
who are qualified to teach formal courses, and to locate camumity facilities --
private homes, local schools, or actual work enviromments ~ where classes can be
held. But the core of the OCV approach is embodied in its extensive “counseling"
capability that is geared to helping students articulate their life goals and then
to put same structure into their education and pPractical expérience so that the
two will produce consistent career development progress. An important tactic
in CCV's approach has been t0 make OCV as accessible as possible to persons who
work and live scattered across a large geographical area.

-~
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ﬂ Some of the central notions of “career education” found in CCY are

' also embodied in the cOomunity work educat1on council concept. The “collaborative"

process that marks the CCV delivery system is also similar to what is envisioned

' invthe CHEC collahorative process. It is no acr1dent that Peter Smith was

familiar with the literature on the community work education councils before

he ever heard of the AACJC project.

Integration vs. Independence

True to the terms of its application and the implied logic of using

ﬁACJC as a consortium and ccv as the local sponsor, the Council was establishad

. very much as a\part of CCV. This connection, although looser now, persisted

even when part;way through the application process AACJC emphasized that the
Council’s attention was to be concentrated on youth, not the CCY population

which averages above 30 years of age.- That distinction notwithstahding. '

'-however. the view from the college president's office was that the Council’s

activities were a natural extension of tne college. The Council shared CCV

. adninistrative space and shared staff in Johnson and St. Aibans. Tha Council's

operations during the first few months refiected the ciose ties. Council

operations were run out of CCV offices in St. Albans, Enosburg Falls, and

‘Johnson. The Council was staffed initially with a fuil-time director and

secretarial support and program personnel support that were shared with rCV.
Four persons were involved with molding {he policies and direction.of the

Council from the time the Council started operation until well into the

. sumwer. The project director was nominally in charge, but Peggy Johnson, a

CLV site director, was also very active, as were Peter Smith and Ken Hood,

his assistant. The first Council director dropped back to’a less than full-

time capacity in mid-summer for personal.reasons, aggravating a void in

Kl
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1nhep;ndent'Couné%i léaﬂershib until Sepfember 1 when Michele Ferland, the

?re%eﬁt préjééi directgr, was appointed full-time. At about the same time

. Michele Ferland was appointed, AACIC started making noises about the
appearance that the Council was becoming very much a part of CCV.

Since the time when the new project director was appointed, the

“Council has begun moving towards more independence and it is assuming a

tlearer identity of its own. She is gorking full-time for the Council. The

CCV site director at-Johnson has been taken off the Council payroll entirely,

and although some other professional and c]ericél staff are still shared,

the leadership ﬁnd character of the council ;re Becdming more cdependent. s

The informal line of aédountability that existed between the first director

and the CCV pre51dent s office has V1rtually been eliminated. The pres1aent‘§-
assistant is now very much out of the operat1on except Nhere there are clear
links between Council work and CCV activities. QR
aithough it is not purely a functioﬁ'of the interdependence of ccy
and the Council, the financial future of the Council could be linked with

CCV. UWhen Peter Smifh_originally proposed establishing the Council, he
foreéan it-as an activity that could eventually be subsumed in an expanded

CCV role. He has even made tentative plans in the collage's proposed buddet
to support Council work 100 percent beginning in October 1978. However, in
light of recent pressures from AACJC toc keep the Council separate from the
College, and in light of the new project director's concern over the
independence of the Council, it appears unlikely that the Council will rely

on the pollege for extensive financial supy rt. The presumstion is that
suppoi't may be available from other state and federal sources, and by securing

that kind of support the Council could establish itself as a free agent.
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% ' Regardless of what develops financially, however, it is the intention of the
N, - CCV President to plug into Council activities where it is feasible.

Michele Ferland, while committed to maintaining a strbng council identity,
also appears willing to take advantage of CCV resources. That, from all
appearances, would be a symbiotic relétionship.

-
ey

The Collaboration Process

Whatever we are to call the central process that lies at the heart
of whet the Council does, it seems to entail two activities. One is a formal
meeting activity that serves to create a large fofum for vegiilating ideas
and formulating Council "policies.” The other is an informal communicatioﬁ/
work activity that servé; to sharpen some of the ideas exchanged in the large

. \meetfngs qnd to establish specific work agendas. The two activities appear
to be complementary. It is clear that neither one alone could achieve
substantial results.

Both the originaﬁ*projecf director and the present Council project
director have recognized a formal and informal character to the Council’s role.
fgoth stated intentions to hold full Council meetings infrequently, onceia?e
.Eouncil is established, and. to do the bulk of the Council's work through
"committee! meetings and through less formal contacts betwe;: the project
director and Council members.

On the formal level the Council meetings have served the following

purposes:
¥

- (1) They have brought together a wide cross-section of community
resources and interests that have not been pulled together
“pefore (Even vouyths have been active in the Council work so

¢
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far. Although none are members yet, thare are plans to -
bring some aboard). ‘
(2) They have provided a forum for presenting the community work
. education council concept in general terms and then adding
specific details to define it in the local context.
(3) They have served to focus discussion on the school to work
transition phenomenon and then to define that phenomencn in
terms of how it is seen from the perspectives of employers,
educators, and youths.
{4} They have served as.a forum for discussing strategy for
developing soiutions to some’ of the proﬁlems associated with
the school to work transition.
While the Council meetings have proved productive, they have not 'iﬁs' :

alvays been 100 percent positive. Unfocused leadership in some of the initial

meetings probably reduced enthusiasm for the Council and its'agendaf This
¥
had the effect of stunting Council prodﬁbss during the summer. Leadership
3
notwithstanding, the open meetings have also had the effect of pushing

-
members into institutionally defisied rcles. Public discussion has been marked

by narrow perspectives, confined institutional interests, and some defensive o
attitudes.n‘The meetings have not been useful for nailing down problems in
overly specific terms or in suggesting solutions that might point accusing
fingers.
But, the Council .eetings have also had the effe@t of providing
a base upon which informal communications have been established. Those

informa) networks \thich the project director is cultivating with spezial

attention have achieved a nwnoer of results. The overall effect has been to
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break Gown institutional identities of the different players and to-eﬁ%%lrage

‘interaction on a more personal basis. This in turn has triggered three

*smal]er effects: ] e ‘
(1) By putting distance between individuals and¢ the institutions ,

they represent, informal persussion has been used to make‘
persons agents for change on the inside.
(2) Individuals may be able to do end runs on barriers created
E; by institutional rivalry and plain bad blood. Where one
individual is ineffective, others in Ppe netyggﬁ can be
brought into the persuasion process so that linkages and
cooperative measures can .be established. y
(3) Finer details of institutional failures have been gpelled
Zout. Where most members have been reluctant to speak publicly
" in much detail about where their respective institutions have
fallen down, they have been much more open in the informal 5
network. They have also been mqﬁb’wﬁlling to point fingers: |
at what they perceive to be the failures of cther institutions.
Essentially by permitting both atfbrmal and informal comunication

channel, the Council mechanism is providiny the project director with a

fairly w?l@]develcged picture of what individuals think the_Problems are, what |
the 1nstitufional posture is, where discrepancies between individuals

and their institutions can be leveraged into .change, and who the agents for

change might be. e
The Council Agenda

The Council has not yet progressed to the point where an agenda

has bsen developed, but certain directions can be inferred from how the
i
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-problems ar;e assessé&_.
" The initial plans for the Council are to keep it in a role as a o
catafyst for change rather than a direct agent for change. This calls for B o
a comprehensive needs assessment and a survey of loca: resources. Although
the Franklin County project application included a fairly detailed survey
of local employment opportunities and demographic patterns, it failed to take
the analysis far enough in pinning down some specific needs. Data was not
a;railable to sfiippor_'t that and time was not available to permit collecting
more information. Consequently, the Council is preparing a fairly detailgg
assessment that will address curregt'employment oppor}tunities. ecdlr'wmic

deve'!opment opportunities, current services and potential for linkages among

B 4”_9,_ e

thos®services, and possibly post-secondary work and education experience
of students leaving local schools. The point is to identify problems in ",
specific communities within Franklin County and to provide a so?rce of data ‘
for helping to formulate solutions.
The specifics of The agenda beyond that point are not clear, since

théy are obviously/ pradicated on the probiems that the survey f_lushes out.
But the as;umptidé_thus far is that the gross pr'@lems ~- lack of guidance
in the schools, poor communication bet&n scheols and employers, and lack
of employer awareness of student difficulties -- will have to be solved {irst
with improved communications. The intention is to keep the Council as a forum -
for doing that.

- To the extent that additional resources are needed to solve problems;
the intention seems to be to make the Council a catalyst, prodding educational
agencies, for example, into seeking additional support. The feeling now is

that a great deal of vocaticnal education resources and ggreer education
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_resources aﬁgilabie from the state and federal government are being furegone
5 R T - oA, T .
SN - - because of local inertia and resistance to. certain innovations.

Although the view so far 1s that the Council should generally be

Jhcilitating action among other inst1tutions, there is a distinct disinclination

on the part of the project director and.Council members to rugﬁfout a@ﬁ%ﬁible
program vole for the Council. A program role would give the Council more
visibiiitx; tangible results make points for winning members and making more
change: There is akways the chance that a direct role may jeopardize the

. Cpunci!'s “{ndependence," and bring it into eonflict with the goals of other
organizations, but the thinking iéiﬁhat danger is minimized by the fact tﬁetﬁﬁf?
direct action would probab!y take place only where clear voids exist. It :
appeqrs that service vo1ds, attributable to more than bad comnunications.
do exist, espec1ally thh'rQSpegt to-s$ate~emp1ﬁ7555€‘;ervice responEEb1lities
and the delivery of CETA services. Data from the state employment service
and the CETA agency is of only limited value. The econcmic development area
also might offer the opportunity for d1rec§ action by the Counci®. “Although
there a$% both state and local economic deveIOpment agencies, v01ds exist.
The state agency is lethargic an:'enimaginative, confining 1ts Fetion to
building industrial %arksl-- which stand almost totally vacant. The local-
_based Target Area Deve}opment Corporaticn may do a more effective Job of
attracting outsidetbusiness and easing resettlement problems; but its:.
orientation is towards developing outside resources. dith the interest that
at least one member of that group expressed in developing local economic
development resources -~ a different k1nd o- game ~- the Council could
concezvably help encourage local entrepreneurship. Even activities like
this, however, would probably be undertaken w{thﬁﬁgﬂeﬁsﬁ some assistance

from groups Tike the Community College of Vermont.
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Potential activities notwithstanding, the?gbenda is being developed ’

very slogly at this point. The progress is deliberate, going a step at a

time. HWhat will be crucial to watch is whether an action agenda comes in time

, to kggp 1nférest. The initial éonceptualizing stage has been drawn out bykthe
" ari-. MatlS in Council leadership. But the September appointment of Michele Ferland®
as the new project dirvector and the more recent appoiq;mentﬁﬁf a Council

chairperson ought to speed prograss a bit. ' ‘

& ' A question that should be asked to keep our view of the collaboration
| ’ process in perspective is what kind of interaction would take place in the $
\;, absence of the Council? The answer can be based on an analysis of what has

’-éé . ~happeneq in the past and some conjecture about what would‘be likgly to cccur < R

' .given the present‘gonditions without a council.
So far the school to work transition landscape has Been marked by e
mihy players in the northwest Vermont aiea running in separate spheres. The
school system is isolated from employers and, to an extent, from the 3
community. Whatever contact there has been between schools and employers
has been entirely 1nrorma1”'w1th an occasional .teacher acting as an 1ntermed1aryjf€
-_"' ' Official admimstration 1%olvement is nil. The local board of educatwn
| has confined its worries almost entirely,%p administr%;}ve matté?$~and putting
out\f1rg§. Planning and larger policy issues related to shortcomings in the
fotal edhcation process are simply not addressed. “Career Education“ is a
rad flag for many of the local teachers and‘admjnistrators who mistakenly
see it as a canned teaching package. Consequently, po%ential outside aid
for career education activitiesthas been ignored. Although there is a state ‘
vocational education agency‘that has money available for adult education

programs and the Kinds of vocational education activity that could be used

k-
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B }' to enlarge the educators g,rme in the community, admmistraturs here, t00

R

have stubbomly refused o take: the initiative.

Locat empioyers, untii the f1rst few Council meetings, were not
aware of the fact that most of their hires vg ru-*from %tside the northwest
Vermont area. They are now at least pggtqring some concern about why that

may be and what could be done tu change conditi;'lj;‘"l.‘ 2

f”“"f-* eccnomic development activity there has been has taken place
almos./éﬂ::‘ rely oblivious to youtl?emploment conditions and some larger
labor market conditions. There is an attempt to increase local employment,
but it is agparent that the local labor supply and market functions have not
béen s;tudied very closely. The void appears %o be a-n act of omission rather
than a result of dehberate policy choice. ®
3 As far as CETA goes, .,he 'iinkages here too ha\fe‘&'n nonexistent.
In splte of the potential for impact on youth, CETA programs have been
l.im!ted because of resiSitance in the schools to estabhshmg Tinks. Further-
mbr‘e. ‘communications between CETA and other Tocal players with a pote{wtial
impact -- such ?:» employers -- have not developed. However, the project
director was Just appojnted as a member o% County CETA Advisory é&ncil
so that may change. She-sees a vaiue in es tabhshing the iinkages but
also has a good understanding of what the barriers to those linkages may be.
ThpiCouncil appeais to have had the effect so far of doing two
things. ))Zst. it has creaﬁted a focus on the htransition issue, and, second,
it has pulled.together persons who have a potgntial roie to play in the
transition process. Although t% players igvo'ived now are not si:‘:ngers.ﬁ_
‘they have not been together before in the context of a group foc@ihg on this

single issue. Thag‘ is not likely to happen without the Council and if it
-
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did, probably lité&% would come of it pecause no one would have the time to

devote to it, The people involved are already overextended. But the Council

e

has provided the focus and resources for getting a general agenda from fﬁe
mémbers and turning that into a specific plan of action that it.appears fi
can be Gmplemented through the project director. This will be doﬁ;‘using

the Council formally and using the network it creates informally. 3

Ihe Consortium Role

»

_ The relation between the Franklin County.Cmmgghity.Education Work
‘ Cou%ﬂ and tf® American Association of Cc;lleges and -dunior Colleges has been
’ uneven, To the extent that APCJC has provided technical assistancg, it has
peen useful and appreciated at the Council level. But there are gaps in the
dséistance. Of more concern, however, is the ulven guidance that AACJCxhas
pfovided, meving from minimal guidance to more detai‘eibguidanca that has =
conflicted with earlier pregram 1g§¢ct1on and conflicts with the idea of local
council 1ndependence.
In its consortium éapacity AACJC attempts to fiii an information
exchange and council inizraction function. Its first function, really a [y
technical & sigtance role, has been Vimitzd. AACJIC has sent project direétors'
canned information about the conceic of work educaztion -ouncils and collaboration.
But it has not volunteered practf@&l téchniqal assistance packages orignted
to program managefment issues: group dynamics, rural organization, the pros
and cons of incerporation, federal funding sources, etc., AACJC has been more

successful in establishing 1inks among its_ consortium members and that has

been pa?ticaﬁarly useful. The second meeting of the Council, June 20, was

built around the AACJC projeEt sdministrators' conference and included ;55
It .
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participation of project directors from the other AACJIC-sponsored cou; ¢ils.
That meeting had the effect of establishinq communication between Franklin
County and the other councils. The first proiect director and the present
project director havl been able to take advantage ef tois Tink, discussing
their experiences with others in somewhat similar situations. For a novel
experiment like this, with so many unknowns, the project directors found
the outside perspeé?%ve useful.

Ihe effectiveness of much of the crOss-venti{ation provided by the
interaction among AACIC councils is a function, in part. of its {nfbrmality.
It might ba impossible to "institutionalize" those l1nks. Hq‘Fver. AACJC

-2
could probably create moré opportunities for that kind o? communication by

keeping tabs on what different courcils are doing and paii"iinn;‘;similar ones.

Aside frgif its dual consortium fole, AACIC also has a contract
role with each council. In the case of the Franklin County Council, éﬁére
have been difficulties here and the pq}ential for more. The principal question -
is how independent the Council should be.

Using AACJC as a contractor for the school to work initiavive
immediately implies & reliance on the AA?JC network and some dagree of
integration with Lommunity college act1;1ty. In its original application,
the Community Coilege of Vermont took its cue from this implied relationship
and specifically stated the 00un£il would be integrated as a college activity
with an emphasis on ;asing the school to work transition of its students.
However, since the CCV studeﬁts are not "youths" for the most part, AACJC

had CCV redirect the intended focus of the Council on youth. This, in effect,

=

shifted the focus to jﬁ?%ndary institutions and established more separation

between the Council and CCY. However, the idea of the Cour °1 being a CCV

program went unchalienged for a long time.
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It was not until September that "AACJC moved, abrubtly in the minds

" of Franklin County observers, to pressure the Council into an independent

role. At that time the new project director was informed that tha Council was
not to be a CCV program and that the shared staffeggrangement between the
Council and CV was ﬁot going to be tolerated. When the project director
presented AACIC with a new plan for the division of labor that made some
realignments ﬁﬁACJC concurred. Even now the prOJect director is exploring
other ways of fioving the Council nto an 1ndepenuent role. However, that
plan for tndependence is a iong-zlﬁge ons. It appearisthat éﬁr at least the
next year the Council will unavoidably be acting as an adm1nistrative ;
-extension of CCV. The, concern in Franklin County is that AACJS will suddenly
require more complete independence befcre the Council can.manage it aldne. -
The confusion over AACJC's intepifntion raises a number of auestions.
Is AACIC taking a stronger role in calling the shots, or fs it just trying
to correct some major problems that were overlooked? How much regg discretion,
will be allowed at the local level? What are ‘the underldsng assumptiors ir
going w}tﬁ a group 1ike AACIC as a contractor ';t this whole program?

The first two questions are definitely.relat~d and the answers’

%

- . ‘ _ Y
hinge on the interpretation of how the Council was developing during its first ~

five months or so. It appears that althoygh the application submitted by
CCVY clearly 1ndicet°d the -Council was 1ntehhed %o be closely connected with
the College, AACJC did not take the 1ntent10q seriously or oveﬁggoked it,
Noth1nq vias satd until September, It is possible’ that the staffing pattern
that developed, uhich shovied eV1uence of big overlaps between the Council and
the ‘Cnllege, was not obvious to AACJC since there was a diffuse decision
structure thet made it difficult to get a clear perspective on whé%gwas

happening. For a while no fewer than four peraons were 1nvolved in making
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decisions. The. second projgct director. however, appointed September 1;

Leffectively filled a leadershfn "oid and began cons‘ﬁidating the diffuse

structure. At about the same +%e, PACJC stated qmte explicitly that the

 Council had to be dndependent of the College. The AACJC action has confused

the local actorsyand leaves them unsure about what AACIC really wants and

. . how responsive the local Council must be to the AACJC requests,

- The third question underlines the concern that the Council director
and some CCV personnel have about the independence of the Council. It is
presumed that since CCV was awarded the grant for establishing a work education
council, some link between che two is presumed, at tne outset at least. The
recent AACJC pressure is perceived as an about face that contradicts tﬁa;\
presumption: AACJL may have be2n reactin  however {overreacting?}, to

what was seen from Washington as an nnhealthy dominance over the Council .

exerted by the CCV President. Whatever the case actually is, it is evident

that comnunicat1ons between Aashington and Franklin County.need 1mprovement
The highest pr1ority ought to be given the independence of the Council and
freedom for it ﬁchagi 1ts own course -- regardless of how close to or far

-

from CCV that co‘rse may be.
Perceptions Ahout the Federal Role

Perceptions abaut the federal involvement in the Community Educational

Work Council are limited mostly to th2 financial end, nhere there i5 a great

.dea‘*“i concern oyer vihether federal fund1ng will be available for a second.

year of Operatwon for the Council. . Both the project directOr and {jg President

" of CCV expressed concern that the Department of Labor was expecting the Counc11

- to be in full_operation and self-supporting within a singie-year of funding.

Neither thought it feasilble‘. ~
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_ INTRODUCTION .

T&e basic purpose of this paEer is to elaborate the idea

of Councils tomposed of business, education, labor and other
kev individuals and community institutions to a degree that
ijwilfl lay a basis for further work to test this approach to
cdncation/work transitibns systematicaily.- It is not, in
itself._an attempt to develop an experimental or evaluation

r methodology Instead ics pu:pose is to provide a resource

*f;l - that can be used for others to suggest and develop alternative

b appro:chee togenlarging knowledge about the effectiveness of

v collaboret ive approeches at, the community level, It encoEL

Tg* passes the youth transition from education, and, more brieiiy,

the adult transition at variqus points from work to educatizh.

*

£} .

. 3% The Youzh and idult sections of the paper start with.a
surmarization of knowledge about barriers in transicioms. This
surmary of what is known about these barriers is of }a larger bocy

at the MNational®

-

gg analysis v this auzhor and his associates

‘. Manpower InEtitute.il and also extracts from Bridgire che Gao,

written by the College Entrance Examindtion Zoard anc funcad

* . Fl - a
L. . ’
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‘efforts. - A survey of existing Council efforts through site

by the Vational Institute of Education. thile it is from such

analyses of the existing. transition process that the approach

of Councils derives, there are alternative or complementarvy i}

Py

'programmatic responses that ,could be drawn from the same ava1v~

sis. These will be compented on, Since this paper is about
the Council aonroach 4t will move quickly to an exposition of

that alternative, including the explanation of the concept and

the definitton of Councils or community collaborative processes.

The state of'the art will be summarized,‘recognizing that a0
systematic study has been madz cEzgfie usually fragmentary "
ventures now underway and that operational practice is under ®
evolution at the present time in the form of a pilot effort

launched by the federal governnent. This pilot effort will bhe

.de3cribedain some’ detail beEause it may be an opportunity for

the undertaking of more tong range evaluation and development

L4

visits and systematic daga collection was notqprovided for in

the commissiohing of this paper. Includéd in the descfiptidnJ

of this'evolviné effort'is-the cperational criteria used to

identigy collaborative processes for inclusion in the pilot
effort, although these should in no .way be regggded,as‘offioial

%
i the conduct of that pilot program.
‘:‘\ -«

4 nally, a set of hypotheses will be presented as to the
’ s‘) »

outcomes exnected fron Council- type collaborat‘Je processes at

» n

* The zuthor does not have operational esponsibi1irv -or the
portion of the pilot program being carried out by the YNational
“anpower ?natitute. )
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ff;. ' the community level, and the information reqﬁircments specified

that would enable t?e testing of these hypotheses. %@ere will
be -divergence of opinion about vhat is here specified, but,
- hopefully,they will provoke the kind of discussion which will

' fdiéher sﬁstematic analysis.

- "Wh*le %dgomewhat parallel organization is used for Zhe

L]

adult section. there is tlie recognition that practice here :I.sg!l
ST . "

& - - even fur ér‘behind than what is dzscussed and underway on the
youEH side. Therefore, this saction will be correspondingly

shoster.

.;3"7; "" ) vt B coe .
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The period of life d&qgunlod here is roughly ago 14 to 20.°
Whilo all yeuth of this aso may fall wichin the lcopo ‘of t:?cnm‘!ﬁ

cil activities, chere is plrcicular (although not exclusive) ° .
concern for those not effecting their tramsition through the {4
foué-yoar cqlldgo ‘route. and even more particplafly those not
'txa;olins the route of professional degrees. While the young

neople to which ch@a paper applies diftir éonsidotdbiy in

‘terms of the eate with which they move from ddolescence to .

econonic adulthood...achicve "occupacioﬁal establishment” in -

Marcia Freodmanﬂs phrasozj...che iﬁltib&%ionl and inceé-.

institutional processes with +hich this papgrf%gg;!wgggggc ’

(or are involved with) allt}outh in‘thil broad category.

Youth cranlicion is address‘d from the scandpoinc of
1mproving access to roles which aid in occupational nscuxacion.
,Ie is not intended as a tredtment approach geared only to a
éubsec of youth lcbele& “dizadvanéa;od" or "minority." It is
assuned, 'Sé here posited, cha;!cho most viaﬁlo appzoach is to "
increase opportunicies for occupacional maturacion. and that '
. those most in need will bcnefic disproporcionacoly, thac treat-
ment offorcs delignod solely for a deprived segment will have .
self-defeating feacu:ps, and that policical realities dictate

, : ’ ﬁ&$ )
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the orgenisation of e lerger coustituancy of béneficieries in

, 1. ;gc Trtnsition go work: Problem

550 ;bl;;Vltionl which lead to aﬁh conclusion.that some
' new effort is noodod‘worc such as to strongly susgest that
pro;mc arrangements for the youth transition—for a _lnigo
ao;manc:of‘you;hﬂ-waro-not affording th; opportunitiee that
we are cepable of. Such observation of tho.;oxistiﬁg situation
leads to a conclusion that chaﬂgog,uiro desirable. Thus, a
detailing of these cbservations islfa critical link to 2 conclu-
" ston that change is niodod and to a form of change embodied
in Councils and collaborative procolsos 3/

‘Wmile there is no comploto 1ndopoud¢nt analysis‘of yeuth
.transitiou experiences within th. confinel of this paper, the
central conclusiong and facts can be sot forth. Then, they
vill te related to alternative courses of action and rhe: choice
of a process spproach e;bodied in Councils and invol\? ng

. ¢ollaboration among institutions and sectors at the community
' level. '

¢ ' '
3

¢ There is an age ga bofwueﬁ high schapl certi-
- Iication st I§ or. EH d hiring for regular ‘
edolt }oﬁl at _age 20 or 21,
Youth do work both dnrins‘\fhooi and immndiately
.after leaving school in what can be loossly termed
”"youth jobl * ~These jobs likely have valuo, but

tho fact that a market has doveloped for youth

~ 227 -

order to ddhit@i_tht actions that will help those most in need.
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hbor exclutyd . from regular entry level 'mﬁl&j— @
tent aod;: not - \&e:nove the fact of a delsy in the
transition procass t:hat: is kncwn to be avoidable
by virt:uo_ ot‘}:l;._ oxpar:l.e,nce of the firms that do
hire them, &ad the cooperativa education programs
(iaﬁoﬁg others)athat provide for earlier, and"

. 4 .
-gradusl transition .-/ 3 & . .

L)

‘I‘ho cxist:cnco of a “psrst:o mrket for youth
Iabor, based on agc ‘8l one. shows up in the.com-
K par:l.som of occupations hold by t:eenagors with
thou hald by adults w:l.t:h t:he same educational -
ach:l.tvmnt Also. the relavance of age before .
21y as compared with-cortifics;:ic;;l, shows up in e .
rosearch that: f:l.nds littu difference (hold:l.ng

age canst:ant) :l.n tho labor nsrket. achi.ovmnta

o

of hi.sb. school dropout:s snd pigh school gradurtes.= 3/

Tho fact t:hat: youth want work oxper:l.enco whilo
in school, but that it: 'Ls almost entiroly a
mstter t:hey trrange through "“friends and rela-
tives” 'domomtram both a dca::ire to work on

the psrt of t:l}e youth and that the opportunity

[
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. s.a ehorn t:o into;rato work more closely wit:h

oducar.i.on

*

Tho ggﬂ&timl “Outlook Handbook rmi.ns.

- dn moat utci.nga, the pri.ury TAsouUrce and

is I&r;oly 1imited to nationwido information,
The s: u.'t.'. made on collocting "40b v&cm:y"
ata:hu cs: *h‘&' ‘been abmdon.d 'rhor. is uldou
a comploto mvcntory of%¥1ocal trai.ni.ng .‘.acﬂi.-

"

tiea and eppormitiu avai.lablo Youl:h have
linited information about ocw_patiom'.'; though
some research shows th&t those who know more

&
. fare better. CThere is* inadequate ruurch on

the rolt,bottor infoz‘mation would plag :I.n cho

transition from achool S wo,rk. The new compu- . &
© Querized job information and counseling systems
are nmdicappad by & lack of available good - . m
&/ .

irfumation . " ;

While theres i.s owing acceptance of ihe vaﬁ)c
. eXperience o ‘ -

of exp pp
room education, theTfe are relativaly Few of <

-Aa.‘ . » ‘ . + '=f
While some fifie models axist around the country '

the planned interchange of o;cporionce and edu-

cation iz neither large nor apidly growing at
the level of secondary education. Cooparative "

-229 - ¢
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N Education programs sre still small in number
and fedefally fininced work experience programs

k-
are largely for income maintenance with the

! 3

jobs primarily within taﬁ school -system itself,

School, eﬁployer and union participation is
lacking in expgnding experiencg opportunities. .
- séie form of loczal public service or "Community
I-nf__e;nships‘)” wth]'.; be required in most communi-
ties to supplement §hportunities in the private
| Fector. L/ : , : ‘
B i O T R T T T 5&3“{28*‘22& TR e *
worked out, s;gract cally non-existent.

e ———
-

The services of the.Publiic Employﬁent Service
& e o ’ \
to in-school qnd.graduatiqg youth has been on >

the decline since 1964.. (Only one percent of
:he‘"CIass qf 1972" were found by the Offgge i ' lbﬁ
of Education's éurvey to haVe gotten gﬁgir" .
. _ " jobs gﬁféugh the Emp?hymégt Sarv}é;m) -échoolsf

do little plaéement, although there are aeverai _
wo§§§qg schog} models, .?heistimulus intended

o " t@ placement under rhe Higher Education Amend-
‘ments of 1972 never really ook place. There

are exce:tioms, éarticulafly in good vocaéional a s
educatién scﬁobls wh;ré counselofs and indi- . .

~ vidual teachers work to find jobs for graduates.éf ‘
. } e . : ] .

o o A - 230 - | .
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‘who-do not end up zoing to college, are nd
short su 17!1, ang.the groresszLonEs engage
in vrov{&-.ng . SUCh _Services are I...guentl

. not well inrormed about the work world. &

“There is an ifi-_a"’&‘equacy in the numbers of
‘counselors, in the cextification arrange- -

ments which screen out non-teachers, in the -

nat;ug(«gf counselor preparation, in the non- ' -
comisel:l.‘i‘xg‘ uses to ﬁhich existing :atmfilors

are put, and in t:he,hazfnessi;g c;f resdurces

at lzzgeé in ‘the commmnity. There are,. again,

numerous modgig- for doing i{%?.b_et:t:e;, and a

] osngciéuqness on the part of the American

‘Personnel- and Guidsnce Associlation #n getting

things or_a better track; through seeking a @

' _ broader counseling base in federal legislacfon.g-(
N , . ® 'Laws relating to youth employmernt are over-
R Taboing, and not:well understood by vouth
- I arents, schcol officlals. and empfgyers,
v B creat:In% a barider. to work eXperience programs
o . and you employment. o .

ot

There are boti scace‘aﬁ&" federal "echild labor"

| laws that affect youth under 19. Field work
o has established that there is considerable S
| contliton among, employars about what these ¢
b ' ,lavs permit and prohibit, and that the possi-
- . - bilities of an amployer ﬁaking, a n;is.t:ake in
_ hi!:ing has resulted in exéluding youth bé—-
cause of .isadyantages t:ha(.t:':J might result o

' ‘under Workmen's Compensatior’ and other laws.:2/
9 s 231 '
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o There are a variety of regulations and practices
.* that inhibic the broadening of education bevond
the classroom.

These range} from the way "school sttendance" is
‘reported for financial aid to the schools which
might not include a day in the “experience'
" phase of eéucation,'inflexibilities in class
scheduling tﬁat inhibit a variety of possible

work experiencetlinka_ss to regular employing

institutions, and "work permit' arrangements

N

aarinistered by the oohooléﬁllf

usually

While there are imbportant gg'egtions[ the

iuest on of how muﬁh actual job skill training .
shou & conducted in the public classrcom has
‘Been decided on pedagogical grounds, or histori-
cal vrecedent, rather than a careful relating -

of public efforts to employex E{r{ng_gna

training practices, and to - ‘private sghoo}s that
provide sk lI’traxnihgi}

Employer hiring and training pr:ccices vary -

from community tc communicy and industry too,

and also change ovev time. Yet.decisions made

aboypt public ;chool skill training tend to

remain in effect for very long periods of time,
'~-and not be geared to actual employer behavior '

Little effort is made-to integraté private school

.trazning and public ¢lassroom tr“ining in ways

that would minimize’the need for publie classroom

trezining through cooperative Jrrangements.
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These are some of the major disjunctures in the movéﬁgﬁt

b

.ég'of yodth into economicmadulthood. In some cases, direct evi- |

* z

dence is cited; such as employer hi;ipéibractices toward
+  persons under 21 angathe "ydhth Job" labor mafkeg that exists’

.below ;b?t age. :In other instances, the ébsence of linking
‘S * . -, ’ " =
.mechanisms, such as any placement assistance.to graduating.

‘high school students, is cited with the implicit assumption <
.J\';

. that the transition would be smoother, and the youth« job match

a £§tter one,. if such mechznisms were presenc.

- -~
L]

- 2% Alternatives toprproacﬁing the Problem

The elements of a successful transition aré many, and the

-

: locus of responsibility varied There are questions about . R

- B " which particular problem area accounts for the largest share

- ) " of present difficulties, and there are differgnt approaches'zﬁr

& <
- L

L “to anyme of them. To further confuse the developmenc’of
| s A policy, different youth experience these barriers differen~

tially, and single approaches are lzkely selectivg as to the

«

1

. " ' youth who are affectad.

3y L &

- LY

w7, . There are & number of components to an improvement'effort'

" that might be looked upon: as experimeniﬁl models, énd within

; In;‘ . the components . there axe alternative appnéacheé which wbpld

“_ warrant_compgrison.: In these terms 5f substantive actions, )
there zre a number 6f.currént afforts that are promising and c

need_close gttention, such as:




%

- Experience Based Career Education which is being
extended by NIE and OE, and other education/expe-
rience pPrograms; ) . .

>« New statewide ‘computer and obéupatioaal informa-
tion systems being piloted by -the Depariment of

Labor; . " . ‘

A+ - Experimental school placement services being
evaluated in...fox c¢ne example...Pennsylvania .
in three sites; - . :

- Several instances of community resource invento-
ries to be used in occupational cdunseling; and,

*Curriculum reforms instituted.under Career
Education. .

In gﬁdition to recompendiﬁg broad collaborative processes
" through Councils, there are-a number of programmatic approaches

- . which ﬁeed'frial such as:

A

e ngggnity gmployment counseling‘servic s which '
. raw on ali resources avalliadle ix the community; '~
3 ¢ Model .employment Placement services, On a ‘.
pooled basis with a consortjum-of aigh schools,
through the public employment service, jointly

between the schools and the employment service,
.‘and through volunteer service organizations;

* Community intgrnshig opportunities to enlarge
seXperience opportunities for students beyond.
what is available in the regular job market;

- o Model delivery systems for all work experience

programs within & community' to overcome ineffi-
cienclies and duplication;

"¢ Demonstrations.of employer cooperation through
- federal employers located in a community; ]
o Experimentation to gsee how %;gerience[education
combinations may arffect emplover. attitudes .
toward hiring youth; _

e An educatlon program to provide accurate infor-
mation, gbout cﬁiid labor laws;

~ 234 -
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- ‘ _
f““‘begggstration TV to provide informacion abour.
occopations and access to them; .

¢ ‘A local occuvational inventory of jobs, service,
» ~ and training opportunIties» .

- ’ L
. Publication of a guide fo* local comnunities
showing them innovative models now 1 ‘Jexistence\,

te integrate eduﬂation and work; and . L,
o ’ -'_ 2
e A comoarison of job Derrormance of i3 vear olds & f‘
" ©  and aduits to see how accurate employer sterec- b
types are, L. . ' )

1
+

While 'such substantive actions are ultimately involved )

o

.?

an alternative is to- start with a Erocess rather tnan a pro-"

vgram; There would be eStablished in a.community a collaborative .

process among the institutions‘and individuals that have a . -

‘aprtion of thc control over, or, invorvement 1n, the transition

-'from school to ﬂbrk. out of that collaboration would.come an

A [

assessment of the needs, and a "substantive agenda for meeting o

them which could well be drawn from the po331bilities just

described. The tern Councils has been used for such a process, .

LI

and Communitv Education-work Councils by the. National Wanpower

£

Instituce. = - : ‘ —

yr
-

This approach was.arrived at based upon the analysis oI,

‘the problem'which discloses how sepazate‘the major insticu-
tions are, one from the other,’ and how hard it would be to

facceed on any trogrammatic front with any single institution

¥ ’
» B P

acting alone.

Tnils view is basad on the observation that much of the
transicion process is outside the reach of the schools; that
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dnployers have conceptions of persons’ under 21 ‘not necessarily
changed ‘by curriculum modifications at age .7; that the*inte-
gration of experience opportunities with, education will require "’

joint astion dnd planning on the part of schools and employers;

’V"‘:} SRRt Y F N B gy :‘,.' Al

th;t a great deal of the resouchs available in the comimunity l )

o

q; gﬂfor advising young people on how to get from where they are '

a 'to the careers they want lie with the already employed-—and
retired-—citizenry that parents may well Teassume some of the

“ duties they abdicated if they are involved Lnough to have .-

—p
.I.

access to the information they would need to do so; that there
"is a Voluntary sector® that wants to be involved in Youth -

access to useful roles, and that unions have both an interest

M E'{‘"’I" ‘“\ I

*  in improving the prospects for youth and a 3take in how this
is done, especially when it involves expanding experience

opportunities at earlier ages. e P i

L

Beyond these observations ‘there 'is the‘fact that 80§§rn- ' -
tent’ has resources that can be tapped, and responsibilittes in
this area to be carried out-—-the public Employment Servije and
.'the Prime Sponsors under the Comprehensive Employment end P
" Training Act, for,exsmple-but it cannot be successful acting ﬁ .
alone, that the assembly of up-to-date information about .' : ‘
) training and job opportunities means that the cooperation o‘e

training and employing Lnstitutions has to ‘be achieved and

A

that it would be desirable to take maximum advantage of such

-

* The relatively new Natiohal Collaboraticn for Youch, a
Collection of the older organizations such a&s YMCA and YWCA,
the Bogs Clubs, the Boy Scouts, and others, is an indication
of such interest.
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.cxiating initiativer, for cxample. as the National Alliance
%

of Businessnen, the Human Resources ‘Devalopme .t Institute. the

\

v Cuuncil for Economic "Education, and the Chamber of Commerce

new pilot offorts in leading emp loyer involvement with Career

Educat ion . A

-

| The alternative of Councils and a coll iaborative process
dcrives from these linkages which would be netessary to bene-
ficially affect youth's negotiation of the transition‘process.
It was set, forth by itsfadvocateﬁ as a matter 'worth trying on

a pilot ‘basis, so that judgments could be ‘made about any
.broader applicability. . o -

- .\ - ": . * = 5
Having distinguished among basic alternatives of program
and process, it is now necessary to be more definitive ghout

L 33

Bl

“thé“termg wvhich are being used.

»
-

t : b

. 3& The Counéil Approacg;_ Concept ggg_Definition

-+

The words: "Council" and "collaborative process' ‘have been
used interchanseably A Council or Community Education-work
Council is no more than one particular name for a collabora-
tive process. gso it is the latter words which become important.
and that 1s what.will be defined. '

LA proccés of collaboratidn means the .participation of the -
reoresentatives of the importcnt institutions and sectors of
the community that have the responsibility, resources, and
infiuence ,to .deal with the whole of the transition to regular
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Some examples .of ﬁbtivii?ffi for cooperation would be the
'employer% stake in the quslity with which t.s labor supply is
shaped equel access to entry workers, and the attitudes youth
develop® about work and the economic system. Sthools ‘want their
;raoustE; to oe sucses;ful in the employment world and neoi
employer help in srranging for experience opportunity during
education. and increased community support; unions will want
the improved informstion about growth in occupations. 'Perents
_would,want,the information with which to be of greater. help
inﬂsssisting tﬁeir cﬁildren with career‘choices; they too-
. often feel useless and helpless at the time of critical career

k]

_ decisions.' As the ‘edugat ion-work initietive unfolds, “there

-
]

‘will be generally a greater awareness of the responsibilicy
eech sector of the gommunity has for the trans tion process,
and this will tend to make these sectors want to be favorably

judged as to whether they are meeting those responsibilities.

_' n ‘.“ ". ) “
* Some examples of sources of conflict might stem from more

pressure frouw employers and/or employees for job specif:.c
" training than the schools think desirable to give in the class-
room, employerwperceivﬁd lack of appreciation on the«part of
the schools that they cannot provide'job and paid experience
opportunities "beyond what their sales volumes and produotion
requirements will allow, and soncerns of unions that greater
competition to adult job holders may result from more intense

efforts to snooth the youth tr@n31tion to work.
_ /S

-
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adult employment. It meeﬁe an. ettemﬁt to’eccomplfih jointly ©.

Wh;t could not be achieved singly, and a whole that is larger

than the sum of its parts
‘ : =

A "eoileborative pnocess;".ae used here, .13 identifieé by:

bein an organized activity with an agreed- upon
poligy fo?%c?g’ﬁduct

EJthe gerticigetion of representetimes of: education,
buciness, iabor, parents, the voluntary, and service

. organization sectox, the public, students...or at
least a sufficient number ¢of the above to provide ]
the expectation of significant ecaievement ¥
an involvement in the improvement of the transition =

_ errengements rather than the rest of the group ‘being

"advisory" to any one of the represented, institutions QE

‘0T sectors. .

the .davelopment of, or workins on the development of,
an eienda of substantive actiing, a prioritizing of
.the ltems on the agenda, and planning toward actually,
cerr?ing out’ the agenda,

While these representatives and indi::riduals will -be
wofking together jointly," and thus collaboreting. the maaner ‘
of doing so will inclede both cooperation end conflid®: Each,
out of the ﬁErticuiat-self interest in the q?afity of the

youth transition and a concept of the broader community interest

with v‘:hichﬁthey will idenf:ify, will havera motivation to coep-

erate. But each, out of.diﬁferenéeefin self interest and -

. - : ¢
concept of the broader commwnity interest will also be in

' conflict from time o time with one or more of the other par- -

_ 'ties. Therefore, there must be strong commitment to the

processes of cooperation on the part of‘principel constituencies

or agreements will collaﬁse when sengitive issues arise,
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- " There are, of course, forces at work which Tetard the -

collaboration here neacribed. fhis is obvic,sik the cagc‘since
thgrclipptﬁss in the trcnsicicn pgocess have ceenfﬁ%hvily ‘i
attributed to the tendencies of the various parties that are

in a position co influcnce'it to go their*separcce ways. The - ’
3ituation moves toward collaboratior when one or more of rhese ~ "
parties perceives enlarged. possibilities arising from.it, aﬁd

exercisc the leaQership necessary to oring it about.

T
-

"The mativations for cooperation seem likely to be
strong.en ugh 2 accommodate a.degree of conflict. and under
such circumstagces-conflictncan be a'posi;ive force in bal-

*  ancing the interests in the various sectors. It is, of course .
~easily recognized that what is descriceé is a form of demo-. |

cratic plu}alism .Which ~lways has the potential ror'wise and

unwise decisions. . " . ) B .

The concept of a coliaborative process is.derived from
.the analysis of how youth now fare in. the txansition frcm
school to woggg;%he role key institutions now play inythis.
and the critical relationships which exist and do not exist
among . them. An understanding of the deriJ?Eion of the con- .
clcfion that a‘*process approach should be tried on a pilot- .
basis is necesgsary for formulating more systematic investi-
gation and evaluation of results. It will likely occur to any

-"reader that one or another aspect of this process approach has

been under theoretical development in tge social sciences.
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° Thet there is very much soc.al science research and theory
which treats of aspects of vhat is here desg-_ood ts inevi-
tably the ca%?aﬁnen such & large and significant sector of
- soclety's functioning is under examination- The theory of
adolescent development and growth is involved ‘The faréi body
of : study: now embraced by the term’ organization and development
.1s involved. The body of community development and community
| or&gnization t%eory and practice is relevant. goiitical.

ioieﬁoe...as wuch (even more) than any other discipline is

_involved (David Truman's, Ihg Governmental Process, &s one”®
excelient example) There are behaviors fgvolved wHich are
the province,of Sociology. Social Psychoiogy, and Psychology.
Economics would coneidef itself to be a vehicle for znal ysis
of these problems. The History of the matter is mot to be
Agnored. The placing of this in a theoretical fremework which

is drawn - from the current stage of deveIOpment of the sociel

sciences would require the kind of integration acroas inte;?\ )

disciplinary lines which is seldom‘* 1£ ever..:achievéd.

- . .

’ 4. State'of the Art: Past and Currént Developments

2. General State of Collabo¥ative Arrangéments .

b

’ Tﬁere "has been né survey research approach to.the
grequency and degree of collaboritive processes in~community ’
. education-work initiatives, and such would be a massive ender-
taking. while operationai work by the National Manpower

Institute in coumunity initiatives will permit a compilation
- 241 -
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.o! a cantidnrablo body.of infqrnation all the: information is

no: in. ro: processed. and is-not- available _r syntheqized
_'form It'would in any event. not be bssed on statistical v

ssﬁplos, nor would it likely be the total universe of such
.effbrts ‘ , ‘
v . ' m

‘jWhilé,no systematic survey has heen made, we do know

: N
there are qafair number of examples of  Jllaborative process

that approaches the definition here glven, although most all
would‘have a considerable way to go in implementing a'b%oad
range of joint ventures that would Llose all the gaps idertified

0 -

in this paper in~ the section on the transition to wOo. problem.

o . L ) .
There is much a greater number of communities that have

" launched a particular p;éjeet or program through joint effort

vhere the foundatior has bien laid foi a more ambitious under- _ e

taking.== 12/- . ‘
have.mamberships similar of samewhat similar to what is speci.

fled in this paper that do not fit the definition of"

There are a very lafge"ﬁumber of activitias that *

collaboration used here They are the many "advisory councils
at che local levol to the various parts of the education sys-

~ tem, In their advisory capacity to the-achools. they may

perforﬁ very well ‘or very poorly in terms of the%; intendeé
puxpose . In either case, they do not constitute a "collf'ora-
tive progﬁss" by virtue of the fact that they are created by
' ' the schools with individuals selected by the schools, for pur-

poses of giving advice on the conduct of school affairs. They

LN
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PPN may be very useful to the schools, and a necessary part of &
L
,éjh ' ~dnc*sion maaing,xoar::cularly in the advice-_::zy can give to .

_ vocational education as to the skg}ls industry needs, the
- . -

proper content of courses, and the performance levels idesired.

g-F | The presentation here of ghé possability of collaborat:vefx

‘; veéntures playing a role in the whole of the transition_ to work 1

;ck ¢ 1is not connected with any Judgmert as to the effectiveness or’ -
ineffectiveness of advisory counc:ls, they can very well serve

" their intended purpose and ‘at the same tise leave{nnattend@d

© somé c}ritical portionQ of the tbansition process. . .

n »

‘Having made a distinction between a collaborative process

. here, calléd a Community Education-work Council and an advisory

h »
counc*l it 1is apparent that any distinction is in what whey ' :

actually d¢ rather than in what they are called what started

!t

ssive
role, -and vice versa. The possibility could not de rTuled out.

with the ‘intention of joint intiative could end up- in a pa

_'that there are advisory councils functioning very much like
Community Education-work Councils

L]
LY - . .
L

. o

* * ' *

-~

) . A number of recent initiatives ;Ed pervpectives are

changing the current state of affairs with regard to loecal
. collaboration. This inéludes

- -k
the effects of the implementation Cot
of NIE's Experience Based Career ﬁgﬁcation Models, Kenégth B

- »
.Hoyt's increasing‘insistence that collaboration is vital to -

Ed

174
Lhe success oftbareer Education,

the increasing activity of
“

national organizations such

T

a8 the American éssociation \
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of Community and Junior Colleges* the Human Resources Develop-

_ ment InStitute. the ﬁational M1iance of B& .-assmen, the
" Chamber of Comiterce, the Department of Labor in*its new occu-
pational information programs, three federal abinet agencies
cting in concert (HEW, Labor and.Cotmerce}, ‘and the National
Hanyﬂwer Institute, In short the state of the art is in a
state of development. -'4A ) ¢ o .
T : _ : -
For thinking about syStematic research and evaluation
attem@ts, it will be useful to inject .an ongoing project that

could be a basis for more scientific addi*ions or followwons

hY

'b. ggg NMI/Federal Government Pilot Effort

‘o,

&
So .far the discussion has been of local collaboration

L

as a response to a. set of findings about the Youth transition,
but in general rather than in terms Sf current. developments
An efforgy,;. just stanting, will be described to aid in consid-

ering research’ and evaluation activities. '

A '

-

The Departments of Llabor, Health, Edﬁcation and Welfare,
and'Commerce‘are lanﬁghing,a pilot effort tv increase collabo-
ration at .the comhunity level, in the fofm of a Commﬁnity Work-

Education Consortium,. It has the following elements:

. a. A cooperative arrangement among the three Cabinet
departments,

b. A Work-Education Consortium of 15 communities and

the involvement of about’ 15 other communities
with collahorative effort%b
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, effort. The broadening of that collaboration to include .

‘ v

A‘-

-
i -

¢. The use of p;ivateaintermediary (the National
Manpower Institute) in establishing ‘he Work- R

(¥ 3

Education Consortium,
+ d.  The cooperation&sh a variety of rnational
‘organizations towruentify,the other communities,
e. ' The provision of technical assistance and PO
information about simifar«effog;s across the’ ﬁV
Jnation, aid consulting serviceg o the partici- / .
pating qeggunities. and | 5 . >

£. A comunity desk arrangement manageé by the 7
Ceering Groug to carry out a "special rela-
tionship"_wi; the participating communities'.

The coming together of the three Cabinet agencies t» .
s ;

pursue a single oQéective 1s the starting point of the‘pilo: N
) Sy

national organiéétioéa* provides a proper foundation in
Washiﬁgton:from wéich to erect col;abo;%tive arrangements at

the commuqity'levei. | Tk ’ : N
' Faégd at the oatset‘was the.Question of how ilocal collah-
orhtion could bevencoﬁraged from a naé%Bnal level, particularly

when it originated with the federal government. Would it be-

“a contfa%%ction for 2 federal presénce in-a local community -

to. urge local, and heavily private, initiative? The answer

was that it would not ba & contradiction 1f the federal{yole
was limited to é’”n_coir;ragen:ient, i“f%lit were clearlij;)not a fede-
rally funded "gﬁégram" that wouid make communities think it
wag:just ;nother avenue for obtaining federal financial support,

and {f non-federal, and non-government instrumentalities were

* A few examples would be themAmerican’g%:sonnel and
Guidance Assoclation, the Ameritan Association of Junior and
Community Collegel/ the Nacvional Alliance of Businessmen, the
Buman Resources Development Institute. -~ 245 -
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involved in direct relationships with the communities, and with

counteypart organizations within the cormun.:ies.

z

1t has ﬁeen degi@ed that one pfong would be the organiza-

. tion of 2 network of 15 community collaborative efforts (called
-a Work-Education Consoétium) with ‘the assistance of a - ‘
.ﬁhshi&gton-based nonprofit érganization:”the_Nétional Manpower
Instituté.* The other would be the gglection of anideitional
15 commnpities throgég the national organizatiohs previously

. referred to.

" The communities included in the network will haye to
"demons trate the potential for collabofatibh Theréﬁwil’ ée
given special oonsideration to communities where efforts are
already underway and there is potential for broadening it in
terms of the tatuge and level of the.particip§tion. and

extending the substantive work ‘undertaken in the "gap'".dreas

~

Of the transition from school to work. " There is a desire to

recognize and work with the particular forms that haVe

5

evolved In parti.cular communities”and to contribute %o tueir
e .

evolution into fuller blown initiatives and models.“

S
H‘

. *The greater development of a collaborative Process, and

expansion of_the'substan;ive agenda, is expected to occur from:

s the consulting'assistance provided by the
National Marnower Institutc and the federal

* Willard Wirtz and the Mational Manpower Institute published
The Boundless Rescurce: A Prospectus for an Education-kork
POILCE That book develops the recommendation tor pilot Cocmu-
nzty ducation-Work Councils in che first four chapters,
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3 Stee;r.;;,;;g Group, on both thz collaborative
process and substantive matters,

# the assurance of adequate secretariat services

- to a local Council, to get the work done,
providing very limited financial or other
assistance where that is necessary in light
of a particular local situation,

e the "special relationship" which will be
develeped between the three participating
Cabinet agencjyjes and the g, communities,
which may further tie intég;ation of ongoing
federally funded efforts with the work of a
Community Council.

i

¢ the interchange of information and ‘deas
which results from a network arrangement, such
interchange to be facilitated by the National
Manpower Institute.

@

, ey <
~ e, %gerational Criteria for Identifying Council Approaches

or the rilot Errort ..
—___—-_-{,hi\_
v ,?

In the first part of this paper, .there was provided a

dafinitioﬂsof a “collaborative process' as used here, and
applying generally to thgﬁponcept of Community Education~Work
Councils. 1In connection with this first pilot project, there
will be a screening and seleczion procedure to identify the

commuriities which will be recommended to the Steering Group

4

‘for selection. In all cases, the communities must show the

existence of some collaborative:brocess Once that is estab-
lished, the criteria used for recommending inclusion will, for
the majé part, relate to tie need to achieve diversity, so as
to observe the possibilities in different settings, and for
having the most to exchange among the communities. The first

step will te to identify from 35 to 40 commurdties from which
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the lelection of the fin&l 15 will be made, using the following
guides:

A. A variety in the sources of leadership in the
achlevement of a collaborative process, .

The‘possi ®ilities include some segment of the

#

educational community, the employing community,

.ﬁ}

4

organized labor, local government, parents,

the voluntary secror, students, and just con-
cerned citizens. Within such grcups, there are
varying possibilities. In education, for example,

there is school management, the teachers, the

-l

counselors, and career education initiatives.
In the employing community, there are ad hoc
groups of emplcyers, the Chamber of Commerce,
and the National Alliance of Businessmen.

B. A variety in the stages of deve&opment of the
collaborative proc cess.

* i
- The interest would be to have communities
ranging from a collaborative process just

started and stimulated by The Boundless Resource

or the creation of ‘the Work-Education Consortium,
to a situation where a Council-type operatiom

has been underway for several years. Some efforts
will consist of a set of representatives of par-
ticular institutions. Others will have a broad
individual membership, with dues, annual meetings,
election of officers, ete.
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C. ngggzﬁnggg in the substantive 2genda resulting
trom the collaborative process.

While there will be no attemg. to prescribe the
3:substantiVe approaches that must be undertaken
by the Councils, the review of the tramsition
: process by NMI and others would suggest that
substantive actions would be likely in the following

areas:

- 1integration of experience with education,

- counseling assistance drawing broadly on
community resources,

-~ placement assigtance and follow-up,
- information for career choice,

- systematic exposure of counselors and
teachers to the nature of work,

- generally, reduction of barriers that may
exist to transition to work—for example,
faculty information about the restrictiveness
of child labor laws,

/".1 « attitude formatiom of students to work, and
- industry to students and high schsol graduates,

- understanding of the workworld znd how the
local economy operates.

It is unlikely that any existing collaborative process is
opgrating in all of these areas. ﬁh variety of agendas will
| Facilitate the interchange of information that will, hopefully,
.a broaden all of them, and also provide the expertise within
* the Consortium on all substantive areas of ?he transition to

work.
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QQ&bD. Variations in size and location.

While there will be no attempt to secure “i
statistical representation of all commuuitiass
in picking the 15, it will be desirable to ,
have a variety in terms of size and geographical
location. Also, something less than the entire

city or metropolitan area could be included.

After initial identification of tha 35 to 40 communities
based on theconsiderations above, a considerable amount of
Ion-site interviewing and observation by the National Manpower
Institute will take place. The criteria for selection of the
15 will include:

e the strength of commitment from employers, =
labor, the education s¥stem and other
community segments,

¢ the possibilities of the effort succeeding
in what it 1s attempting to do,

e the actions that would be taken to improve

the collaborative process 1f the community
were selected,

The description so far is of the Work-Education Consortium
to be facilitated by tﬂe National Manpower Institute. As
stated earlier, another small group of communities will be
selected by the Steering Group of the three Cabinet agencies
working with national organizations, and wicthout aﬁ intgrme-
diary or a network arrangement., In addition, the National

Manpower Institute will provide an Information Exchange Program

1 -~ 250 -
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which extends beyond the formally participatiing communities,

but incluges them. This will have the resulc of providing&\
. X

some stimulue on a much broader front, and also be a vehicle

to report developments within the communities formally

.participating,

It is-entirely possible that other initiatives will be
taken by the Steering Group that relate to, or impact on, the
pilot communities that cannot be foreseen at the present time,
since the three Departments are operating within a broad man-
date from the President to bring the worlds of educarion aund
work closer together, '

&

5. Hypotheses and Information Required to Test Hypotheses.

. While the just descrihed NMI/federal pilot effor: is
helpful to give some content to what would otherwise be a very
general discussion, the scope of this paper 1s the Council
concept, here meaning a broad process of collaboration at the
independently of this particular pri;ate effort, and addi-
tional ones could be formulated within a research design.

The hypotheses as to changes effected should apply broadly,
although it is again'helpful to irelate them te a specific
undertaking. What follows, therefore, is somewhat specific

with regard to the approach being tried on a pllot basis, but

Ls
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with an eye toward the larger array of efforts that meet the

definitions used in this paper.*

The pilot effort is not a controlled experiment, and it's
use here for illustration and focus should not suggest that
scientificaiiy precise data of the kind desceribed will come
out of the pilot effort itself.

The central hypothesis is that the achievement of collabo-
ration among the specified institutions will lead to the taking
of a set of actions that will provide enlarged opprrtunities
for youth to mature sooner and more surely in'ﬁgrmﬁ of inte-
graﬁion into adult work. pursuits. The sub-hypotheses may best
be related to the stages or levels of the development of the

collaborative process and how each evolves frua the g%ior

stage. The author's view of the-curﬁg%é:siig%'project will

be the basis for relating the information needs te the testing

3 of each hypothesis.

1. The formaticn of a Steering Group which consists
oL representatives of three Departments should
Tead to a plan, and the execution of it, that is

the result of collaboration among them.

The isolation of the three key Cabinet agencies from
each other in efforts related to, or impinging on, the transi-
tion to work is as great as at aﬁy other level of government,

The process by which the community effort will be carried out

* As far as they might relate to cutcomes of the described
pilot effort, it should be said that they are the author's,

and are not an official description of the National Manpower
Institute. The author does not have operational responsibility
for the pilot program. - 252 -




at the fedcraé? level shows promise of more cxtensive integra-
tion among the agzency which has education, the .zzney vwhich %i
has youth mappo?er programs snd a labor clientele, and the '

~ agency whose clientele is the business community.

nfo tion Needed;

¢ Does the collaboration continue past the "kick-off"
stage of the project?

® Does Lt-tend o draw.in participants at the political
executive level, or does fhe.agency representation
drop down and down the hausrarchy as often happens °.
in interagency arrangements?

® Do the Departments reach agreement among their own
agencies, or does it become 2 collection of program
managers from within the three Departments? .And if
80, does thaRyrepresent a drawback or an advantage?

o Does it tend toward a traditional approach of
atrempting to define and install "programs” or does;
rs.carry through the objective of stimulation and ‘
encouragement of local initiative? o

2. The use og_g_ggivate-inté}média should
facil

tate the encouragement ¢ . local initiative
In crezting collaborative processes.* '
e -\.\.._— ) B

3

The nece3§§§y formality of a relationship between the
federal goverument and local institutions and agencies, the
intended combined private and public character of the process
to take shape in the locality,'thesneed to bave a single point
of community contact when three federal agencies are involved,
the objective of reshaping the use of existing public and pri-
vate resources at the local level rather than any more than

"petty cash" expenditures from the federal Treasury all

* A private intermediary 1s used in the described pilot ¢
effort. Obviously, many collaborative efforts spring from
the communities themselves. - 263 -




suggest the‘gonefits of a privately based organization to do
the developmentsl work within the’ communities, and follow

through with then once the Consortium is in existence.

Information Needed: ,

| i

¢ Does the private intermediary achieve the apvropriate
balance between representing and fulfilling community
needs and serving the interest of the federal govern-
ment to whom it is under contract?

Does it succeed in establishing a relationship with a
large enough nutber of communities to snable the
creation of a 15 communitvy Consortium?

Does its relationship to the Consortium seem to con-
tribute to the improvement of the collaborative
process over what existed in those communities before
it was formed?

What more do we kaow about .the use of such private
organizations in furthering the objectives of the
Stesting Group when the project is finished?

3. The joining togethezr of 15 communities in a
Consortium should increase the degree o

collaboration within the communities, and
the range an ality of substantive efrorts

growing out o R &

There i3, of course, the choice of working with each
community se;;rately. The routs chosen here offe¥s the possi-
bility that by an interchange of information and experience
among them more will happen than i?bthey developed alone.

Beyond the learning opportunity each may have isg the pgssibility

of some competition for being viewed as among the best.

.
i

Information Needed:

9 Does an iInterchange of information really take place?
¢ Do communities care much about what others are doing,

or do they tend to maintain an isolation?
- 254 -
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Are they overly influenced by a majority opinion
among other communities about what ic appropriate
and what is not?

Or does it work the other way...a desire to £hieve
" a uwniqueness in approach that distinguishes one
community from all the rest?

4. ¢'Participation of the ggmifies' in the Work-
2OUCE&tL ehould increase the degree
, Ef'coIIaLoration among sectors of the community
that _can make important contributions to -
48818 E Youth mave 2 trinsxt;in tﬁ work and
sned L1 on what n%re ents the total
- @LIRXL nave tnat resulit, S0 as t raci'gtate
Spre&d t ther communities.®

. t‘
The intermediate objective is the furthe® development

of a collaborative process among the key institutions and

i/
seutors. The federal interest and special relationship with f

thzse communitfge, the making avaiiable the services of the %
National Manpoﬁer Institute, the provision of consultants, and
the formation of a network among the communities are all for

the purpose of increasing the depth and scopé of collaboration.

Information Needed:

iy

¢ Does the depth and scope of collaboration in the
participating communities actually increase?

Does collaboration proceed to some point where the
tough (and more decisive) i%sues are joined qu
then stall? 2

Does collaboration result in relevant changes in
the intermal operation of the separate imstitutions
that are favoratle to-the transition process?

Does the wider involvement attract the attention
nf the community political process?

* If, in fact, the final conclusion is that this would be
desirable.
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o B "
S. The process of collaboration should lead to

the creation of an agenda Tor suostantive

actiogs {(in such areas as indicated -~ vage 27),
the establIshment cf priorities among them,
and the Im,lementation of the agenda.

K-
Once a collaborative process is underway ,@the question
o L4

2

will become whather it results in anything b sides talk and
thqu;changé of information. In each communitf in the Consor-
cium, a plan will Le developed for moving education-work
cooperativeginitiatives forward. That, of course, is no guar-
antee that the plan will be carried¢5ut, or that it wilgﬁbe

" carried out effectively. S&iﬁ plans do, however, establish a

local basis £§§ assessing the quality of further activities,

Information Needed: L

¢ Do the subs’antive actions address a broad t ﬁ‘ﬁﬂﬁgﬂ_f—'
ftransition matters, or tend toward a single "pfoject'?
¢ Does collaboration follow through into joint imple-

mentation, or do the actions taken end up being
those of individual institutions?

_FM-

¢ Are existing community resources utilized more than

they were beéiore? &

"o Have opportunities actually broadened in terms of
- placement assistance

+ counseling for career and career preparation @
choices ‘

- experience opportunities integrated with
classroon education

- privategfmployment
- community service
- occupational information

- education on other timetables than the present'-
straight through expectations

- changes in employer attitudes toward hiring Zatmeg .
youth under age 21 a-\;
. N
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those additional {or other) goals thy community
MRy sm, .
“das the 3 alitx of the opportunities in those arecas =
benefited by the collaborative  process by which
they were créated, as colaipared to other efforts
that spring from single institutions?

<3
The development 9f a comprehenisive research desigzl ‘would
not stop with the matter of whether or not the specified
opportinities wers created. The central hypothesis referred
to “enlarged opportunities for ?fduth tO mature sooner and
more surely in terms of integration into adult work purstﬁts."
‘;Hhct:_hcr the specified oppormmitie? lead to such integration
is a matter not to be takengfor granted in a research study.

_}glthough the length of time which would be involved to test

:gﬁgf:hc;‘ théée opportunities lead there would likely be in the

vange of four €o six yaars...and perhaps longer.

o) ,
B




L

v

. Theekoncept of a collaborative process is applicable to
creatiné opportunities for adults to move more easily from
work to education.szhgwlargesé differaence is that there is
a societal\expectation'that youth will go to work. ngre is
much lessﬁio that adults will g0 to school. But the same
institutions are involved, if for different reasons, and the
same possiyilities for cé@iaboration amonsethe key private

and ggblié‘institutions.

5 There is enough similarity in the process of collab ration

that was described in the youth paper to make it redundant to

repeat it in connection with adfle transitions. It is chiefly

" the nature bf adult problems and potential opportunities, and

the  character of the agendaqihat might come out of the cgllab-
orative process, that is different. Therefore, the discussion
which follews will be about the nature of adulgngransitions,
and the hypotheses Ei to the outccmes of suzh a collaborative
p%?cess. At the present time, there is no pilot effort with
adults comparable to the one now commencing under aegis of the

three federal Cabil.et agencies.

i. The Transition to Education Priblem

Entry into adult life means, for mos”~ people, the end of

education, often with only the limited training by employers
K - 258 - 4
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on the job. Yet, workers have needs-tqﬁast or, them by constant

changes in the economic machinery that requir that they adapt

Ay

nr become dropouts fngp industrial society. JWorkers become
*_Qyjdislocated from their‘jobs due to techniégédfnl change,
national economic policies, changes in consnmg; buying habits,
geographical re;ocation of industry, advern:mI;Eernational
competition, and just piain mismanagement of‘Eggjc firms. A
shift in jobs or occupations often requiézghformal education

and training. R

D Bevond ontright dislocation, the. opportunities for
moving up the skill 1&&der during the career vears frequently

depend on education or train£n3 (and the certification which

-

£ results); if not availabliifit-meanc the worlk2r is stuck on.

one of the lower rungs. Non-realization of career goals may
result simply from having made the wrong cholice when younger
...in a system that doesn’'t give many second chinces for sub-
stantial redirection of careers through education and training

opportuﬂ%%ies. 2

Often, the adult worker did not, could not, take advantage
of the 12 years of free educatior:??available to all...if it is
taken at one sitting and before the age of 20 or 21. Fifty-&%gk
million adult Americans have less that 1Z years education. N
Proportionatelzs more adult blacks and other minorities are P
'_6-: in this ysituation. The increaéing opportunity for o years

of education beyond high school at a modest tuition in a commu-~
_ nity institution is a comparatively recent development,
A - 259 -~ - o
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one which was not ;vailable wheﬁ%the great majority of today's
adults were ?eav'ng high school and stili wicthout fami -
responsibilities. The lack of concentration on adult needs
affects particularly the chances of women...who may be entering
the labor market after meetin@ﬁrhe responsibilities of wmo ther-
hood, or who already may be in a "reserved for women only
position'...to take advantage of whatever reduction of sex

1)
role siereotyping may be occurring..
™

While there are ¢:velopments) in some places, and on
particular frongsé that can be built upon, existing circun-
stances are reiﬁforced by institutional and governmental
practices, inadequate information networks and low

exXpectations.

e Adult education offerings through the public :#chool
system are limited by state and federal funding
levélsi the range of curriculum choilces, anZ the
assumption that...for adults.”. .educaticn is some-

thing to be offeggg only on a part-time basis.

Employers want to hire people already trained, and
ghey will limic investments in humad capital,
fearing that other employers will pirate away
employees whose training they did not have to pamy

for.

Unemployment insurance provides cash assistance

when people are uneaployed, but under circumstances

- -

w4 +
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There.are only a few models of brokering

that greatly restrict using the available time

for education and training.

services to match adults' desires for education

or trzining with existing opportunities. While
these wodels point the direction, suvch services

are largely unavailable.

The training opportunities which doexist
ofcen do not match standard work schedules, and
employers have been slow to adopt "flexitime"

arrangements.

"

Employers and unions have, in some instances,
negotiated tuition refund and education sab-
batical pians, but where they exist they are often
taken advancage of by onl} a small percentage

of woricers.

Training and education available under such S
sublic programs as the Comprehensive Employment

ard Training Act and tho Social Services program

of the Public Assistance Act are oftren shaped

witheout the participation of representatives of

pestsecondary ed:cation.
Postseconcary edvcaction institutions do not
Zenerally nhzve the cliose reiaticnships with

employers ané unions char weouid help workers

- 261 ~




take advantage of opportunities under bilateral
or unilateral education programs, no: do the
relationships produce added financial resources
to expand offerings by those institutions to

adults.

¢

e Educational certificétion opﬁortunities are
frequently blocked by a lack of integration
with formal education institutions, so that
academic credit is often not available for

comparable work.

e While work is underway in the CAEI. Consortium
on translating work experience int¢ academic
credit, it is not yet common practice, and will
require close linkages between pPostsecondary
institutions and industr?, in order to facilitate

movement from work to education. ~ -~

e Communicatiors between comgunity postsecondary
educational iustitutions and employers/unions
are underdeveloped—so as to take less than full
advantage of matching skill/credentisl reguire-

ments with the content -of course offerings.

This is the situation with regard to aduits that would
warrant collaboration among the several institutions and

. séctors.
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2. Possible Agenda for & Collaborative Process

What a Community Council will want t¢ do and what priori-
ties it establishes is, of course, up to the participants,
after acquainting itself with the kinds of concerns expressed
above and taking stock of the particular conditions in the com- '
munity. We can speculate as to what kinds of undertakings ‘
might result...a series of possible activities which could
constitute the agenda.

® An inventorying and recordkeeping system of all
education/training opportunities and relevant

facts about them.

o An inventorying of current industry practices
with respect to availability of .u tion refund,

e paid educational leave and 'flexitime arrangements.

e A cooperative venture with employers and unions
to increase awareness of opportunities among

employed workers.

¢ Achieving an understanding of what kinds of
opportunities employed workers want, and commuy-
nicating that to local education/ training
institutions,

e Operating a cooperative counseling and training/
' 7{f' education brokerage service for the adults of

the commﬁnity.




- - -

e Arranging with the unemployment insurance
office for informing clajmants as to community -

opportunities for education and training.*

o Creating cooperative attempts to impfoée job

quality and productivity,

- -

e Reviewing the effectiveness of such local _ ,i”l;-”

_operations as the public employment ée:vgce
and vocational rehabilitation in meeting “he . i -

needs of adult workers.

e Creatung greater awareness of sex role
gtereotyping in hiring, promotion and access

to traihing/gducation opportunities.

e Preparing proposals for pilot programs (to
be caéried out with state, toderal and
foundation assistance) to provide the remaining
entitlement for those aéults who have not yet

recelved 12 years of free public education.

e Establishing linkages to the CAEL Consortium

to convart experlence into educational credit.

3. Hypotheses

The outcomes are likely to vary conéidarably among a set

of communities undertzking such collaborative efforts, because

* Particularly where arrangements could be made at the state
and porsibly federal level to cooperate and help finance such
pllot efforts. .
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< ﬁgﬁesizéd_outcomes are as follows:
. More effective use of the public and private

-~ finaneial resources available to adults for

further education and training.

:'iﬁprovement of information provided to aduits

about education and training opportunities.

R;ﬁpval of some of the administrative and
‘oféaniza;ional obstacles (in education and w&rk
| institutions) which act to limit the fullest  :
‘ and most effective use of thése finaneisl and"

human resouvees by adults.,

:E‘EQp?ékémént in the communication processes
*zhefééeﬁ'educatioﬁ_iqstitutions, work institutioms,
- workers anqAééhér adults essential for developing
‘e&uéqgioﬁ programs and- curricula responsive to

- the needs of adults.

ingfeased‘access of educational institutions to
";q - - public and, particularly, pfivate education/

- ' - . training #Qsources. ‘

C{f;'ui_ e Improvement of community resources as instruments

in the‘developmenﬁ of policies, plans anc programs

of what might be quite different priorities on where to start.

. However, for a set of communities taken as a wnole, the hypo-

&
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- .;which affec* tﬁ; &vailability of and relevance of
- '“education and.zraining Opporrunifies for adults.

It has mGE been the purpose Qf this—paver £o devnlop a
research design, or a specifi& QValua'ian approach with regard

to 10xal col;abarative procegﬂj; ‘or dealing with_educatlon

and work transition§.= Rather, 1: has been te at emp: to lay

the grounawork for that kivd of el fozt, ard pravide a starting

_piac“é' for ‘ufther discussion and davelomem: “among. social

scientists 26 evaluarorsgfi? c gk
- ) & -—- : - a3 - . . "‘}?’
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TOOTNOTES

1/ See The Boundless_ Resource, by Willard ¥Wirtz ard the
VYational Manpower institute, 1975; 4 Critical Look_ at Work
Heasurements, by ¥illard Wirtz and Harold Coldstein, L1975;
"Youtn Unemployment and Career Entry," by Paul E. Barton in
Labor Market Information for Youths, 1975; “Human Resources,
The Changing Labor Markat and Undergraduate Education for
Youtns," by Paul E. Barton, in Liberal Education, May 1975;
"Youth Trarsition to Work," by Paul E. Barton, in From School
to Work, 1978; and "Learnlﬁg Through Work and Education,” by
“aul. £, Barton, in Experiential Learning, 1976,

%/ See The Process of Work Establishment, by Marcia Freedman, N
©59. s

3/ A wore comprehensive treatment of Councils is contained : oy
in The Boundless Resource, by Willard Wirtz and the Nacional-
Manpower Institute, 1975. There are a number of other compre-
hensive documents that both influance this one and provide : B
dimensions not fully covered there. Most particularly, : 3
Coleman, et al. Youth: .Transition to Adulthood, 1973; g
Bridging ~—the Gap, 1he Coilege Entrance anmlnatlon Board
1975; Seymour Wolfbein, editor, Labor Market Information for -
- Youths, 1975; the saveral volumes'E} Jeraid Bachman, et al.,. o
' Youth in TraPSltiOﬂ, continuing; interpretative pieces by S
Herbert Parnes of the longitudinal study he diracts; ¥Fredrich . i
Harbison, editor, The Transition from School to Work, 1965; -%F- - %

Y Marcia Freedman Tha Process of WordmiEstablisnwent, Qo%_ a
< % volume of pavers {in prezs) on the-youtn transition commis- =

SN sioned by the National Commission for Manpower Policy; the e
‘! recentflarticles and speseches by Kenneth Hoyt and Sidney -
R Marland; the report od the National Pan°1 on High Schools
Ca T e and Adolescent Education chairﬁd by Jobn Hanry Martin, 1974;
i and Frad znd Grace Hechipnger's Crewing Up in imarica, 1975
E (for a broad historical perspective); ilutn Weinstock, The
< Greeninrg of the High School, 1973.

4/ See particularly tha studies of Freedman, Diamond anj,
Sedresian, Gavett (3urzeu of Lador Statistics), and the &

National Manpower Institute. : -
J ;/ See particularly the work of Folk, Kalachel:, Barton. .
s ¥reedman, and Saichman using the 1ongltud1nal data of the
e University of VYichigan survey and Projact Talent.
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  i   2&&1




8/ See Wirtz and Goldstein, A Critical Look at the Measuring
of Work: Stern for a recent review of compucerized job place-
-vant systems; Flanders for a review of what is now available
from Washington, and Lois-Ellin Data as to the state of know-
ladge in the area of evaluating the efficacy of veccupational

. information. y
: Vi
S "7/' Thave is little here in the way of comprehensive surveys.
e There is & paper by Gallagher in press with the National
S Commission for Manpower Policy. Thers are several evalceations
of effects of the government work experience ‘programs bdy
: Stromsdorf’r and the Systems Development Corporation, a pro-
B posal. for “Educational Work Zxperience' by Silberman, who has
done a study on "Job Satisfaction of Work Education Students."
N The possibilities for community service and "acticm learning"
tre explored by Havighurst, Graham, and Eberly.

USRI 8/ Thera has been very aittle dttention to placement services:
- 5 to students in the research literature, except for the many
: zurvers of how people find their jobs (such as the longitudinal
- study cited .in the text), in which teenage vouth always show

up sg not _getting them through the school or public employment
g service {fyany significant proportions. Early surveys {1963}
= show that many more college students gat their jobs with
~ ‘schocl help t high school graduates.

.9/ The most comprehensive recent survey of coumseling is by
Winzherg.

10/ See the siz-city studv of the impact of child labor laws
“donducted by the Nafional Manpower Institute for the National
Comnirtee on the Employment of Youth. i

_§§:i11~ Ehi&,is ret a'maﬁzsf on which there has been any careful
- i " @ttsnftdon, except .as such obstacles have been encountered and
77 ovsrcowe in specific work experience projects. &

:, €21;:?5; a Yairly recent summary of such efofrts see Gallagher's
1r.aﬁf-§§§Eﬁ commizsioned by the Natiomal Commission for Manpower
PR olicy. .

Iy .
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INTRODUCTION

Background "
Since World War IIéjphgéﬁag;oghhas experienced mass migggtions
of both industries and people, the almost total mechanization of
agriculture, dramatic techmnological changes in business and industry,

Kthe expansion of metropolitan areas (in which most of the people now

@

live), ever-iffcreasing centralization of major industrizs, and
expansion in both the educational establisﬁ%ﬁnt and in educational
opportunities. Itlis perhaps inevitable that in the &éee of such
rapid change, the conditions vpon which jfast relationships between
schools and ot “é. institutions were based have disappeared, and that
new means -- based on current conditions -~ to improve the nexus
_between education and the larger community (especially between
schools and the w«rk sector) have been sought. The search has beeh®
conducted, with varying degrees of intensity, during the entire
period of change, and has resulted in‘;onsiderable activity from the

lqcal to national levels, (
i For example, it is estimated that more than 100,000 representa-
tives of business an;}industry are presently members of formally
grganized vocational educ..cion advisory committees, additional
thousands serwve on Jo_nt Apprenticeship Committees and as advisors

to individual instructors of vocag%pnal education programs, and
approximately 4.5 million employers and 40,000 national, regional

and local business and industrial associations and labor groups are

4 .
presently providing materials and voluntary services &2’ the educational

—_—



Aruitoxt provided by Eic:

g -

system.lf A recent study indicates that of the 90,007 members of
schoé@iboards, .erving 15,780 educational jurizdictions throughout
the nation, 59,400ﬂ(or about two out of three) are representativaes

of management.gl Since 1943, che number of vocarisnal educa™ion

0 - .
advisory councils and commitcees has increageq teq;fold,if and since

the 1960s, variously named plamning and advisory councils relating
both to federally sponsored manpower programs znd federally mandated
educational programs have mushroomed by the thousands.

Despite this proliferation of mechanisws designed to improve

-t

communications between schools and the larger community (especially
the work sectof), che chg;ge is still made -- indeed, is being made.
more forcefully than eve;cbeforé -~ that one of the major reasons
youth have difficgiities in making the transition from school to work
and adﬁlts are inhiﬁited from moving giém‘work back ‘nto school is
the "isofétiqg" of &ducatioﬁ from other institutions at the coomumity
level. WillaEd Wirtz best sums up the charge in che first paragraph
of The Bouﬁdless‘Resource:

"A good daal of American achievement traces iﬁg%ne way

or another to the  developuent of Education and Work as

coordinate forces. They have, however, been distinctly

separate developments contxolied by independent

soverefgnitiés -- with the consequence that in most

people's lives lzarr ing and eaming pass as totally

isolated ch;ggggg (emphiasis added),"4/ '

The same theme is reiterated almost daily by rep:eseéfatiyes of

the higher echelons of government, education, labor, indusﬁry and
'Ether institutions. Xt would apperr that there is an overwhelming

congensus among the’%isolated insvitutions” vhat they should in some
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w&y gef\together andvend their isolation. Closer examination, reveals,
however, that the consensus exists only in the generality that more
substantial linkages are desirable; when the talk gets dowm %;
specifics, consensus generally bré;ks down. School Boards and
educators wanw.help and advice, which they can either accept orxr
ignore, but they are cool to the suggestion that educational policy
and prdgrgm decisions be shared with non-educators. Labor unions,
although generally supportive of the public schools, often take a
dim view oS work e&ﬁtation programs ig;areas of high unemployment,
and balk at suggestions that the Fair Labor Standards Act and other
similar state legislation be modified to permit increased employment
of you;h. Business and industry often appear to be promdting their
own é;écialized interests -~ the promotion of free enterprié% and
the prgpération of students for jobs .in the business and industrial
complex ~- to the exclusion of all other educational activities.

These are what Wirtz calls the areas of "tension," but as he

notés;_ "...productive tension is probably an essential element in
constructive change."if Nevertheless, the historical and curren:
factors which contribute to tension should be understood if the

alleged isolation of institutions is to be eased. Although it is
beyond the scope of this paper to privide a detailed history of the
relationships between ﬁucation, industzy, labor and other institutions,
a brief summation of some of the major tensions which have existed
througﬁout U.S. history, and ;Eill,exist today, would lend clarity

to the discussion which follows.

Industry~Education

Although industry’'s attempts to influence education were minor
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durins the middle to latter parts of the 19th century, the amount of
education most students received was lifiited by the labor demands

of business and industry -- which is another way of saying that
industry actually did exert controi. As Wirtz points out, "the
education that ﬁ;g the subject of principlz consiéeratioﬁ in the mid-
19th century was largely elementary learniqg, covering only those

"

essentials that had to come in the beginning." The amount of
education necessary was about 10 years, "which happened to coincide
with the pliysiology of the strengthening of 2 boy's arm and back
muscles and a girl's coming of child bearing age."gj'

Industry was a prime mover in the passage of the Smith-Hughes
Act of 1917 -~ in fact, the U.S. Chamber of Commerce was one of its
major champions -- but regardless of how necessary a national progranm
of vocational education may have been (and still is), industry's
motives in promoting the legislation were not altogether altruistic.
The Act <vas directed primarily towar& the children of immigrants- and
tenant farmers and sharecroppers in rural areas. Its purpose was to
prepare boy's: for work in the nation's factories, mines, mills and
;fafﬁs..and girls -- through hoﬁe economics courses -- for work as

housekeepers, nurse-maids and cooks in other people's homes. It was

)

only recently, for example, that. blacks have been enrolled in vocational

education programs other than agriculture and ggme economics.
Industry dominated Boards of Education in “company towns" were
.primarily interested in turning out disciplined young workers foz
‘the towns' mines, mills and factories.
Indeed, the liberal reformers of the late 19th and early 20th
centuries worked actively to reduce industry's influence on education,
and to a great extent they succeeded, thus possibly contfibuting to

.

- 276 ~

290




today's "isolation."

The uneasy relationship between industry and educapion continues
today. Some educational commentators delieve that industry controls
che séhools -- through overwhelming representation on boards of
education, through domination of curricula as represented by produc-
tion of textbooks and educational hardware, and through pressure on
schools to prepare youth for jobs-and careers in indus&ry. According
to Percy Krich:

“...industry is a potential threat to education’s
leadership in preparing future citizens. 'Industry

and Education’ implies a relationship between ttem as
equals. The real question is whether there is an
equality relationship between them....As an educator, £
I must determine true relationships by facing reality.
One can "develosp attitudes' toward industry, but one_
must face the fact that industry (big business) Has
more control and impact on society th;n the schools.
Through this impact, big business, in esSence, controls
the schools as well."l/

Although most educators would not line up behind Krich, his
statement does illustrate the wariness that characterizes education’s
attitudes toward industry participation in school affairs. The
suspicion, however, is mutual. -Indusféf, for its part, suspects
that in many instances, educators are hostile to the free enterprise

system, and that they pass this hostility on to their students.

Labor Unions

Organized labor has 2 long history of support of public education

as wel} as involvement in vocational education. Some 500 members of
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thelﬂfL-CIO serve on boar;s‘of education, and AFi-CIO putlications

. occasionally carry articles encouraging members to participate in

local and state public e@ucation matters and to support increased

faderal. aid to all facets bf public education. However, union support

of education often is no wore alfruistic than that of other special

interest groups, including employers. For example, a major activity

of éhe AFL-CIO Education Department is to promote utilization of its

text and other literature dealing with the union movement im social

studies, civics and history classes, and as more and more public

school teachers become union members, it can be predictad that labor

education materials ia the schools will find greater acceptance.

Furthermore, unions have taken a d*m view of the expansion of work i
education programs, especially in areas of high unemployment, and
where programs are initiated without being first cleared through

union representatives. Fiially, the elimination of child labor, \‘?
‘and the establishment of the eight-hour day and forty-hour week were |

among the goals of the American labor movement for a century before

they were established as norms by the wage and hour legislation of

the 1930s. It is, therefore, closely akin to sacrilege -~ especially

in a period of higg unemployment -~ to ask labor leaders to agree -
to a relaxation of these laws in order to increase employment oppor- ;g;

tunities for youth.

Ay

The Concept of "Youth"

The concept of what comstitutes "youth" has changed in the -~ ‘
United States over th: years, and-this change has brought about a
new role for education. Joseph F. Dinneen, in his biography of James |

Michael Curley, the late perennial mayor of Boston, noted the following:
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"The age limit children must reach, before being freed
of legal obligation to attené school, was not raised
because ward or city bosses thought education was éﬁod
for them, It was raised to solve a different prqbiem,
As the population increased, a labor shortage disaﬁpeared
and a labor surplus was created, A time came when the
ward bosses found it difficult to keep heads of families
employed, let alone their éhildreﬁ; When the preésure
of hundreds of voting fathers for jobs for their childzen
became disturbing, and in some ways frighteﬁing, political
bosses seized upon cqmpulsory education gs an expedient,
Keeping children in séhogl until they veached the age of
16 would defer ;he problem of finding work for them umtil
the bosses found a way to cope with the prgglem; snd they
hoped education miéht solve it by giving children enough
training to find jobs for themaelves,"gl

Thus, when the demand for yoﬁnger workers decreased, education
was assighted the task of keeping children out of the labor market,
as well as preparing them for entry into it, Stephen P, Heyneman and
William P. Daniels, summarizing anHEW workshop on youth resexrch,

A}

which incldged participation by representatives of some of the most

eminent juvenile research institutions in the United States, write:

"The size of the class of individuals called 'youth' is directly
and inversely proportional to their demand in the labor market: the
more the demand.‘the less the number of youth; the more the demand,
the less they can be spared, and the more pressure thera is for them
to enter economic roles identical with adults."2/ Since World War

II, the years of "youth" have been extended at a rapid rate. 1In
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James Hicﬂael Cu;ley's day, "youth" often ended at the end of the

eigh?h grade: today it can extend up to 25 years of age and beyond.
"With this first youth generation (the post-World War II generation)
now wgll Thtegra;ed into the highest reaches of our technocracy,"
Heyneman and Dauiels report, "the age range of f;ﬁth' kseps getting
. extended upward. Perhaps it will ultimately be defined as inter-
f‘m;nable.... .;;}f-thefe is dhother-general depression, then those
who are considered youth will be coterminal with those who are
considered adolescents....We don't simply observe youth as a category
in the life cycle. We create it, just as we create ﬁany other social
categories that we place ourselves in. w10/ And, the proper place
for youth, of course, is "in school." ' *

Regardless how far upward the age range of youth has been
extended, however, some students are still dropping out of school
oefore they complete high school, high achool graduates are enzering
the labor market at the age of 18, and szuwdents who continue on to
postsecondary sclhiools after graduating from high school nevertheless
seek full-time and part-time jobs. The youth.employment rate is the
highest of any group in the labor force, and it is particularly high
for blacks and other minorivies. There also appeérs to be a gap for
students who complete their sch&?iing at age 18 or under and the
age (generally 21) when they arg-gccepted for employment in regular
entry-level positions (jobs othéi than those that appear to be

reserved specifically for youth). These factors, plus alleged

restrictions which inhibit a2dults from seeking retraining or additional

education, have led to 2 reexamination of the relationship between

schools and other institutions in the nation's communities.

The uvpinion of many is that a polarization gxiats between
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ingtiiutions,rand bfsposals have beén put forward to alleviate this
condition. In discussing these proposals, however, it-is necessaxy
to keep in mind the history of education in the United States and
the special interests -- whether they be of business and industry,
labor, the family, the Church, .and other segments\o%-societ?, whicﬂ

have sought in the past (and have cften succeeded) in influéhcing

the education of American children. A4s for the e@ucational‘estapéish~

ment, it has often been charged that in recent yeafs it has been
transformed into a huge bure=ucracy which is primar%&y_?nterested in
seli-perpetuation. While there may be some truth in the charge, it
is equally true that at one fime in our history it was considered
desirable for education to disassociate itself from the "special
interests,"” and phat a disproportionate share of the responsibility
for solving some of our more pressing social problems (including Ehe
care of youth until the economy is able to absorb them into the labor
force) has been assumed, or imposed on, the nation's system of public

education. In her book, Counterpoint, Miriam Johnson criticizes the

@m@ﬁoyment Servige, not for failing to accomplish the impossible, but

for claiming thatSlt could accomplish- the impossible.y‘/

Theagame
criticism couid be made of the nation's educational systen.

Perhaps, then, the pendulum has swung all the way back, and the
time is ripe for our institutions to recognize their interdependence,
and join together in solving the social problems which afflict the
nation; however, if guch joint efforts are t‘;&be successful, the
agenda must move quickly from the general to the specific, and the
action areas selected must be aimed at substancive, rather than

peripheral, problems.
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cbmmunit§ Wbrk-Education-éounciIs

Cne of the proposed solutions fcr breaking Qg?n the isolation

R . f‘ between gducation and other ingtitutions at tha comunity level 1is
_the formation of community wnrkgeducation counails, composed of
' Aggucatoré:‘émplgyers, local union representatives, and representatives
of community organizations, or of the general public itself. The
Ny idea, as described in The Boundless Resocurce, is based on the following
:? assumptions: . -
1. The difficulties that youth experience in making the
transition\frdm school to work, and that adultd:experience
in movins from work and other adult roles baéﬁ dnto
education, are caused primarily by the 1solation that
exists between 'schools and other conmunity institutions 'gg_
(especially business and industry). A
2. The solution is "collaboration" between’ institutidns at
the community level.
The proposed councils would differ from existing advisory

councils or committees in that the "process' would be collaborative

Qf"':'

>

rather than cooperative. Paul Barton defines the term "collaborative"

as follows: ]

", ...the participation of the representatives of the

important institutions and sectors of the community that
have the responsibility, resources, and influence to
deal with the whole of the transition teo regulaggadult
employment. It means an atteapt to accomplish jointly
what coula not be achieved singly, and a whole that is

L4

larger than the sum of its paxta."igf
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. Thus, collébozation means the actual participation of council

mmbers :Ln the "p‘rocess" of narrowing the gap between school and work
(and work and school) ' rather thar the Dere impaxting of advice by
non-educators to educators., Kenneth Hoyt goes farther than Barton

o

in defining collaboration:
“Collaboration is a term that implies the parties

involved share responsibiiity -and authority for basic
polic% decision making....Cooperation, on the other
hand, is a term that assumes two or more parties, each
" with separate and autonomous programs, agree to work
¢y together in wmaking all su@x programs more successfﬁl:
To “cooperate" with another agéncy or organization
carries no implication that one either can, or should, €

affect its policies or operational practi.c'es.";-:’:/

" Hoyt's definition implies fhat for true "collaboration” to take
place, educators would have to ghare at least ‘some of their policy
making and operational responsibilities with other sectors of the
comiunity, andathat other community ins titutions and organizations
would have to assume new reSponsibi}ities. ‘

The suggested activities of the proposed Community-Work Education
Councils, as broadly outlined by Barton, are a4s follows:

1. Programs or action to bring about the integrati:on of
experience with education; N
Counseling agsistance drawing broadly on community

resources;
Placement asﬁatance and follqw%up;

Information #r career choice: @

——

Systemat_ic exposure of counselors and teachers to the
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; &%'patur_e, o__f ‘work; , ) \ﬁ )

- . 6. Reduction of barriers that may exist that impede the
o ‘t_ifans-itifan._from‘ school to work and from work to school;

7. Actitude formation of students té work, ahd industry to
‘ 85

students and high school gta
8. -Prowmoting t;:tderétaliiiixié of the work world and how the x

local economy operates 14/

tes; and

A pilot project hds been lam}c ed by the U.S. Department of
}abor, in <coopeération with ti}&";:oep_ tments of Health, Education and
Welfare, ‘and Commerce to- increase <ollaboration at the community gﬁ
level. A contract has been entergd into 'between the Department of
Labor znd the National.!ﬁnpower Institute, a privst'e., non:-profit
corporation, to establish a workreducation comsortium of 15 communities
and the involvemenlt of 15 other ’commities vhere collaborative efforts
é.lready exist. The Natiorl_al Ingti:tute of;l'l:'.ducation, in order to J
anticipate the role ‘the Departuent of Health, Education and Welfare
may play with rega:':% to th@pilr:-t project, has comissi:i:ed a‘\geries
of papers relating to various aspects of the proposed Community-Work
Education .Councils', of which this paper is onme.

Puipose of the Paper

The pu—o0se of the; paper is fo 'id;antify crucisl issves pertain-
ing to the establishment of Community-Work Education Councils which
are deserving of r-licy consideration and on which priorities for future
research and/or evaluation.could be bl"?sed. A review was made of ""
literature pertait:ting to past and curfent mechanisms similer to the
proposed community-work education councils, and personal and teléphq‘l;le
interviews were conducted with chairmen of existing industry/labor/

education councils, and with representatives of government -business,
. _,6 ‘
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industrial and labor groups. Following the research phase of the
project, the attempt was made to: (1) categorize past and current
efforts by type (goals, mettods of operati:n, mémbership, etc.};
(2) identify the outcomec of such efforts (if any); and (3) identify
problems associated with aach type of council or éommittee.

The material ;?ht follows is organizéd into three sections:

(1) A discussion offsome of the major ideas and assumptions underlying

the proposed estalflishment of community-woxk education councils;
(2) a review of existing mechanisms similax to the proposed councils;
and (3) a summary of the crucial issues relating to he pilot projact

now in progress.



LY
P
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IDEAS AND ASSUMPTIONS

Cameron Buchanan, in a discussion of current proposals to
improve education-work linkages — including the establishment of
community-work education councils, notes: "....it is not immediately
clear to many educators and industrial persomnel exactly what is
meant by the rather high level discussion and vary generalized
approach presented in these typical documents. It is thought tlat
a ﬁﬁre parricularized view point is ueeded in order to better find
: éh; whar is meant ¢nd its applicability level. Although these

;Profoéed and recommended new models and means might be considered

"""“k

i i

n“°é$§§{3' it is not definitely shown that this is the case to the
agreement of all concerned. It is possible to indicate ti st the
perceiyed inconsistencies in these documents ??nd to show desire
more than need" (emphasis added).l/
Buchanan's statement goes right to ;ﬁ;ﬂheart of the prcblen.
Some students are exXperiencing difficultiés in making the trausition
from school tflwork, thexe are impediments which prevent adults from
reenroliing in educational programs, and it is d. sirable that some-
thing be done about these problems. However, we had better be
certain as to what the causes of these problems are before potential -
solutions are identified, and before the solutions are tried, thev
should be worked out in detail. With respect to the proposed

community-work education councils, there is considerable confusion

with regard to the stated causes of youth unemployment and impediments
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o adult eduecational renewal, and with ths proposed means for over-

coming these problems. Some of the more important of these issues
' o
are discussed below.
A

2 :
‘é Causes of Youth Unemployment G-

Sar A, Levitan and Robert Taggart cite three major reasond for
the nation's high youth unemployment rate: (1) Too many job seekers;
(2) too few jobs; and (3) institutional impediments (mainly legal,
restrictions) .2/ The economzcs ‘of youth unemployment are well hnown,
it is sufficient to note that there is considerable statistical
Suoport for the first two reasons with respect to institutional
inpediments, the authors cite the Fair Labor Standards Act and
Similar state” legislation which inhibit the employment B some youth
between the ages of 14 and 18. However, even if these 1mped1ments
were removed, the wemployment rate for youth would not be affected
unless there was a concurrent improveméht in economic conditions :~'
Igﬁcther words, the major 6§M§e of high youth uwnemployment is economic
=~ too few jobs for too many job seekers. :

Levitan and Taggart also observe: "Employe;s are reluctant to
hire teenagers when older workers are aveilable. 1In many cases their
reasons are valid, put too frequently failure to hire youth is the
result of arbitrary disuriﬂ@hation n3/ z

Regardless whether or not the failure to hire youth is arbitrary

o
_ discrzmin:tion, the fact {s that there are not enough jobs for al1

jobseekers If diserimination against youth wereggo end tomorrow,
we would have 4 new problem on our hands ==~ higher unemployment rates
for non-youth.

7 —-287 -
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Thus, ona of the basic assumptions upon which the proposed kS

i
)

establishment of commmity-work sducation councils is based -- i.e.,

‘,
[*

youth untgploymnn:wig-ccused;by the isolction.of education frogéghe

work sector ---is at beat dubious and at worst fqlse; Care should
be taken that for tha sake of doing something --‘anythiné ~-= we don't
train our gunu'en-thelﬁrong target. Education is everybody's "fall -
guy,” but edugation does not have the power to increase the number of
" 3obs in the U.S. economy; neither do the ﬁfoposed community-work . s
educa:ion councils. The fact is that youth unemployment is roqted
in sconomic causes and cannot be solved through manipulation of the
educationel -sg;gcem. The .probability that the schools could %o a
better .job iu'piepariﬁg students “for the world of work does nogéépval-
ida;e;:his:basic truth.

>
Work to $chool 2 roblems
In justifying the hypothesis that adul:s are impeded from moving

from work and other adul: roles backtinto education and training
bgcausg of .tne isolation factor, Paul Barton lists 1l supde%ins
scatements. These range from descr1p:ions of unemployment ‘insurance
restrictions (which prohibit unemployed workers from enrolling in
re:raiﬁing or other educational programs) to a lack of communications
batween postsecondary school administrators and smployers. The
important question, however, 1s whether the demand for reenrollmen:
in educational programs s real or imaginary. Obviously, the
.proponents of community-work education programs believe that there
should be demalid for educational renewal, and that there would be
such a demand in the best of 511 possible worlds. Barﬁon notes,

1% '
however, that some employers and unions have negotiated tuition

- 288 ~

é? -

302
&




-
A,
vl

> refunds andPeducational sabbatical plans, "but where they axist

. they are taken advantage of by only a small percentage of workers. "4/

Along the same vein, a recent studf of apprerticeship programs in *
Rhode Island and California reported that where unions had instituted
expensive retraiﬁing programs (financed out of contributions from
manaéeﬁgzt), the facilities were underutilized. Business agents of
the ironworkers union in Rhode Island and the compositors in Cali-
fornia reported that few employed journeymen took advantage of the‘
programs, and that most ﬁen on the bench -- even those who were
lacking in some basic skills -- could not be enticed to énroll.if
Previous to khe passage of the Man;bwer Development and Training Act,
the California legislature eased "availability for work" restrictions
for unenployment insurance recipients iﬂ'orde: that long-term unem=-
ploye&—workers could enroll in education and trainiang programs and
still receive unemployment insurance. Very few workers took advantage
of the opportunity.

It would appear, therefore, that the major reason that adults
de not reenroll in school is because they don't want to. Why this is
true, nobody knows for sure, but what it all adds up to is a lack
of demand. TIf there were a mass demand for adult education and
retraining programs -- over and above thoge thét already exist
(which are considerable) -- the chances are that whatever impediments
exist would soon disappear. It may be true that commumity-work
education councils could stimulate a demand for educational renewal
ané remove whatever local impediments may exist, but it is somegﬁing
else again to justify the establishment of such councils on an

alleged isolation of institutions at the community level.
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Collaboration

The main distinction bstween the proposed community-work

education counci1§ and school-community mechanisms that already exist

is in the "process,"” i.e., the proposed councils would involve

“collaboration” between institutions and agencles, vhereas most
exiséing-meéhanisms involve merely "cooperation." Until specific

areas of collaboration are identified, however, this distinction will

remain in the realm of semantics. The fact is, as will be shown in

3ection 1I, many of the suggested activities of commumity-work
'educatéon councils are already being performed by existiég advisory

and other types of councils. Whether the process by which these 0
activities are conducted is "¢ollab§fative" or "cooperative" dejends

pretty much on theiye of the beholder. Is the provision of job

stations by employers for cooperative education students "collabofative

or "cooperative?” 1Is the provision of local labor market information

by state employment security agencies to local CETA prime sponsors
"collaborative” or "cooperative?” wWere the inventories of community
manpower programe and educational opportunities developed in the '

past by Cooperative Area Manpower and Planning Committees "collabora- 5
tive' or "cooperative?" All these are suggested activities for the
proposed commmity-work education councils.

The cruclal question concerning collaboration 1s whether schools

will be willing to sharé policy maling and operational resporisiblities

with other community organizations and agencies, and whether non-
educational organizations and institutions will be willing to assume ﬂ? ’
new responsibilities for educational programs. The answer to this

question can be determined only if specific activities are identified

which are uniquely suited to "collaboration." For example, would
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- the schools be willing to abide by council decisions relating to
vocational education occupational offerings? Thus, if che council
deciaed that course "A" should be discontinued and course "B" should
be cstablished, would the schools be willing to: (1) put in storage
all the equipment now being used in course "A", (2) dismiss the
teacher of course "A", (3) purchase new equipment for course '"B", and
(4) hire a new instructor for course "B"? Or, if the council
decided that a2 new course should be initiated, would employers allow
the course to be gaught in employer facilities, using employer
equipment? And wolld the schools agree to such a procedure?

These are the hard_questions and there are many more. Would
the schools, for example, agree to initiate work education programs
only after they haed been approved by labor representatives -- and
would employers agree to such a procedure? Would labor go along
with attempts to modify federal, state and local child labor and
minimum wage legislation in order to Increase employment opportunities
for youth?

The point 1s that che distinction between vollaboration and °
cooperation means nothing until specific council activities are
. identified. Some of the suggested council activities do not require
"any high degres of collaboration; some do., The crucial question is
whether councils will chose to act in areas where collaboration ia

niecessary.

The Meaning of Community

The term "community" can mean almost anything anyore wants it
to mean., A community can be a family, a neighborhood, a town or °

city, & county, a state, a nation. or even a group of zations. The
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‘term "iocaltcommunity“-can mesa anything from a Standard Metropolitan
Statistical Avea (SHEAJ to a city nciéhborhood. Because some of the
“mhjor suggested activities of co;munity-work education councils would
- involve "jurisdictions,” it is important that the concept of community
be understood. For example, twc of the suggested activities are the
generation of local labor market information, and placement activities
for school graauatea and work education students. In the case of a
council located within an SMSA, would the jurisdictions for these
activities be the entire SMSA, a county within the SMSA, a city with-
in a county within an SMSA, or a neighborhcod within a city within
a county within an SMSA? Or would a community be a local cducat:ion't_z
agency, commmity college district, or a local employment office
jurisdiction?
_ The conccpt of community would zlso determine the membership.
of councils. In large SMSAs, it is.likely that there would be more than
one, ‘council, leading to the question of how employers, labor rcprc-
sentatives, and other state and community agency representatives ﬁould
be shared In areas where therc is mcre than one council, or where

a thera ara other agenciea (such as CETA prime sponsors) engaged in

- gencraring local labor market information, and placement activities,

_nould therc be a nagd to coordinate the coordinators? )

- Perhaps the term "community,' as it is used in The Boundless
Rcsource and the Barton paper is merely an undefiried descriptive for
locations in which councils alrcady exist but whcn it comes to

" selecting activities for the various "communities," the question of
jurisdiction and overlap with other mechanisms (such as CETA prime
sponsors, Boards of Education, local Employment Service Office areas,
and cdvisory comnittees) would have to be taken into consideration.
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Local Financing

D ‘ Paul Barton, in discussing the pilot project now being conducteé
by the National Manpower Institute, poses the question: ‘Would it

be a contradiction for a Federal presence in a local community o .
urge local, and heavily private initiative? The hnsw;r was that it
would not be a contradiction if the Federal role was limited to
encouragement, if it were not clearly a federally funded 'program’

that would'make communities think it was just anothes avenue for

obtaining Feaeral support, and if non-Federal and non-government
instrumentalities were involved in direct relationships with the
communities, and with counterpart organizations within the communities-"gf
T The fact is, however, that federal funds will be used (o help
finance the councils included in the project sample anq_the proposed

consortium. Thus, regardless how desirable it would béﬁto igncre or

2]

downplay the federal presence, a feég}al presence will nevertheless
be felt. 1In selecting existing councils or mechanisms to be includeq
in the consortium, what types of nggl.fi;;nc;ng will be required?
Should there be a mix of private and public funds? Should councils
ii, " be avoided that are financed solely from one source (e.g., employers,
ur j labor unions, education)? Would not "collaboration" involve joint
funding of councils, in order that no one segment of the community
would exer: undue influence on council policy and activities? The

answers to these questions are not forthcoming from the architects

. '\‘- .

of the community-work education council idea. Yet, if the federal
'ﬁreaepce,ia to be minimized, the question as to what constitutes
- local financing -- whether it be broad-based or-solely from one or

two institutions -- would be crucial. ' i

- 293 =~




—

| Council Authority
The question of local financing leads directly to an even more

ifwportant issus., The prﬁposed councils would be operating alongside
Boards of Education (usually elected by the voters in local communi-
ties and financed out of local tax funds), variocusly constituted
advisory commitiees and counqé}s-(made up of representatives of

local employers, labor union representatives, educators and others --
" and financed out of local funds), and other duly zonstituted entities,
tunded out of local, federal and state funds, Where wbuledcommunity-
work education councils fit into this maze? And from what base would
they receive their power to influence, their "legitimacy?" Who or
what institutions would establish the councils? Perhaps at this time
t;e latter question 15 moot, Since existing enticies will be selected
for participation in the pilot project, but in the long run, thgsé
questions are very much to the point. ’

In discussing these 1issues with directors of industry education «
councils who are hoping to receive funds from the pilot project, it
bécams.élear that by being selected for participation in the pilot
project, the Zirectors believe that a federal "imprimature' would
be given to their councils, and that this federal approval would not
only increase the stature of the councils, but would help in obtaining
additional funds from other federal sources. Thus, the poteqtial
beneficiaries of the pilot project see federal recognition as a prime

_so@?ce of both power and legitimacy. At the same time, most of the
chairman interviewed expressed skepticism of the concept as it is
outlined in The Boundless Resource. ™It just won't work." one

respondent said. "o

Corporations taxed to pay for
o be

what- they consider t bloated educational agencies. Why should

(e
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'S.dai,gidni\l corporate funds and resources be pgtired into education?
Asxfc;‘\"sr-:hool districts, they aren't about to give up one iota of
their authority. It's a nice concept, but from a political point of
View?';lt'a impractical.” This comment pretty much sums ;up the opinions
of most of the directors in%terviewed., It is interesting to note,
howevér, thdt regardless or their skepticism;‘\ most are anxious to \\
take part in the pilaot Project, 3
The problem here is how the federal government can reacliin to
local communities witheut overreaching itself? The proposers of
compunity~work educatisn councils want a grass roaots effort -- a neo-
Saul Alinsky type movement -- yet ‘the very fact that the federal
government is leading the cheering section and’h"s;:)lding out the
promiée of funds coatradicts t:hi? objective. ].’ﬁ.lt:.‘c without the
federal imprimatur from what source would the councils draw their
authority? From eduPation? From the work sector? From both? It
is certain that without' the participation of sducation, ‘t:he prposed
councils would falter, and that the work sector by itself would be
considered a biased and therefore ineffective intermedﬂiary. Thus,
if the proposed councils, ::_re to be effective, the impetus v.:ould

have to come from both sectors, which leads to the qQuestion of incen-

-~

tives.

e
'jmm\‘_ E

Incentives for:Participation

Participation in‘comunity-wcrk education councils would mean
the assnmption o_f new responsibilities for all conéerned. According
to Writz, "the proposal rests...on the conviction that enough people
want very muzh today to reestablish tieir role in handling their
own affairs, chat this can bé dove most meaﬁingfully at the losal

level, and that the closer tying in of youths' educatioa and -what

\ %

|
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vg&mi.afte‘r it is a good assignment to sctart on."-v As a ger;erality,
this statement rings trva, but when applied to specific lssues, it

_ loses a good deali’of its force. Most Boardsﬁ of Eﬁcslt'.ion tii;.'oughout

“the nation hold ‘ﬁl;en neetings, bu‘t: the only time the public shows up

in force i3 when the sensstionsl -- bussing, sex educdtion, the '
elimination of athietic programs, potential tescher strikes -- are

on the agends. There is m;ry little evidence that the transition from
school to work 1s a burning issue at the local level. Perhaps, it
sh‘ogld'be, and perhaps it ccald be, but the fact is that it is not.

 What then would be the incentTyes for participation in community-

work education couneils? It would:appear that educators would haves the .
strongest incentive, since if the counﬁils were” successful, they would
reccive help from other segments of the community in providing services
"for 3 judents But, educators are already sponsoring and participating
in thousands of sim:.lar mchanisms throughout the country. It would
have to be shoun clearly that community-work education councils hadthe
potent;.al for p::ovi&ing something over and above what 1s presently
being provided by existing mechanisms before the enthusiastic partic-
ipation of educatore could be expected. In addition, it can be
anticipated that educavors would he wary of any proposal which would
threaten their controi over educational programs. *

As for employers, if there wars evidence to show that employers" '
were having major difficuliies in hiring well-prepared eatry-level
workers, or that retrainiag is a majbr pi'oblem in most business an;i
industrial establishments, employers might be willing to allocaﬁe
funds and resources ~- over and sbove what they are already cpng'rj_ﬁ
buting to education -- in an effort to solve the problem. In today's
ioose lebor market, howevér, there is little evidence that this is a

296 =
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majér prbblem. d&ﬁ 3§ eipect tﬁ “corporate gocial conscience”
~would provide the incentive? Even Wirtz doubts this: "The primary
businéss of business is still business, and the currency of ’'coxporate
‘805131 conscience’ is inflated, except as it is based on the more
classical corporate self interest. "/ y ‘ ‘ “
Thehistd%y of labor union participation in educational
adviSpry committees anﬁ councils 1s not one that would inspire con-
fidence™an collaboration. In the early da;:‘or the Manpower Develop-
" ment and Training Program, trede unions effeccively blockgé the

establishment of programs in occupational areas that were considered

apprenticeable, and delayed the full implementation of the Act's on-
the-job trainingggiovisinné for-well over two years. A 1966 Pfesident's
Committee on Manpower report, for example, pointed out that the MDTA
program in San Francisco was primarily female, because labor union
representatives on San Francisco's MDTA Advisory Commiitee vetoed
prégrams in traditionally male occupational areas.gf A recent report
én cooperative education programs in urban areas ﬁointe@ out that

where unions were ;sked :; eith&r participate or help prumote work
edication programs, union demands in return for participation ox

10/

coopera:ioﬁ& constituted a threat to the entire program. Tina.ly,

‘'unlons are ddamantly opposed to relaxation of child labor and minimum _

= wage legislation. Iandeed, the zncentive%‘ﬁor union par:xczpation
. could be to block some of the most important Suggested activities of the
ia
councils.
iy

The answer to these objections, of course, is that the various
parties could find some areas where collaboration would be possible.
This may be true, but would the resulting activity be substantive,
or would it be any more significant than activities which are alrididy,
: W
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t:akiné place :nder the sponrsorship bf existing advisory committees

and céﬁ%’cils? This.would depend oni the areas for action selected,

and on the degree to which individual counc} members were motivated

to act - " -

Council Membe shi

One of tﬁe problems that have plagued the architects of past
and presen? advisory comigtees and counq;\ils has been the que‘stionuof
. membership/ Wilo should sit on gdvisory‘bopmitteeé or c'éupc:l_.ls? The
categories of mnmbership‘a‘re easy to ident;.fy: _business and industry,
educatfqn, labor, commumnity or?ganizatfjiﬁns, and the geﬁegl pgblic.
When it comes dowm to individual selec"t'ions, however, the process
becomes a good deal more .coﬁ:plicated. How many bus;.qes;men and

industrialists would be necessary in order that all‘empl-ayers in a

_ - community would be well repres¥ited? How many public members would

| be ne_ede‘é! to represent all segments of the general public? Can the -
Central Labor Council or Building Trades Council speak for all unions
in the community. Which of the myxriad comunity o'rganizations s;ould M
be selected for membership?

The problem is relatively simple at the class or "project”
level. For exa{mple, it would not be diffi:ult for coordinators or
printing trades cooperative education programs to select advisory
committees. They would recruit the leading employers of printing
t ades workezs ia the community, and representatives of printing trades
unions. The%ctions of the committees would be equal\‘]:%ear: they
would advise on curriculum, and provide on-the-job training _for- |
students ;mrolled in the programs,

The problem of selection for more generalized councils, such as

the proposed commumity-work educa_;:ion counells, however, is quite
o - 298 - )
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another matter. Can a large industrial employer (who is apt to be
well known and therefbge desirable for publicagion relations reasons)
speak for all other employers in the communfE;i or even most of the
community's emp;oyers. What specifically would the representatives
of the variqgs segments of the community be asked to do? The problem
is most acute with the proposéﬁ comnunity-work education councils,

. &
because no_gingle institution is charged with the responsibility for

their formatioﬁ. If, for example, educatién was the moving force in

the establishment of the councils, the\selection of members would be
based on whatever gpecific COI;tribution educators %\g%ht a broad-

\Bﬁ-wbm“nity council could provide. |The same would b’ true if
employers, labor uﬁion§, or even the general public wé@e the moving

. forces behind the establishment ofﬁghe cpuncils. But,jggth no "cora"
with no particular agency or institution| advocating (for its owm
reasons) the formation of councils, How would the councils be formed,
and if they were é°r53d: who would be selected to sit on them, and

oV

what would they do?

. with respect to the Pilot program, existing councils (variously
named) woui&~be selected fo;?participation. In addjtion to whatever
these councils are doing now, their agenda would consist of one or
morq@of the'fﬁllowing five broad areas ofl activities: (1) counseliﬁg
and advice for studénfs; {2) the provision of occupational information;
(3) placement activities; (4) development of the career education
concept and edﬁ%ation-gxperience pPrograms; and (5)the establishment
of educational inberchanges.li/ Presumably, the: councils would

apply pressure on existing q&pncies to provide dervices, institute

action programs on their own, or both, But, the quired nembership

Q:?ted. If,

- - 299 - N\
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for example, the gouncils adopt primarily the édvocéte role, the
most appropriate membership would be highly prestigious repreuentétivea

of each sector of the community, regardless of .their expertise. If,

on tgﬁ,other hand, the countils opt for action “programs," it wouid

b2 necessary for council members to have expertise in the program

areas. Past experlence indicates that the latter type council 1s the

most difficult to establish.

SumngTy

Willard Wwirtz, in The Boundless Resource, outlines a prospectus

for an Education/Work Policy. He presents a problem and suggests in

general terms 2 solution to the problem. The book 1s a provocative
a -

and eloquent plea for cmnmungfy level action to improve linkages be-

tween school and work for both youth and adults. The idea of

"eollaboration"” between institutions at the local level th;gugh the

establishment of community-work education councils is eminently

worthy of consideration. It is an idea, however, that has not as yet

been fully developed. The’Wirtz prospectus is, as it should be, a

call to action, but before action is taken, the propgggﬁ progxram

<
should be given the developmental attentlon it deserves. Wirtz cites

Antigone’s counsel: "Untll we have tried and failed, we haven't

failed." True, but first we ought to " know exactly what it is that

we are trying.
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o
WHAT'S GOING ON'

The typical school district in a town ox city of the United
Stateff has the following:
1. Board of Education K i

2. Citizens' -Advisory Committee (appointed by the Bc; rd or

logial education agency, self-appointed or both) !
3. Advisory Committees on Vocational Education (usua ly one =
for each vocational education occ@patioriai area)
4. Advisory Committees to Irldividﬁal Iﬂs‘:’ructors of
& Vocational Education and Other Classes
5. Parent Teachers' Associations -
6. One or More Joi.nt: Apprenticeship Committees
In addition, ma:ny school districts now have "career education w
commig.éttees," "industry-—education coudcils," aBd "commity Yesource

workshops.' If the district is located within:an E.Lamen!;a,ry and

Secondary Education Act Title I area, it wiil also have an advisory

comnittee for;programs‘funded under Title I. Finally, most schoolE

districts are within the Jurisdictions of Comprehensive Employment

and Training Act (CE'I:A prime sponsors, wh:l.ch are required to have _

adv:l.sot? committees made up of employers, and representat?ves of labor,

t:he general public, and commmity agencies (including ieducaticn). ’ﬁ
H‘I:rade assoclations, individual employers and labotr unions

cont¥idutz materials, parg“iycipate in work education programs, cooperate

B *, in student vocational education and other student clubs and assocla-ions:

£
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arranke field trips for both students &nd teachers, and contribute

cghipméht to the schools.
hith all tﬁis activity going on in most of the nation's school
&istricts. can it be bossible that education is totally isolated
from other institutions =-- that the schools are completely separate
entities, divorced from.the work and serv?;e sectors of communities?
The answer to this question, of course, .depends on the extent to 3
which educators make use of existingﬁtommittees and councils and
non-educator qpntributlons, thg quality of non-egucator participation
and contributions, and -- most importantly -- the value of the
resulting policies and programs to individual students,
In this section, a.review {s made of the d1ff§§ent types of
activities which are presently conducred, their ;ccomplishments (if
any), their shortcomings, and the reasons for their success or lack
of success. The section d%gcludes with a comparison between what 1is
ac:ually taking place at the present time and with what is contem-
plated (or hopeq for) through the establisbg@@g of:stillagnother
group of local level councils =-- the communiéf work«ggucation councils.
The_materialqgg organized into two ﬁgb-sectiohs;J(l)lfgistiﬁg
Activity; and (2) The "New Means.' The first sub-section {s sub-
divided as follows: (1) Institutional Activities; end (2) Committees

and Councils. 2

-,

Y

Existing Activity
Institutional Activities

Q 1t vas estimated in 1963 that the dollar volume of {instructional
materials, visu&% aids, career 11tera§%re, posters, and 8o on,

provided to public schools by industry -- trade associations as.well
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'Tﬁere i8 no doubt that the volume of industry-sponsored and dis-

. side of committess and councils), in behalf of the public schools.

" to seven out of ten of ths companies prepared and distributed book- O

- &

1/ This estimate

as indi@idual émﬁlbyers -~ was over $160 millio?.
does not include the dollar value of scholarship and fellowship funds

nor of contributed:time of éxecutives and other industry personnel.

seminated material for use in schools is now well beyond the 1963
egﬁimgte, No estimates are available for labor or other institutional
contributions, but -~ although a good deal less than industry con~.

tributions ~~ they are considerable. In this sub-section, an appraisal

i3 made of the activitiqs of institutions, acting on their owm (out-

Business and Industry

The nost comprehensive survey of individual company support of
public education was made by Robert L. Ayars in 1963 -- before the
formation of the National Alliance of Businessmen and the great
upsurge in industry participation caused by the riots of the mid-
sixties and the resulting manpower programs {(most of which were
educational) chat followed the passage of anti-poverty legislation.
Ayars surveyed 248 companies. He found that the most often mentioned
congf}bution was the provision of instructional materials. Close

lets; six out of ten provided filmstrips, slides, transparencies,
records and tapes; four out of ten supplied textbooks and company
histories; and weli over three out of ten furni;had samples of raw
materials and/or finished products, and & vsriety of displays and
exhibits.g/ i

Table 1 shows tﬁe frasquency of company sponsGrsd instructfonal
services for students, snd Taole 2 shows the frequency of company )
spouaored help in upgrading the "real world" knowledge of teachers.
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Tsble 1 indicates that even be¥ore the passage of the Vocational

. Eddbltion_Act Amendments of 1968, a significant number of companies
“were participating in work eﬂucation programs, especlally at the

college level. Table l also indicates -~hat a considerabl¢ auwmber of
companies. at both the secondary amnd postsecondary levels, were

helping in 3ocationa1 traiaing, counseling and guidance programs,

The amount of cowmpany aqtivity at the elementary level, for both

students and teachers, was considerable, as were the mmber of

'Wcrr:lv:shc:»ps‘J conferences and seminars for teachers, in which company

representz2tives participated.

Table 1
JInstructional Service Provided for Schools
— . _Elementary Secondsry College
Student field trips to offices, mills
and factories 24% 66% 552
Claanoon-and asasmbly speake;s 18% 62% 592
Student csub prograns 4% T 60% 8%
Student work experienca programs 7% 26% 39%
"Help in vocationsl training,
, tounseling, and guidance programs 43 42% 383
Student awsrd and fecognition programs 3z 29% 18% .
Curriosiua advisors . 4% 22% 19% "
Facilities and equipment for mestings 4% 172 14
Taschers and professors on loan 43 5% 16%
Substitute teachers and adult or night C
school teachers 1% 14% 22%
Student trave} progrens (less then)iZ £y 4 s%

Other programs (esminars, tours, resesrch

© projectas, work-study programs for drop

' ouesg, etc.) 22 6% 6%

“Source: Jibert L. Ayars "How Business end Industry arc Helping Schools'
pg. 57, Saturday Review, October 17, 1964).
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Tabla 2

PO \‘ - 5;;“_‘“” \ flelp in Upgrading Teachers
o — . College or
Elasentery Secondary Adult School
" < piant visite; Busincss-lndustty-zduca- ) '
" ticn Day progrims .l 4 A1) S 34X
K5 ‘Hor:luhopl. couferences, and seminars ‘ )
A v "for tccchm g . % 54% k14
: Reeearch and work. cxpcriance oppor- . %\
’ tunitiss for teachers 12 w0 24%
Special classes S 12 " S
'rr,avci programs iz ‘ 22 iz
Other programs (conaultant service, .
N " assistance in economic :ducation . t
o programs, special trips, and :
e _sumser employment) L. ' 22 £y 4 32

Source: Albert L. Ayars "How Business and Industry are Hclpins Schools”,
‘pg. 57 Saturday Beview, October 17, 1964,

A more recent. survey by the Natiohal Industrial Conference
Board of 50 firms involvad in providing services to schools (1972) .

A

indicated that the degree of involvement ranged from a low of 34

. . percent who at the time were offering political support to schools

| in fiscal’retters to a high of 83 parcant vho were’ providing financial B
support for specific programs. Half the respondents indicated that

chey. weze providing opportunities for students and teache;s to

observe business and plant operations on a regulaf basis, and equip- ’ *
ment for spscific classes.-/ The businessmen eurveyed,. hawever. _
e . believed that they could have done more. Some said there was a lack ‘ -i;
\; of requeete by echoole for business heélp gnd, in sowe c:ads{ refugcls' |
on the ﬁdrt of echools to use businese .onated meterials. One Southern

bank preeident eeld that educators refuse to teach "free gnterprisé N
economice. "%/ ' : i&_ J
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In 1968, the Conference Board conducted a sgurvey of 1,033

companies tO determine their willingness to initiate action on

education and trainiﬁg programs. The results, shown in Table 3,

indicate that the highest percentsge of positive replies pertained

to the "retraining of workers rendered unemployed by automation;"

the lowest percentage to "improvement of local school curriculum.”

Table 3

Company Willingness to Initiate Action en Educetion and Training Probleas

lmmof Companies

Total

Sumber of Companies

By Industly
“ Manu- Nonasnu-

Isprovenent and expansion of local
scmol f.ciliti“..o.....oo..o‘.. 55.6: 59.6:

Improvemenc of local school
Cumculﬁ.;o [ EEENTRENENEREREREN] L] 48.5: 50.?:

e
Problems associated with achoolksg
dwpouuooooooooooo........ooooo 53.9: 58.9:

Improvesent of work/career oppor=-
tunities for minority groups.... 62.92 69.2%

Ratraining of workers rendered
upnemployed by automation...eceen 72.6% 73.22

54.9%

49.4%

52.22

65.2%

70.62

55.0% 56.4%

46.6% 48.8%

56.2% 52.7%

74.3% 67.92

74.1% 74.1%

54.0Z

48.9%

56.3%

71.7%

Rnafgggcg:s Small ubdium Large facturinR facturing
— 1,033) (146)  (494) (393) {683) (350)

3

69.7%

Source: The National Industrial Conference Board, Ine.,
Public Affairs, Studies in Publie Affaira No. 2 (New York:

1968), p. 26.

ﬁi

The Role of Business%%n

The Board|

Trade Associations: - Business and industry trade associations

generate a large volume of materials and services for the educational

systeﬁ. These range from career education and curriculim materials

to the sponsorship of "commumity resource workshops" (by the American

Iron and Steel Institute) and the promotion of industry-education

councils by the National Association of Manufacturers and the U.S.

Chamber of Commerce. The latter two organizations have been in the

business of providing materials and sefvices to the schools for a
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number of years. Both have adopted policies in favor of "career
education,"” ard both have sponsored "buniness-industry days" and’

other events throughout the country. An interview with the Educational
Director of the NAM revealed that more than 100 members of the
association are participating in industry-education-councils. He
indicated, however, that industry participation is pretty much restricted
to "Fortune's 500." The formwer Educational Director of the U.S.

Chamber said that business participation in education increases as

labor markers get "tighter," or as uneuployment rates go down and
employers experience difficulties in recruiting and holding'workegé.

He also said that the Chamber's emphasis has shifted from business-
industry career days to cooperation in instituting career education

curricula.

National Alliance of Businegsmen (NAB): Formed in the late 1960s

\E} as a partnership between business and the federal government, NAB

P ’ concentrates mainly on the placement’zf disadvantaged ing?viduals in
jobs. 1In its earliest stages, executives were loqned to newly
established NAB offices throughout the country to get the progéam off
the ground. Working with locgl employment service personnel, NAB
ofgices developed jobs and filled them with disadvantaged individuals
recruited by local employment service offices. Today, the job develop:
ment and placement program is administered primarily by employment

service personnel. \

4 study performed in 1768 attempted to identify cooperative

)

efforts that had taken place between schools and industry to meet the
goals of NAB. The results indicatsd that_the communicatian link

between schools and industry was at best poor and at worst nonexistent.
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‘Busincssmen did not know who to contact in the school system, and

wvhen they dia manage to propose ideas to school administrators, many

claimed that they were given "the run argged." Others claimed that v
teachers were interestled in‘ business-sponsored education programs,

but had difficulty in gaining approvai for such programs from their
supervisors .y
. At the pi'esent time, NAB has 130 metropolitan offices throughﬁut
‘the {;nited States which, in addition to their placement activities,
sponsor the following youth programs: . #

i. ogth Motivation Task Force: A program which brings disad-

vantaged youth in contact wit:h young men and yomen from
business who have similar backgrounds. Its major pufpose
is to mé’tivate students to remain in school.

2. (College Cluster Program: A program to establish clusters

o ' of business representatives and college administrators
around minority colleges so that the@employ'ing community
can assist graduates to better compete for jobs in

o business and industry. ’ )

3 B 3. Vocational -Guidance Institutes: A program, sponsored by

I"‘ 3 local businessmen, for school counselors, administrators f
: 5—{? ¢ andf%}ur':icula specialists. The goalk of these institutes,
'-_, ' which are co-sponsored with universities, is to ﬁrovide

educators with a better awareness of minority problems
and to bg_s.ome better ejuipped to counsel students & the
-

types of jobs open to them upon gi'adt;ation.
4. Guided Opportunities for Life Decisions: A program to

provide economically disaavantaged youth with year-round
work experignces that will create a greater uncierstanding

’ <
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of private sector caresr opportunitias and help students

chose rtalistic cdrecs goams \
Mr. James F. Grogam, of the Xeiix Corporation, in discussing the
goals of NAB; state&: "If our nation's businessmen and educatérs
can't find ways to stem the tide (i.e., school dropoutsf and to make
our étucational curriculum valid -and relevant in terme of meaningful
jobs for everyone, we can only envision the 'Roman Circus' and the
predominant welfare state as being grimmer than anything predicted by
Gibbon snd Orwell."®/ “ 3

Constraints: The extent of voluntary industry participgfion in

education, and the extent to which industry's contributions are
accepggg by educators, depends on whether constraints, baced primarily
on witual confusion and suspicion, can be overcome. Although there is
evidence to indicate that polarized positions between indudﬁrﬁ and
education are breaking down, there can be no doubt that commmication
between the two institutions could be improved. According to Burt,

some of the constraiiing féctors stemming from the educational world
are:

1. Corfusion on' the part of school admijigtrators as to
what they want frem indust:r):3
2. Lack of knowledge on the part of school administrators
of how industry is organized or how to approach‘industry.
3. Sugﬁizién on the part of school administrators of
motivations of industry in working with schools.
4. Fear of ;;hool administrators that industry groups will <

become special interest pressure groups.

5. Lack of willingness by schoqx‘administratoraiéo provide

s

staff to work with industry in developing cooperative
X

e
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At

.“ Owg;cﬁphii$§_bj school administrators at local, state,

and nat}Onallipvtli on advisory committees as the eole
technique for échieving iﬁﬁuatry-eduéation cooperation.
Lack of undefsgahding by scliool adpinistratorég%f'theu-ﬁ
role of the instructor in achieving industry-education

cooperation.

.. Lack of coordinacion of industry participation in che

i%diV1dn;1'schpplé of the school system by administrators

~ at. the central officg;%gvel.

Jeslousy of perogatives on the part of suparvising staff
at both the cantral office and individual school levels
so that industfy,partisi;ation in 'school programs beZbmes

© difepnsed and reletively impotent.

10.

Q

Lack of guidéhcg from state officials, national educational

organizations, and the U.S. Office of Education in !
providing realistic guidelinél and adequate staff to enlist

and encourage indus‘tg;?‘; particii;atiaﬁ in schqo;; n}*a‘tters.Zf

-

As for industry, Burt lists the following:
1.

Confusion conéernins the mission of public education,
school organization and how to work effectively with
1o

school é&ople*
Unwillingness to make iong-range comnittments to volunteer

- services to schools, thus creating among educators a.gense

of impermanency and resultiag self-seeking motivations on

- the part of ladustey.

Too quick to disillusionment on the @&=t of industry when

-
school officials take a cautious approach to industry-
~ 310 =~
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initiated coopgrativefprograms.
&4, Tack of plamned organization, assignnent of staff, and
\im-'dset:ed ‘funds on ;he part of industry to effectively
{y channel and lmplemient its desire to be involved in work
with schools. _
| S$. Lack of knowledge and leadership on the part of industzy

)

as to what it myh_rightfully demand, as & matter of
public policy, from the public schools.8/

Although it 1§ true that the cghstraints listed sbove inhibit & )

interactii ) betwae%ﬁﬁcat }ﬁ;\and industry, it is equally true tha:

cooperativt (and perhaps even “¢ollaborative") programs %ave been

and are Being devgloped and that many of them are in the areas of
_ suggestéd activities for the proy s8ed community-woriz education
. councils. Education and Industry ere, indeed, "in&ependent sovereign-
ities,” but there 1s considerable "commerce” between them. It is
highly doubtful that eitKéer sector will -- or should -- give up its
¥ | independence, but tot#l ‘solation 18 not & condition now and it is ;'
not ‘likely to be in‘t:hé. ‘future. Perhaps more ex&ﬁsive collabo%ative
relationships can be developed between the two soctors, but there is

alwa}s the problem of striking a balance. One recalls the angry s,

e,

eriticisms of college sf:udent's during the sixties to the effect that
our nation’'s colleges and universities were nothing mo:-'e than "£farm
. ¢lubs” for induétry. ‘ ‘

.7 . ¢

6{4 -
Lapor Unions ) s

. Labor unions enter iﬁto_ collaborative relationships with schools

in the conduct of apprenticeship programs, cooperate in some work

R U
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education programs, and provide texts and mateérials for use in the
nation's classrooms. In recent years, however, unions have had
difficulties in supporting some educational programs involving

| cooperations between schools and the work sector, and have been in
outright opposition to suggestions that labor standards legislation
be relaxed to’ permit increa.ed employment of y?uthJ A recent study
of cooperatiwr: education programs in urban a‘eas, for example, '
point%ﬁ'out that schools réfrainé% from requesting union help igﬁg&e
inauguration of cooperative programs, because they feared union demands
‘would be impossible to meet.gf The Los Ange%ss Federation of Labor,
AFL-CIO, issued a "Statement of Position on Communiﬁy Involvement
in Vocational Education,"_which may be Eypical of the attitudes of most
union officlals and members towfrd work education prog@_s. Such
programs, the statement reads, should have advisory committees which
~include labor representatlion. Unions should be consulted on the
initiation of new progr;ms and be assured that regularyworkers will

not oe -displaced. In additlion to recelving school credit and the

should be extended the benefits of gocial ;ecurity and unemplo

minimum wage, students who participate i‘.&h work education progra.m'-k
Y? _“t

insurance. Finally, “there should be periodic reviews and repoits
by school persoanel of places'of employment and conditions of labor.
Such reports shsuld be glven to each member of program advisory
committeestgﬁgi:though the Los Angeles stategent appears eminently
rreasonable, it could be viewed as a threat é%ﬁboth school officials

Tand employers 19/ 33

£ o
The AFL-CIO has beeh cocl to proposedcareer education programs,
and does not promote local union participation in industry-education

councils. Unions do- not view "youth unemployment"” apart from total
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unemployment, and are therefore wary of programs to cure unemploy-
ment for any segment of the population which do not attack the basic

ezolomic causes of unemplaymenc
Nevertheless. whﬁ%: umions remain i@%orved in their traditional
y

bssic finctions, they &te todsy expanding these functions to partic-

ipation in broad social mpvgséntg. The AFL-CI0's program for the

197bs includes efforis to resulve ghetto and innercity problems, and

aid to the rural poor and others bypassed by socilety. This emphasis

on social aims iu in response to the broader interggts and social

consciousness of new members caming into the wnions -- government

workers (especially teachers) and blacks. One important faclor which

may have aﬁ effect on education-union relations is that there are

preseqﬁly 4,00C school districts throughout ‘&he United States which

have collective bargaining arrangemgnts‘with teachers' unions. %5
Despite the cool reception éiven career educaéion by the national

office of the AFL-CIO, the UniééQ?Autamobile Workers (UAW) and the

United Rubber, Plastic and Linoleum Workers of America have issued

stataments supporting career education, and there has”been a good

deal of local union participation in career education pgograms in <

New York State, Springfield, Massachusetts and Peoiéa. I1linois. OQne

of the most interesting of the many union-education cooperative

programs is the UAW's assignmenéﬁof 27 retired skilled craftsmen as <$

advisors in the é%cational educ;tian departments of 19 inner-city

Detroit schools. The sdvisors attempt to acquainEéggé motivate

students cuncerning the oppqrtunities and advantages of becoming

skilled craftsmsn, and assist youth in preparing to take apprent{ce-

ship examinations.

Sunary: Unions have beeﬁ’participating in educational programs

'




throughout the history of the American labor movement, and i: can be
expected that their participation will increase in the futurea.
However, care must be taken thatr the goals of proposeg programs are

‘ ﬁnot inimical to union interests. If, for examgle, proposed community-
& work education programs are bllled as panaceas_for youth unemployment,

or 1f they include among their objectives progiams which unions

consider contrary to the interests of American'workers (such as the
modification of fgbor standards legislation), little cooperation

(or collaboration) can be expected from the léﬁar movement.

National Citizens Groups

Since the 19603, a aumber of national org&nizatiéééfhave been
forwed to enlist the various facets of our national 1if%; on a velun-
tary basis, to hegg_in developing human resources. Ambﬁg them‘gée

The Urban Coalition, The National Committee for the Support of!gublic

Schools, and the Joint Comrittee on Ecsnomic Education (vwhich was

founded in 1949). Although the overall objectives of these organize-

. tions are broad, programs in support of public education are one of
t} thdir major goals. ®

e~
(N
Urban Coalitinn:gan the field of education, the Urban Coalition,

which 1s made up of éolit;cal, soclal, religious and industrial
leaders, has sponisa.sd programs in three large c%tiegj-- New York,
Philadelphia and Los Angeles. The three local Coalitions are inwvolved
primarily in the development of industry-school cooperative programs
in the inner-city areas.

Nautional Comitt.g for the Support of Fublic Schcols S Founded
in 1962, the National Committee is composed of leaders in business,
labor, agriculture ;ﬁd the professions, and ig fir ced entirely by

volunteer tax-deductible contributions from individuals, industries,
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“and foundgéigﬁs.__lts pri@ary purpose is to‘prdvide facts and insights
rggardtng.pubﬁgg'aducation so that its members, reflecting all shades °
o_f' opinion, can dntelligently work out solutions to meet the needs

of their oun'sghoolﬁ.

Joint Committee on Ecomomic Education: The Joint Council on

Sconomic Educetion was organized in 1949 with the support of the

Comnittee fﬁrﬂ?condmic Development and from the. Ford Foundatfon's ~
7  Fund for Adult Education The entire program of the Council is to:

. '"reduce economic illiteracy by %EEFoving the quality of econcmics

taught in our schools and colleges -- by trained ﬂ@?che?% using

effective teaching waterials.” There are over 50 affi tiated councils
15 46 Qtatgs which work with local school systems and colleges to
dgveloﬁ programs founded on local needs sy

4& groups which are engaged

These %fb only a few of the nation
l: .;* in the supporé‘of public education; countless others éxist at the

= state and local levels. <

- Sulmary (R

This brief re;;ew of tndnstri/labc;,citizep.group intevaction
with the pubiic school system indicetee thst t%: schools are zecelving
conaiderable{support from other private and public institutions. )
..... : . Unfortﬁﬂately, no cquréhenéiye a§£1uatibn of such sﬁppqgt has ever _

been made. " As a result,.the question as to its usefulness is generally

i:'-"?5‘cl'etaz:n:niruaci by the blases of obsarvers’ Indusiry criticizes the
sch%gls for not makingﬂ;se of business-generated materials; the
. chools criticise industry for 5rinding its own exe; and labor criti-
cises both education and industzy for reasons of its own. Yet, all
- ENEE three sectors ~- plus cltizens' groups ~- join in cooperative and

. . « F
collaborgtive efforts in most of the nztion's school districts.
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?crhaps t:hou o:.‘f.orta o ot a]g that t:hcy should ‘be, but by any
at:ro*"ch of tha inimtionit canot be eaid that complete isolation

. l ——
oxists bompn them:}: &«

" counictees m_d_citﬂ:Llc_
It :la iup@aib la to estimate the eot:a.l number of. com:l.t:t:eu

. and courcils either aponaorod by public schools or t;ppoint:od by other

]

‘8roupa (including self-appoinced citizens' committees) to advise or
prnsurh the schools o various macters in existence today,  but the
nunber mm: b:} more than 100,000. It is estimaced that ‘there are
ovsr 20,000 formally orglnizod vocational education adv:l.sory com~
mittees alone, and this figure doee nog, include advisory com{ tees
to individual vorational education mdlor work -education classes. Ly
Indead, ‘it would be interasting ¢ now t:ha amount of time aducators
spend ceeting and working with advi.ﬂory cormitteee and councils. .The
number of commit:ieas and coun.;:ila a8 increased drapatically since

~ the 1960s, because most federal lagisletion passed during that turbu-
lent period mandfa_;:_e;l the establishment ol sdvisory committees or
councils, and Lacause of pressure from local groups for incressed
particigpat:ion wn the formation of local schoql_district:‘ policies and
'decisioﬁs. ' . )

rIt: would be impossible in this paper to review ‘the activitias

of all comittees and councils which are active in schoo] matters today;
thus, the decision was made to concentrate on three r.ypes. of advisge i
%’;o (1) Vncat:ional Education Advisory Com:l.t:t:eos, (2) Industry-
Education Councils' and (3) Federally mmdat:ed manpower adv&ory
councils. These types of committeas are most closely’ assqciated_with

the transition of scudent’s from school to work and the movement of

adults from work and other adult roles back into school.
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Vocetional education advisory comittses ere of three typas:
. ﬁ .
(1) Gezeral; (2) Departmental; snd (3) Specific Occupetion. Most -
schosl disctriets throughoutthe Unitad Ststes have one or more £ the

- types of committees. Their mmbcrahip consists of employers, labor

uni.ona, communicy snd govarnunt:nl orgenizetions, representetives of
various segments of the gencrcl public, and, of course, vocational
aducetors. alt:hough their functions ers quite similar to t:hou
suggested for the propoud commnity-work education councils, t:he
process through which advisory committees operate is definitely not
"colleborative.” An hgr:l.c‘m Vocational Education Association (AVA)
booklet on advisory commictees ,bafore descriding the functiohs of
cdviabry commictess, staces what their purpose is pot: |

"'Ihc functions of the locel advisory commictes csn best

‘ce ut:nbliahad by stating fiys: wbat the group is not

to do. ‘!'hn nuBATOUS provincas which fnvite p.xtic-

ipation oumigh the areas closed to committee operat:i.on .

and pravent this epProach from being negative.... The

duties of edvisory committaes should extend beyond

glving edvice, gi: the pembers have neither lagislative

nor cﬂminin:__&;m authority...... Fom::lon of these

sorzzittses is not intended o murp .the peroggtives

of bosrds of sducacion or of sdministrative staffs,

bijt occesionally such fsars are articulated. . Becaugé

the ;pprovq.l and support 3.;!;' the board members. and st iff

axs vitsl, they must be assured thac. while the danger

is present and ao_m. advisory committeas have triéd to ’

move in that direction, the barriers will be fiimly piacl&.
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Onch-having made this distinction, the AVA goes on to explain

° . “the functione of advisory committees as follows 23/

1. Occupational Surv;ozaz "Advisory comictees should advise
the %zhool admipistration on the types of offerings
required to satisfy the prepatory as well as the retraining
and upgrading needs of tha individuals of the communicy." =
“To do tﬁil properly, advisory committees should either B}
conduct occupational surveys, or s;ce to it that they are
conciucl:e&. ‘

2. Verification of Course Conﬁent: Advisory committees should

establish practices "which will keep instruction practical

and ftmctional:" ' |

3. §upporl:‘ for Proposed Legislation: Advisory committaes should

"support educators in the mo}tmt area of legislation and

appropriations.”

e

g " One vocational educator cit_:ﬁs the following‘functions agtways
in which advisory.committees can help the educator:
1. Make conm;m;ty surveys;
2. Determine and verify need for training; ;
3. Provide tangible evidence that indusvry is supporting the -

- program; )

4. Review pasat ac;:omplishments and forecast trends affgccing
training and employment; | "
Evaluate .the programs;

Provide financial, legislative and woral support;

Intexpret the program to the community, to unions, to employers;

0 =~ O

Plan facilities aitd establigh standards for shop and laia
training; | '

. ! '- . - 318~
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9. Soéuro donations of squipment and suppiiies;
10. Idnntify new technicel d&valopmnntc which require changes -

in the curriculum; . ’
11. Encourage teeching recruits; |
12. Provide guidance and support in technical matters;
13. Determine qualificetions needed for selecting instructors;
14. Counsel and guide students in relationto the worid of work:

15. 'Find placement oppertunities for students;

16. Determine criteria for evaluating student borfbrmance; anct
.17, _Daveleop Eooporativu work axperience programs for snudents.lﬁf-
If many of the gbove listed functions eppear to be the Fﬁme as

those proposed for community-work education councils, it is because
they é;g the sama. The question, of course, is how well have these
funcfions been carried out by advisory committees. No evaluation has
bean devoted cxclusivuly to the performance of vocational edvisory
comeittees ot the loca; level. However, many assessments of vocetidnel
education programs in general have comnc;tod on the cont:ibutio;; of
edvisory committees. The congensus appears to bo thet the closaed
edvisory committees are attodhod to specific clasaea, or occupational
ereas, the more effective they are apt to be. - -

) Snocrwmh_ cupation or Class Adrisory Coumittees: In all ghe
diccuslion obout the transition of students from school to work,
the role of the instructor or coordinator at the "firing line" leval
is ell too often ignored. Most students, especially vocaéional
education students, veceive tha vost‘majoriéy of their counseling from
instructora. -who in turn, are required in most states to have had

'procticol experience in the trades they teach in order to be qusfified

as vocationel education instiuetors. Instructors also play a usjor
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xolc in the plactmnnt of atudcnta, and in follgaing up on studants

a!:cr placoment. Specific occupntipn or class advisory committees

e P
are invaluable to instruétg;a in carrying out these functiong. The

idvtnpngca of these types of committees are thst their purposes sre

¢ ¢lewrly delinested: -
1.

S.

To advise on curricu%; and equipment for specific
LT .
occupntiongl areas or cfiaaga; ‘ Y/;
To provide qqu{pnnnc where it is needed;
To sdvise-on job opportunities in the occupationsl area;
To provide work scatio%? for cooperative and othgf_work

" aducstion students; snd

To providc‘full-cimo jobs for graduates,

Askcd to nnme thie chsrnctcricticl of active and ;5
ndvilory counictces, the coorﬂina:ora of 30 coopcrltivt cducntion

. prograna in urban zreas rcplicd that such coumittcca, composed of high

.1.“1 business or industrial representatives, should meet oftcn gnd

pcrfomﬁﬁic léisc two major functions: (1) ‘employer rclations and

job developument; and (2) curriculum development and raviaion

of such idcal committeea would visic classrooms, provide advice gp

how training could be lmprovzd, calk with studants individually, and _

make prcsentstiona to clalsea as 2 whole.lsf

- Departmental Agggpery

. Committees: These committggl serve each

occupational area (or cluster) of a vocational education program in

a school district or school. Their value depends on the extent to

which demands sre made on the céupdxéces by school districts or

schools.’

-elr departmentsl zdvisory committees in some w&y useful; che remainder

The coordinators mentioned above rated 1S our of 30 of

- were of little use (st lezast.to school coordinators).lé/ According

Members



to the coordinators interviewed, the value of a good departmental

advisory committee is that it either performs functions théi: coordi-
: _ngtofs otherwise would have to perform, or that it helps coordinators
in p‘fformins kex‘functions. For example, in Houston, departmental
a_&v:risbry" committees draft lists of employers, by occupational area,
'that _have axpressed an interest in participating in secondary _
cooperative education programs These 1ists are distributed to A\
‘ coordinators for jcb development purposes. The New York City Co-
operative Education Commission meets six times a year to deal with
frdgram;bromotioﬁ the development of new work stations, and problems
that arise in the area of city-w*de employer and lsbor relations,
A committee for a Boston fashion merchandising pg?grm, composed of
27 representatives of dapartment stores in Wasﬂé%gton, D.C., New
York City and Boston, not only lends status to thF program, but also
a;surcs the development of fdequate work stations, placement for
graduai:es, ‘and psr;?vides ;adviée in Paintaininé up-to-date curricula.

3

 What little evidence exists, however, indicates that the
performance of departmental advisory committees 18 uneven throughout
" the country. |

General Advisorz_cOmmittees General 2dvisory committees aQEist

in the development and maintenance of the entire vocational education
program.of a school or School district. General committees are the
farthest'removed from the "firing line," and their purposes or
functions are the least clearly.delineated. It"sould-be expected that
tﬁe.majof responsibility for the 3enérat£bn of local labor market
!.nfo;mall:ion -~ aCross th; broad o‘ccupational spectrum -- would be

vested in general advisory committees. However, there ;célittle
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* .of vocational education advisory committees, especially of "general”

S . ) J
svidence that such committees engage in t:ﬂ.s function, or if they do, :
the results do not reach local educatior} agency personnel responsible E
for planning, or school counsalorj and instructors. The ‘msjor K
purposes of genexal advisory dotimittees appear to be of a public T
relations ‘nature. The prestige or their mewberships lend validity toj
" the overall .programs, they assist the schools in legislative and ﬁ
appropriations matters, and sponsor events which focus l?t_!blic attention
. on vocational e'élticstion prograus. '

Limitations of Advis_gry Comittees One of the majdr‘limit:ations

variety is’ that the membership is mat’ often chosen according to the '
expertise needed to carry out: committee funct:io-:s 'What appears to
be happening in msny cases is a "prestige exchange." Businessmen,
labor representatives and members ot other segments of the comunity“
.'consider service on advisory comg}ttees something of a status symbol,
and eduqators, by appointing prestigous members of the community to ©
advisory committees, g&in public acceptanc; for theiz vo‘cational

- educaticn prsgrams The re'sult is that comitteés are often made up

of individuals who agree with each other and who "do not expect to

» devote much time to comittee mattars other than the time they spend

at meetings. E'ven more impertant, the more complicated functions of
‘advisory conmittees, such as the generation of local Tabor msrket
information through occupaticnal surveys, are often ignored. However,
these are limitstions which alip],y to all 'kinds of voluntary activities,
'incli.xding thpse of industry-educai:ion ?ounEils and the prqgged

comnunity-work education councils. * . .
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" -Industry-Education Councils

- 2
The term "industry-education councils" is used here to denoté a

nﬁmbcr of variously named councils, ccmmittees, workshops, partner-

ships. etc., that havc come into being over the years, not necessarily

thr@g@h the initiative of educators, and that are concerned with the

total educational program, rather than any particular type of . .
| n educaticn, such as "vccapicnal education."” Although in their earliest

days, some of these organizations were formed to imprcvc educdgibnal

programs in specific fields (such as science and engineering after

the Sputnik gcare), most are-now embracing ‘the '’ career education"

concept. The prime movers of the indus‘ -education movement have

beenzindustrialists and their associations, such as the N.A.M. Labor
participation has no: been extensive, and participation by educatcrs
_ has been characterizcd by coution and, at times, outright reluctance.
,‘ _ E Althaugh‘partg&ipction by individuals as parents, rather than as
representatives of institutions, hasxye;n non-existent in most
» 1industry-education type organizations, because,the impetus for the
' cstaE%ichmcnt of industiywcducaticn councils h:§§cccurrcd for the
most part outside the school system, they hnvc bsﬁn afforded the
actributes of "citizens' movements." '
=N, * Thlf’ are two national associations of indusﬁry-educcticn
ccuncilc, one of which dates back to 1964: _The National Association
of Industry Education Council (NAIEC), &nd the Industry Education
. Councils of America. (IECA).
_ - Thc NAIEC was astablished in 1964§§ﬁ1thcugh its beginnings date
back to the 1940s when.it was kncwn_as the Business-Induscry Section
N ’ of thc_Naticncl'Scicnce Telcher AaccciatiOn._ Its purposes are as

_ foliowa:
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) 1. To provide 2 nat}?nal organization for represantdtives
of business, industry, edudation, government and labor
-to prﬁmte increased levelia' of cooperation;
‘2. To identify aref& of wutual interest and to formulate
e progrm and procedures which meet &cceptable standards;
| snd o (2 i
3. To communicace with any group cm,q:\_gngd yith education ¢
about; cooperative programs and pl:o}ic_:t:s.. " 5
The NAIEC has approximstely 250-300 members composed of educators,
ind;i.vidxﬁl firms and retional trade associations. Recently, the
4

organization'u;ergtd with the National Community Workshop Asaocia:tion,

* ‘;.'l. ﬁrgmization nade ﬁp prima:{ily of educators, Previous to the
mrscr the NAIEC': memberahip was primarily frow the business and
industry aector t is now*-ompoaed of equal representation from the
»  education and bus Eess‘-induscry sectors.
~ The IECA in 2 relatively new organization of California and
At':j.zona industry~education com:ii»s- {It:a purposes are as follows .
1, Est;cbfish a clearinghouse to stimulate a better under- |
standing of.ir_tt:errelationship of schools and industry;
2. Encourage the formation of statewide or regional grougs

~ ‘ s
to develop programs at the local level; *

*3. Develop leadership at the state or regional levels for N
the implemeﬂtation of programs and activities at the h T
comnunity level; ’

4. Interchange information coficerning ongoing programs and

to davelop methods for their implementation at the state .("‘
| or regional “1evel; ‘ o
' 5. EKold regionel meetings, seminars and the like for interchange *
& , - 324 ~ ) g .
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. . of Iit;fémtion for the benefif of all concerned; and
6. - Encourage loné-rmge plani;ing to carry cut the above
mentioned objeétivus.. l -
’ ' ‘;'here are.,’%pprox-imately 40 industry-education councils presantly
iﬂn op,crat‘ion (ma.inly-'in New Yoridand California); the number of l

y

-\gimilar mechanisms (variou?ly' named) is unknown. In Preparation for
-I ;:he writing of this paper, representatives of both‘ the NAIEC agd

- TECA, the directors of seven industry-education councils, and six
similaz" wechanisms were interviewed. The puzposes of tlgg interviews
were to determine the hist%? of individuél councils, their member-

ships. paid staffs,. financing, activities, oproblems. vieys, regarding
"collaboration"” versus "“cooperation,"” and the possibie'- effects of@
federal intervention in what” has been primarily a local initiative.

. Hi:togz-. Qf the 13 councils whose directqrs‘ were interyiewed,
" seven were m:;:i.ated' primarily by indystry, five by education, and
one by a public group. 'rhee} reaso:m for the estab;g.shment of the

councils, although varied, wera primarily concerned ,with the transi-~-

- -
N

tioh of students from schdol to work (dithough one was formed solely v
to provide g&pplementérg education for employed adults). One had its
beginnings in the post~-Sputnik scare, one in the student unrest of ‘x

the sixties, four in response to the carser education concept, and
t:w-ieo in the concept of using community resources in eduéationaj_k programs,
i Others were ;.nspired by testimony at a statewide hearing on public |
cducation.' .th‘ nsed felt by soﬁe‘indulstfialists in one community to
promte {Rz teaching of free enterprise economics in the public schools,
the resulc of a labor mavket survey (by the Chamber of Commerce)
which showed a need for better business lingges with rhe public

s’ghools. and the need for teacher training in some communities.
W

"
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. Council Memberships: Two of the councils had no formalized
scructurc, five limited mnmbexship to business end industyiel repre-

sentetives; three were composed of bus: Eaas end cdqgacion representa- -
t

tives; two included lebor representatives in eddition to business:
and edycation members and one included comiunity agency members in.

eddition to business, labor and education; and one was made up of

¥

political office holders as well as business end labor representatives.

Paid Staffs: All but thr&e'had paid staffs. The average

, number of staif members was chrcc,%?hc one hed seven full-time staff
members, and otie had a steff of 13 full-tine and 10 pert-time
soployess. . _ , . o

- Financing: éiva of the councils were financed byﬁzz;ce and
local educacicn agencies, but in ghrcc of these instances, industry
provided in-kind contributions. IndustryZprovided all of the funding
* for,five of the counclls, but in one instance, local education -
agenciles. provided in-kind contributions. One council was funded.
jointly by 4ndustzy and education, and one was the recipidﬁt of a
. fede;al .grant. In Ewo of che councils Egnded solely bx_education
agencles, one also received a federal grant and,one was the recipient

nf con:ributions from the general public.’ ;

Activities:®
Among the activicias of che councils were the following

1. Sponsorship of Job Fairs and other "events" (e.g., career -

&
days, testimonial dinners, teacher and student award

ceremonies, etc.) ’
2. Spensorsiilp of éonferences on legislation

&
3. Sponsorship of NAB-model Careyr Guidance® Institute (two

councils) % N ' ' i
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4. Dtvglépnnhc of econcmic educeticn programs (two councils)
3. Dtviloputnt of community resources fcr use by -gchools
~ (two councils) i
6. Devslopment of csreer educstion programs for\§tudents
and ths Prnmoc§on of resourcss for uss in carser
education programs (five cowmsels)
7. Dtvcldpmntf f s...her training programs (thres councils)
8. Program to provide supplementary education forgadult
workers (non-high school graduates) on job-sites
9. Promotion of Coamunitysresource worksaops
.10, The generation of local labor msrket iaformation (two co&gcils) o\
11. Miscellaneous provision of secrvices to schools on requsst
Problems: Only four of the respondsnts idantified problems of
any gubstantivs nsture. Cne ssid thss it J;a impoasible to arrivea at
a conssnsus as ?‘ what the objeztives of the council should be (this
council had 60 nembers from business, lsbor and aducstion). As s
roaﬁlc. council sctivizies wprh'caxricd'out-oﬁ an &d hoc basis.
Sugsicion by sducators was g%ﬁed as & problsm by one rsspondent.

“They think we're out to 1nd3*cr1nato‘pupils in che frse enterpriss

,syacam." ‘he said, "but wa're dealing sieh thac. They 're. bcginning to

come qround." One council suffered a loss of funding for _political
reasons, the naturs of which the director was unwilling to &Zsclose.
One respondent megcioned three problems: . (1) the educatien mcﬁﬁors '

turn out in forcs for meatings, whereas sttendance by'ihduacry . x

members is sparse. (2) teschers in some school distrihts sppaar to
be hostils to industry cantribucionn; and (3) bacause of & bsttle at
ths state lavel between vocstionsl and qfﬁpor education divisious, it

is difficult to gat. the coopqraeion_of vocational education nerysonnel x

L]
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(cﬁit ?ounacl'wat primarily cigecr aducation oriented).

Most respondents, howsver, said that they were "problim-free,"
which may be an indication that no substantive attempts had. been
.made to achieve & collaborstive relationship with the schools (see
below). : 4

Collaboration Vs. Cooperation: Respondents wers agked whether

:hcy were familiar with The Boundlees Resource and propceals for the
catablichmont of community-work cducation councils that would involve

collaboration h&twoen education and othet comnunity institutions.
Seven respondents wnfeﬂggquaiqtcd with the book an@agne proposal, and
" four were hopeful of rccciviﬁé pilo. project grants. One of the
respondents, quoted in Section I of this paper, was outspoken in hinaz
“ZJxepticism Ef:£§5 idea (yet he was "ne of the respondeats hoping to
receive a pilot project grant). Tha remainder, though less outspoken,
were ncverthalctt cautious in r08ponl¢ to the question of collabora~
tion. "Educators are already euspiciouc of us," one respondent said,™
"we've got to prove our motives are fure.'' tAnother gaid that in
order for tfue collaborat101 to take placc, thera would have to be a
"Mird force," or "demands on the part of the. gencr&l public" for
changes in esucatfonal responsibility. P

ffgc:s of Fedcgal Iﬁﬁarvention. Since 1tvaral of the cou.cilg

' were alrcady receiving fidoral grants, and other hqped to be federal .
grant recipients it iﬁ not surprising that ail but one of the council
ditnctors saw nc conflict in federal financing of “grass roocs”
_progrems. One director, howcvcr, was adamantly oppecsed to federal
financing of indpstry-education councils. ”Eageral funds would be &
crutch and crutches are only for cripples " He believed that the

d

:whole idea of community .efforts to impiove local education programs
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neuld‘be compromised by federal %unding. This respondent conétit&éed*
“ winority of-one, and his council was mada up solely of industry
reprecentatives. Mast of the remaining respgﬁdents belleved that
fedéral recognition (thggugh grants) would lend prestige.to the
programs ;29 would lead*so addﬁneona} funeing possibilities:

Summary )

-

Industry-education councils are & relatively new phenomenon on

-

the eddcational scene (although same have been in existence for a
numbef}of years), and representfa desire and willingness on the part
of non-educational institutions” (primarily;industrv) to contribute
expertzse and resources to the education of-American students. There
ls nG indication at this-time, ffBvever, of collaborative relation-
ships between councils and schools -- in the sense of shar£;~ poli;y
‘and operational decisions for educationgl programe -:f:;:'there is
e%;n less indication _that there is a groundswell of "public intedest™ ..
or the, interest of individtals in their private, non-institutional
capacities as parents and citizens-nvin the work of the councils,

The councils represent primarilv a response to the career education p

¥

. conceépt on the part of industry and, to 2 lesser extenty: labor unions

and other institutions éhd agencies, 1Their activities lie dlrected
.Y . ' d,l /o

'towar&§&heatotal educational program, rather thanntoward specific
seguents of it (such as academic or‘vocational'educntion). but the.
" activities themselves are not much different than those performed by

vocational educaticn.and dther educational advisory committees

vresently-in oﬁeratron.-}

!




Manpowdr Advisjiy Commi ttees g .
Ever since the passage of the Manpower Development snd Training

Act (MDTA) of 1962 educators employers, Junion members and representa-v
.{gﬁes of other community institutioPs and agencies have participated
injﬁanpower advisory and/or planning committees. Several of these
comnittees, such as Cooperative Area Manpower Planning System (CAM@S)
commlttees and today's Comprehensive Employment and Tratning Act

(CETA) state and local committees have attempted to coordirate
community manpower resource s for both youth and adults, and bring

about ‘increased tooperatior., if not collabo;ation, between private
Jand public sector institutions. It would be an understatenent,to

say that these federally mandated structures’werelnot altogether

osuccessful, and tl.at one of the major reagoné for thelr failure was
¢

w ¥

institutional polarizatien. For example:
, == In the early days'of MDTA, labor was often pitted against
the Employment Service and: local eduestion jurisdictions ’
. 1n the generation of proposals “for institutianal and on-

the-job training programs, . ) .

-~ Shovtcomings of the CAMPS sjstem, which was under the

'operall jurisdiction of the U.S. Department of Labor
(through the Employment Service), were due primarily
to the unwil*&ngness of other agencies (federal? state
and local) to be bound by a systew dominated by the Employ:
ment Service (or L&%r Department), ¢
- Joncentrated Employment Programs (CE?)} which attempted to
accomplisa in 3hetto areas vhat CETA is now attempting to

do in larger jurisdictions, were often hampered because

employers, uynions and other agencies were reluétant to
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work ‘with Community Action Agencies, the prtmeesponaora“

-

of local CEPé. ; ) . -

. ‘It 1s interesting to note, however, that following the riots
of the 1960;, locai MDTA edivaor? c;;mitteea lost a cona}de:able
amdung:ﬁi&ﬁ?ﬂﬁd power and in many cases wen:\outipf business .-
altogether. T?e result was that MDTA institutional and QJT programs
.underwent an expansion, and unioné began to institute pretappreneiée-
ship programs, using MDTA money. Waat hippened?. It seems that
pnblic pressure, or the‘deqands of individuals :;ting as citizens,
interceded in what had been primarily an under-publicized battle -
betweel. inscitutiona. Something Jrad to give in the case’of tke.MbTA
program it was labor oppoaition The point is that unlesa the con-
sciousness of the public is raiaed or uvnless the public is concerned
ahout apecific problems which are being aggravated by ingtityrional
polarization, there is very little' pressure omr institutions to
change their positions, or to compromise -in order to-effect potential
solutions to the problems. ' ‘_ , , )

. All this, of course, 18 past hiatory, the best that, can, be done
13 to understand its lessons. For present purposes, however, it
might be well to take a look at the current mechgnism'designed to
‘achieve Eooneration.and eoordinetidn of manpower programs at the

local lewvel -« CETA.

*

CETA - : ‘ | | :

The Comprehensive Manpower and Training Act mandated that two
types of adviaory bodies be established: (1) State Manpower Servzces
Councils; and (2) Prime Sponsor CETA Pianning or Advisory'CounciIs.
‘hccording to a'l975 evaluation of coordinated linkages among manpower
programs, neither of these advisory bodies have had an impact in
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coordinating manpower programs at either the state or local levels. 17,

State H&npower Services Councils have beeu concerned primarily with
grants to the states mandated by CETA, and local advisory committees
or councilt haVe apparently been established merély to meet CETA
requirements The relationship of the local comnittees to the pro-
gran planning and decision ‘making process is often obscure and‘poorly
deggied 0 _‘. » : ¥ o %

.The evaluation upon which the above remarks‘were based, however,
‘was conducted fn 1975. ‘As CETA was passéd in 1973 _many of the
programs reviewed had been in existence for anly a short 'period of
time. A -new study, which will not be completed until January, 197?
(and in which the author of this paper is participating), indicates ”
that in some areas significant contributions ave being.made by State
Msnpower Services Councils. ?erhap%?the most i wportant is in che
~area of local labor market information. For example, in¥€alifornia
and .Georgia, contracts have been entered into between 'state CETA
offices and State Emplo;ment Security Departments to provide local
iabor market information for CETA prime“sppnsors. In Californiat‘the
research and statistics division of\the Employuent Dewvelopment 1§
Department (¥mployment Service) sponsored a c;nference for all local
prime spcnsors to determine their needs with regsrd to local lacor
market* information. Regular reports and projections will be supplied
to prime spoasors on a montﬁly.basis. ) ) -

This*is an encouraging development. The provision of 1ccaf labor
market inﬁormation hss never b;en considered a high-priority by the
U.S. Department of Labor, or its Bureau of Labor Statistiés. A 1972

evaluation of the effectiveness of MDTA in mesting employers's needs -

in skill shortage occupations noted: “A major finding and con-
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clusion of ;:hi.s vaport is that no system exists for defining or 3
idcntifying skizlg shortage occupations at the local level, despite

:ba 1n:roduﬂtion of computerized data gathering systems, tha existence

‘of a nttional industrial macrix, the methodologies for forecasting
national occupational needs, applicant information (including un-
imployﬁnnt insurance tfanSactions) and other valid sources of infor-
mation. No. tystem exists for synthesizing and storing occupational
information emanating from many sources. For the most part, the

»

vresearch and statistics staffs of Employment Security agencies are

operating as field staffs to.éenerate aggregate data that are used in -

identifying national or sta:e trends; they are not providing staff '

gervices to the operating arms of the Employment Service. As a

resulet, plann&Pg 1s left to those least capable of understanding

complicated information gathering systems and nethodologies for

identifying demand or skills sﬁortage occupat&ons, or f;r making

occupational fbrecasts."kg{ . .‘ . . ) - -
The same report also pointed out that the bre&ence of employ;rs

on advisory committees and counciis does not assure the generatiPp ‘

oft local labor market information. .Based ¢n interviews with more

than 300wemployers in 14 cities; it was concluded that most employers

do not make occupational projections and have little knowledge of .

Eomﬁunitz laboF mafket'needs,‘asfdiffefengiated from the needs of '%’-

their individua? firms, !’Everyone seems to agfee? the report ﬁoted,

"that employers should participate in the planning process fof all

manpower prqgram;, but if individual empioyers do not,use forecast;

and do not have much knowledge 'of employer manpower requirements

. other than their own, the question as to how they should be used is

very pertinent indeed. Certainly, the addition of two or three -
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employara to, an adviaory comnittea 1s not golng to be of much help
. to planners in. idantifying treininﬁ‘occupetions, other than those .
'that tha amployars know about in their own firms.' 19} | t
THa fsct is that the- p;oV1sion of labor msrket information to .
locel comnunities could be ICcomplished in a-very short period of
time 1f trained state, regional -and local Employment Service research
and statistics stiff were given the assignment. It iigdoubtful
that this will occur as long 88 augp peraonnel are congldered field 3
staff for the Bursau of Labor Statistfcs "It is encouraging, .
a hcucver, that the use of state CETA funds (not local ‘prime sponsor |
funds) are being used, in some gtates atﬁleast: to finance the gener-

aéion .- by.profcssionila «~» of much needed local labor market

[ b ¥, ~
- . - ¥

« information.
E * - i . . v

The "New'Mbans" Co ' v

‘the "New Means" suggested iin THe Boundless Resource would pe .

a tri-pattite council,*ccnsistlng of representatives of education, -
the work sector, and the "community" (presunably parents, students ' .
and civic leaders). The councils,would be called community-work
education councils, snd one of their first tasks would be to provide
for "an independent toughminded process for critical evaluatian,
to be initiated when.the pr&jGCt is started and carried on through
to cover every element of fsilure as well as success. n20/ _ * -
Relying essentially on community initiative, council functions : S
would include "both the rendering of services directly to youth and T
the 'brokering' of functions of established institutions -- partic- -
ularly schools, smployins enterprises, labor unions, employment agenciles,
and families.' '21/ Council agenda would include: i
1. Counseling -~ Advice to Students
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2. The Dtvllopncnt of Local Occupational Information -

- 3. The Devnlopmnnt of a School Placement Service and Follow-Up
L System,," o .
h: Advancement of‘pafeer Education and Educatlion-Experience

¢

. Programs

.

5. Promotion of Educational Interchanges (or new mithods of

igternating oducation and experience)

“

The one, distinctive characteristic—éf the pfoposed coﬁmupity-

work ‘education councils is that they would be initiated by "communities’

- as a whole,"” rather thhn by institutidﬁal ségments of the communrty:
“ Their first task’ would be to provide for evaluations of what

‘prtscntly exists; presumably, their future agenda would be based on

the results of these evaluations.- )

N

There 1s no-doubt that there is a need for.an assessment of
present Pechanisms designed to fagilitate the gransition between
school, and work. In_fact: such an agsessment should be conducted
before & new institution is imposed‘on'thoﬁe alre%dy_existing in the
nation's communities The activities suggested for the proposed
community-work education couricils are alteady being performed by a
-variety of committees and councils, but reliable information on
how well existing mechanisms are working is woefuily lacking. |

: 3

‘Arguments to the effect that high youth unemployment rates, or the

existence of gspecial Eobs for youth, are'an indication of how poorly

youth are being prepared for work, beg the questlon. High unemploy- &

ment rates (for youth, older workers, or individuals in their prime
wofkins years) are a reflection of economic cond;tions, and the
existence of special jobs for youth may}be more of an indication of

the-existence of & transitional process rather than the abscence of
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one. What is nudod is evidence t:hat: "poor preparation' (which is
directly at:t:ribuuhlo to school doficionciu) i3 a aisnifg&mt fector ,

N in limiting the career horicons ot youth, or barring their eatry into
. the work force.
E\ .

ol
" L

)

If it could be proved thet this is the case, it would be much - °

easier to martial local support for community-work nducation councils.

W
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CRUCIAL ISSUES >

. In Section I of this paper, sovnn issues relating to ideas

and aolunptionl underlying tho ptopnlcd ootabliahment of communi ty-

unrk oducation councils were idcntified They were as followa .

L3

1.

Fre

2.

4.

Are the causes of youth unemployment economic in nature,
and if so, haw can manipulation of. the oducational systeﬁ
rolult i%,a lower youth unemployment rate? 3

Is tho reason why more adults do not seek oducational
rcncwsl caused by isolation between education and the

. work loctort‘Pr is there a lack of demand on the part of

adults f£or- ;:sﬁfollmnnt tn oducation and :utrainins .o

-

programs? ‘ ; o

Can.’ col..naration" as oppoaed to coopatatiOﬁ"'between
oducation and other institutions at the. comuunity leval
take place under existing conditions, or would there !
have to be & groundswell of public dcmand for the sharing
of educational-tolponsibilities’ .
Should not the term "cammunicy"’gi more'clearly .defined if"
the broposod,counciis are to initiace activitios in euch
areas -as the gennration of local labor market information
and Placement? ) : -

From,tho federal point of viiw, wouldn’¢ there have to be
Joint funding of councilg in order that no one segment of
“the communicy ™ wou.d _exert undﬁi tnfluenco on‘council «

policy and decisions? ‘ -
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6. Is éﬁireuauféicient concerti on the pert of the 3a;aral
. public, employers, pitante and‘atdd.ntc'rasarﬁinshthi ¢
trnhsiciou from school to work (ind work to school) to .
pronoca gcnu;na intersst in' thae aatabliahmnnc of
® commumity-work education councilc? 1
" 7. Who or what ageucy or group would be :f'uponcible for " .
: 1‘ ;aatablishing councils, who would b;53t1tcttd for mmmbar- _ ?
| ahip, and wheat would ba the basis Tor aclaction .= pﬁblic .
relazions (or ddvecacy), axperticc, or both? R
Tho above can ba subsumed into four major iseuves: (1} Commmity E
Interest; (2) gh.‘quﬁcion of Iaalacion; (3) the Quastion 4 poor 5{":

Praparation; &quZA) thia Fedaral Role. Each ara discussed below.

. . -
.

Cﬁﬁhunitz Inuterast - - - I .
The p:Oposal for the tatabliahment df community-work educscicn

councils .is based on the assumpcion that the general public is deeply |

concarned with the quaation of education-work policies -- that

individuala in thelir private capacitiec as parents and clcizens are

demanding x‘new approach to the ‘transition bacwnan school and work

" and/or between unrk,and other' adult roles and achOol. While it ia

‘true that there is a great deal of concern shout che qualicy of the
educarional system in general thera is little evidonce to indicate

' cha; this specific. {ssue is of priority concern to parents, atudents,- ’

civic leaders and others who reprecent the public integﬁat. Fbw

- * L]

blame the educatioﬁal system for high uhemployment rates, and rew

unemployed y0uths blame their inability to obtain entry-levnl positions

on deficiencies in che educational system. In other words, either

rightly or wrongly, people are not conscious of the problem. If

this is indeed the cace, the ocutlook for eatablggﬁing tri-partite %
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councils, primarily on the initiative of communities acting as whole, g i

e

are not bright. The, efdence seems to indicavs that the major
iu:petus fér the formation of industry-edp ation councils has come ¢

from the business sector -- aot from the general public.

» .\ . . 1
The_Question of Isolat:l.on

* - [

The charge that education and the, work sactor are totally

)

isolated from one another is an exaggeration. Two put of three members

-

of local schodl boards are representatives of_ management. and a signi-’
. ficint nu’mber are member's of labor unions. ‘Weil over 100 ﬁso busi->

nessmen an¥}labor representﬁives serve on advisory committees to

. schools and school districts, and the contributions of :I.ndustr}" to

education au;ount to well over $200 ®illion a year. The number of
.advisory committees to vocational education algne is in excess of
20,000," and ipd:strj (end to a lesser extent labor) officials are
enthusiastically ‘supporting -the_ development of caveer education

programs. It ‘may beé that communication between educe.i‘:ifion and the

'. work sector could be improved, but it is not accurate to state that
zhey” operate ‘In total isolation. "’he crucial question is whether .
it is a.dvisable to superimpose another council over the maze of
) committees and councils that already exist, £t to seek improvement

in the operat:l.on of presently existing mechanisms.

The Ques tion of Poor Pregarat:l.on

.. "The charge that students are not well prepared to make the.®
“trans:!;tion from .s_choolw, to work is not ¢ften supported with facts.
) Most of :the" argument§ in subport ?f this allegetio'ix -- high youth
unemployment rates, the existence of special j%\b*_qéfor youth; restrictive

iabor standirds legislation -- are unrelated to the educational process,
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or to the interaction between educa%&on and the work sectpr. What

1s needed is evidence Chat student inability to obtain jobs is
dircctly related to deficicgcics i qchool or school-work programs,
Perhaps, befcre a new institution is formcd. an assessment should be
made of presently existing'cchooléwork linkages at the community ’
level. -The results of such an assessment would provide objectiv%::§§§§_

linfcrmation regardgggtthe strengt%; and deficfencies of existing

systems, and the basis for posaible future action.

4 )
Thechderal Rolc . .. ’
The objective of the pilot project ia to encourage the
“formation of community wdgéggﬁﬁcation councils without at tne same
¢ time creating the impression that the project is, in Paul Barton's’
words, "just another avenue for obtaining federal support." Further-
more: since the councils will not necessarily have ‘objectives, in the
traditional sense of that term, but will "discover purpose in the
.course of experiencing activity,"g—/ federal evaluation efforts will
be difficult. ,‘Finally, since it is Jhoped that the cotneils will be
'community initiatied (with only a small nudge from the federal.
govcrnment), there doasn't" appear Eo be a federal role over and
above the initial funding ¢f the project and consortium. About all
interested federal-officials can do is sit back and wait for a year &%
oy two before going in to see whether any of the p;ssible "results,"

ﬁ"" . . .
: n%%othesized by Barton, have actually happened.
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