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_and to analyze vhat happens when yo

eacher advisor Valarie James nvinces
tI? a workshop full of elementary\school
teachers to make a toy bird from &\ coat
hanger, to balance the bird on a pqp bottle;,

.the bird's shape Several teachers\are Each advisor is part of an assistance group

initially hostile, but they gradually become " —— that 1s, a group that helpb‘teacheréx\
absorbiﬁ in experimentation. "This Asn't principals, parents, or some combination\of
just a make-it-and-take-it workshop,"\Valarie these client groups Pring about changes in

later explained., “I'm trying to help : local schools. (Definitions of "assistanoe
teachers discover something about thei} own - group" and other key terms appear on the ne
learning style and fears about learnin As page.) ‘ :

i work with them ¢over a period of month
I'11 keep brlnglng them back to ;eflect
th1s experience."

R The assistance group fixes on some goals for

improving the sohools and develops carefully

‘ { thought~out methods for pursuing those goals.

group of school principals has come When Valarie James responds to a teacher's

together to share concerns. Gradually hostile question, or Bill Grady insists that
Tony Dellasandro, the group's advisor, guides the parent meeting take place in someone's
the conversation away from lunchroom, sched- living room, they draw on strategies for
ules and playground supervision to some improving the schools carefully developed by
touchier subjects. "The pressure is just to their respective assistance groups.

.

great for me," one principal remarks quietly.\ s
"Last night at 5 p.m., I wasn't going to come This handbook was written to help other
back to school this morning." "A principal," I assistance groups profit from the experience,
added another, "is a person who knows nothing of several groups we studied that had had
but .must pretend he knows everything. Any \ some substantial success. It is a practical
question I ask is seen as a sign of incom- manual for assistance groups who work to / 1
petence." . \ change’ the way local schools actually treqt «
. children day-to-day. . /
Bill Grady, a'parent advisor, sits infa \ ! ) -
parent meeting in Arkansas that is 'being \ There's a lot to be learned from the experi-
held in one parent's living room. "We always '\ ence of effective groups. If you are a prin- |
like to meet with parents in their homes at - cipal advisor, teacher advisor, curriculum |
first, not in the school," Bill explains, consultant, staff development sBec1allst,
*"because parents have more confidence when group process facilitator, dissemination .
they re on their own ground." ‘ _specialist, parent trainer, parent organizer,

<
J
|
i
|
:

. -
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advisors

assistance
group

assistance
group
leadership

.clients
- and client
groups

critical
task

direct,

face-to-face,

or ori-site
assistance

-
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KEY TERMS USED IN THIS HANDBOOK

The members of the assistance group
who carry out the direct assistance,
working face-to-face with clients.

A group that is based inside or
outside a local school district
whose major purpose is to provdde
direct assistance,

.The top leader or leaders of an

assistance group who bear major
responsibility for leading the
organization as a whole.

The individuals and groups who
receivp direct assistance -- school .
principals, teachers, parents, or
some combination.

A task identified by our research as
crucial to the effectiveness of the

assistance group.

Assistance to teachers, principals,
and/or parents to bring about changes
in the way specific local schools
treat children. The help is pro-
vided primarily through contact with
the teachers, principals, or par-

* ents over a period of several years.

human
system

or social

system

school

community

school

improvement

b S

strategy.

The network of formal and informal
responsibilities, rules, understand-
ings, expectations, etc., that bind
people together in an organization
-- including schools, school dis-
tricts, and assistance groups.

A particular school, including its
staff, plus the students, parents,
school district departments, inde-
pendent organizations, social agen-
cies, and everyone else who has a
stake in the operation of this
school.
. +

An assistance group's overall plan
for improving the”schools, which
specifies what is wrong, how school
communities can be changed to
address these problems, and what the
assiscance group should do 'to bring
about these changes.

Pl




child advocate, or anyone else who works as
part_of an assistance group, we think you can
become more effective if yow actively analyze

your daily activities along the lines we
suggest in the chapters that follow.

HOW WE GOT HERE

By what right do we give this advice?

In the early 1970s, wve bégan to recognize
what many others were coming to understand at
the same time: all the néw money, new
programs, and new laws_ that were supposed to
improve public education weren't having much
effect on local schools.
classrooms was going on pretty much as it
always had.
the problem well when she said, "If it didn't
happen with the kids, it didn't happen,”
Much of the time it didn't. ,

4
We began to look around foms places where it
was "happening with the kids," especially
with kids whom many had given up on: poor, .
black, and Hispanic children. We found
inner—city schools where students had above-
average reading skills, schools in the South
Bronx where Puerto Rican children and their
families were treated with, great respect, an
all~black school in Dayton where teams of
teachers had developed an individualized
program sparkllng with creativity and excite-
ment. We bélieved we saw some reasons why
these schools were so different,

t
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'Life in schools and ‘

A school superintendent expressed

One thing we found frequently was that a
group of advisors had plaved a role in
encouraging these changes. They had worked
directly with school staff or parents for
several years to help give them the commit-
ment, knowledge,’and skills needed to turn
the schools ar ng.

r

)

We wanted to help other groups who were
providing this type of assistance or who were
planning to., o we decided to study experi-
enced assistance groups who had had some
seriking supcesses. After a nationa{ search,
we picked six groups to study,‘'which are
described on pages 6 to 3L

The groups we studied varied in dozens of
ways. Some worked with teachers, some with
principals, some with parents, some with a
combination.,
and rural settings. Their educational and
political philosophies differed. They drew
on a spectrum of methods, including formal

They worked in urban, suburban,

workshops, teaching by example, and over—th:g;

shoulder assistance. They produced extensi
written and audio-visual material to aid
their work.

What they had in common was that they were

all trying to bring about substantial changes

in specific local schools by working on-site

with client groups for several years,

We spent about six weeks gathering informa-

tion about the'work of each group, P
. é .

*




group AFRAM ASSOCI&‘Q

Harlem, New York )

main AFRAM assistéd low-income parent

client groups whose children were enrolled

groups in federal Follow-Thnpugh programs
in eight cities in Qggliastern
United §States. Their m&Fjor focus
was on black families,,but they
sometimes worked with other low-
income and minority families.

focus of AFRAM sought to help parents gain
assistance thef[confidence and skills to become
invplved'in deciding-what types of
edupational programs their children
neefled and in carrying these
programs out. They wanted to
reassert the central role of the
family in shaping educatjion.
Ideally, this meant confident,
informed parents serving on govern-
ing boards, and parents as co-
'teachers in the classroom.
Nationaldy, AFRAM wanted to build a’
parents' political movement to work
* .together for these objectives.
some key AFRAM hired active parents at each
nethods site to encourage other parents to ~
' become involved. "Field consultants"
. visited sites regularly dand met
with parents to encourage them and
help them plan. AFRAM kept up a

. GB?OUPS W STUDIED

“

? gfoup

main
client
groups

focus of
assistance

some key

mézpogf

steady stream of short written commu- .

‘3() nications to local sites. Parents

[

from all sites met once a year at
a national Family Conference. ,

Centar for New Schdyls (CNS) ~ -

Chicago, Illinois
CNS advisvrs worked witfh both school
staff and parents Who fere actlvely
attempting to change urban (mainly
Chicago) schools,
CNS tried a variety of strategies
for encouraging active parent
involvement in urban schools and for
helping school staff to—earry out '
programs more responsive to urban
students.

v
They helped plan alternative
schools, advised active pagent
groups, and in one project tried to
invalve both parents and school
staff in identifyghg and solving
school problems.,

CNS studied effectige school
programs and effective parent
involvement and used information
drawn from successful programs to
help others in similar situations.
They gave advice and technical®
support in formal and informal meet-
ings while the groups they weged:
helping planned and carried out
activities.

- ;.
“. W




group

main
client
groups

focus of
assistance

some key
methods

5 N .
Creative Teaching Workshop (CTW)

New Yoxk, New York

- ’

CTW advisors xnltxally helpeﬁ
teachers in several New York public
schools incorporate "experiential
education” into their .school's
learning program. Having learne
from this effort that the school
principal was key in encouraging or
blocking change, they began an
advisory program for principals with
the same focus. ‘

o

CTW aimed to devélop a model for
learning for both children and
adults that had direct experience as
its base ——-especially experience in
working with tangible materials like
clay, paints, balance beams. CTIW
strove to make such experiences more

than gi'mmicks -- to incorporate them °

into a systematic approach to
learning:

CTW collaborated with teachers on
classroom learning projects, perhaps
helping students build a rabbit cage
and then working with the teacher o
"extend" related possibilities f
learning into all subject areas.
With principals, the advxsors might
suggest they keep track of their
time for a week to see how their
dtated priorities matched the way
they spent their time. CTW advisors
sought to "break through" with both

2x

vl

- group:

main
client
groups

é

focus of
assistance

principals.and teachers by involving
them in clay modeling, building
classroom equipment; etc., to help.
them understand their own learning
style. : ‘-

Y

NN
4

Institute for theDevelopment of
Educational Activities (/ I/D/E/A/) 4

Dayton, Ohxo

-

/I/B/E/A/ began by advising princi- — .

pals and teachers in 40 public .
elementary schools who wanted to
"individualize education." Building
on this éxperience, they began to
train additional advisors from such
agencies as state departments of
educatign and universities to help
local schools carry out the strategy
/I/D/E/A/ had developed for individ-
ualizing education. At the time of
the study, 1,400 schools had adopted
its plan for individualization.

The focus of /I/D/E/A/'s Individ-

ually Guided Education (IGE) was

very explicit: learning was to be
individualized and involve a careful !
cycle of assessment, planning, and
instruction. ‘' The school was to be

divided iRto learning communities of

100 to ng\squents taught by a team

of three to five teachers and an

_aide. Teachers were to improve
their own abilities by helping one "
]
S NN 7
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another, by consulting the . . briginally worked directly in local
/I/D/E/A/-trained advisor, and by ‘ communities in developing their °
participating in the activities of a ) strategy; later they trained staff
"league' of IGE schools. from state and regional departments
of education to be problem-solving
some key Steps in carrying ;:E\{gg shift to advisors in local schoql‘districfs.
methods IGE in a school were cafefully o K ) N
prescribed. The édviso% led york- ' focus of REP worked to broaden participation
shops to allow the school staff to assistance 1in séhool decision making by giving
decide whether to adopt IGE. Help : educators and citizens the skills to
from the advisor, along with a ~ identify amd solve problems collab-
series of carefully designed hand- oratively. The heart of REP's
books aboyt important aspects of IGE approach was to teach a step-by-step
(such as the principal's role), were o problem-solving process that involv-
" key to /I1/D/E/A/'s approach. Also ed identifying a problem; searching
very important was IGE's emphasis on for possible solutions, choosing a

"peer legrning" among staff in each solution, trying it in practice, and

school and in the league of schools. . evaluating the changes that had been
made.
group RumalEduca@ion PI’OQ[’&ITI (REP) . some key REP methods included formal work-t
Northwest Regional Educational Laboratory methods shops to teach skills; "modeling" a
/ Portland, Oregon skill by using it in practice; giv— "
e . I ' jatg people "ovet-the~shoulder"
main REP advisors assisted school adminis- N * advice; and providing them with
-client trators, teachers, parents, and \j; written'materials to explain proce-
groups other citizens in rural communities dures, skills, and possible alterna-
to work, together to identify and tive solutions to gchool problems.

solve school problems, REP advisors . ‘ '

!




group

main
clien}
groups

focus of
assistance

ﬂy“ '
some 'key;.
methods

o
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United Bronx Parents (UBP) conducted formal trainigg with
Bronx, New York parents that alternated workshops
aeiv . with investigative visits to
UBP assisted black and Hispanic schools, UBP staff often acted as

allvocates for individual children in
meetings with school authorities. \
Supporting these activities was a

series of over 100 short handouts

parents in the South Bronx, an area
of severe poverty in New York City.

UBP actively led a parent movement

in the South Bronx and sought ‘to » and handbooks developed by UBP. ' ‘ -
mobilize parents in local schools to . | "‘\
join it. They wanted decision .

making about educational programs to .

rest with parents at the local X ' ’

&evel}_\ln ¥rsuing this goal, they
trainéd and organized parents to
maintain a*regular "presence" in the ' ' ’
schools, to analyze the school's .
program, and to press for changes, 4
They insisted that minority children '
be treated with respect in school,
and they sougpt to eliminate arbi-
trary student suspensions and
expulsipns.,
4 ‘ i
Through theiy ewn activism UBP staff-
sqight’ toSprovide a modél for the', ]
sKills and ééé@gudes they wanted 1
parents to acquire. ° They.also ;¢ * -
WO o




We watched as they planned ‘and reflected
on their work. We interviewed group members

the schools they were attempting.to change,
and spent time watching and asking questions.
We conducted more than 300 interviews and
took about.2,200 pages of notes. We also
collected and reviewed the written materials
the groups had produced and any evaluations
or other evidence about the impact of their
‘work.

As we gathered this evidence, we began to
sort out successful versus unsuccessful
assistance efforts. Most groups had experi-
enqu a mixture of success and failure. 1In
some cases, the group had helped bring about
many of the changes they were aiming for.
They had developed a strong relationship with
the people they were trying to help, major
changes were apparent in the way the schools
were functioning, and these changes lasted
even when the assistance group cut back its
involvement.

In other cases, very little went right.
Relatxonshlps with the teachers or parents
were shaky or ended in bad feelings. Perhaps
'a few individuals changed, but mostly the
school went on .as before. Looking at these
examples of success and failure, we asked the
key question that concerned us in the study:
What did assistance groups do in those situa-
tions where they were successful and in those

situations where they weren't?

.
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and people they were trying to help. We visited

THE QUALITIES OF -
EFFECTIVE ASSISTANCE

In answerxng this question, we have tried to
be as specific as possible about how effec-
tive assistance groups are organized, how
they work with client groups day-to-day, how
they make plans and refine them, how they
manage their own organization.

To explain the conclusions we came to about
effective assistance, we have compared the
process of building an effective assistance
group to putting together a puzzle.

Once you've assembled a complex puzzle, you

_can step back from it and see some clear

patterns that run through it. Similarly, in
the next chapter, we describe some clear
patterns running through all aspects of
effective assistance group operatigns. One
pattern, for example, is that effective
assistance groups manage to spend their -«
limited time on the things they care about
most. If they feel they need to do more
planning, for instance, they make the time to
plan despite other pressures. In contrast,
ineffective groups are always making resolu—
tions they don't keep., They may voice the
same' goals as an effective group, but their
talk is not matched by the way they allot
their precious working hours.

Understanding such general patterns is -
‘helpful. But it is also important to break

.




down the complexities of an effective assis—
tance group -- to take the puzzle apart.

There are seven important areas of assistance

group activity, which one can think of as

sections of a puzzle:

Puzzle Section 1. Forming the assistance
. group

Puzzle Section 2. Leading and managing the
assistance group
Puzzle Section 3. Refining a school improve-
ment strategy
*Puzzle Section 4. Developing the/adv1sor s
. ‘ « Trole,

Puzzle Section -5. Building relatlonshxps
’ with clients

Puzzle Section 6. Providing assistance

Puzzle Section 7. Raising funds
We devote a chapter to discussing each one.

Each of the seven sections of the puzzle has
from 6 to 22 specific pieces. These are
critical tasks that must be carried out if
you want to be effective in a particular area
of assistance work. In the area of "provid-
ing assistance," for example, we found that
effective assistance groups ."consistently
emphasize that clients need to take indepen-
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at the end of this handbook.

dent action" and are careful to avoid clients
becoming dependent on them. Ineffective
assistance groups are always doing things for
clients that don't improve the clients’
capabilities to act on their own.

In all, we've identified 86 of these puzzle
pieces, 86 critical tasks that are generally
carried ot well by effective assistance
groups and\poorly by 'ineffective groups. A
complete list of these critical tasks appears

The critical tasks that we{'dentified are an
accurate reflection of what worked and what
didn't work for the six groups we studied.

We are not saying they are the last word
about how to provide effective assistance.
What we've tried to do in this handbéck is to
present what we found clearly. It's up to
you to see how our observations fit your own
situation and problems.

PLAN FORTHE HANDBOOK

In the next chapter, we discuss some general
patterns that run through all aspects of

building an effective assistance group.

Then, individual chapters are devoted tq
each of the seven major sections of the
assistance group puzzle listed apove (leading
and managing the group, developfhg the
advisor's role, and so on). At the beginning

of each chapter, we list all the critical N
tasks that go into that area of group effort,




and then pick out certain tasks for addi-
tional discussion.

To help you apply what we found to your own
situation, most chapters include two kinds of
exercises that enable you to compare your
group's operation against the patterns we
found: "Rate Yourself" charts and "Look at
Yourself" exercises. .

“‘Rate Yourself”’ Charts

The "Rate Yourself" chart at the beginning of
each chapter lists all the critical tasks
that we found contributed to effectiveness in
that particular area. For example, the box
on the next page lists four of .the eight
critical tasks for "building and maintaining
relationships with client&." Each critical
task is a specific piece of the puzzle you
have to put together to be effective.

Beside each critical task, we ask you to rate
your group on a six—point scale: +3 means
that the task is "exactly what you do" in
your own assistance work; -3 means the task
is "not at all what you do" in .your, assis-
tance work; the points in between reflect
“greater or lesser success on each task..

‘.

We urge you to complete the Rate Yourself
charts. ; If you are reading this handbook
alone, filling out the charts will force you
to think about how the critical tasks relate
to0 your own work. If you just run your eyes
dver them, you will gain little.

If you are using the book\as part of a group
*you should transfer all yopr individual
responses onto one Rate Youdrself chart.
(Critical tasks are numbered to help you
discuss them.) Then discuss the following
questions, which are repeated below each
chart: '

\

8 Why did individuals rate the group as they
did on specific tasks?

8 Do you agree that these particular tasks
are critical to your effectiveness, or do
you think that our observations are
misguided oryjyappropriate for you?

\

B Identify crifical, tasks that are both
important to you and on which you are doing
a good jqb. What \factors account for your
effectiveness? \

Pt IN

@ Identify critical thsks that are both

" important to you and on which you are do;ng
a poor job. What factors account for yo%r
problems and how could you perform these
tasks more effective197 \

o

“More About Seleoted Critical Tasks”

Following the Rate Youg\blf chart in each .
chapter, the rest of the chaptey is called
"More about Selected Critical Tasks." We !
have picked out some of the critical tasks
from the ones in the Rate Yoursdlf chart amd |
explained them more fully, clarilfying how

effective assistance groups carrly them out
A 1

1




not at all exaétly B i
what you do what you do S

A A

taking key The assistance group takes into

people and account key people and groups in the -3 -2 -1 +1 +2 +3 o

groups ;nto school community in the process of ‘ : C e
account building relationships. (#5-1)

PP

Sl

w ag

-} . .
understand- The assistance group gathers -
ing local information about the hisfory of the -3 -2 -1 -+l +2
history school, school district, and
community. (#5-2) ,

match with\ The assistance group makes realistic
client's asdessments of the match between its -3 -2 -1 +1 +2
situation capabilities and the needs, readi-
I? n¢ss, and other key characteristics .
f the clients and their situation,

(#5-7)

agreements The assistance group develops a .
on mutual clear agreement with clients about -3 =2 ~1 +1 +2
responsi- the nature and limits of the assis-
bilities tance it will provide and about the
clients' responsibilities in the
assistance process. (#5-8)

» -yqu-'arg,;domg
What factors' account £o yb ix- e’ffe

Tt o

n I&enufy cnt:tca‘i tasks 't*hat‘are b‘t
to you ‘aind ofi whlch you are doing a.;
What factors account for youz; p“ blen_x

!

o : o ot i

% E:
i e

! -
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and giving examples. We have not comment ed
on all critical tasks listed in the Rate
)T/hrself charts; thls would have made the
handbook too long. .

“Look at Yourself”’ Exercises

After most of the critical tasks we describe
in detail, there is an exercise that suggests
how you can imp:}ﬁe your performance of this
task. hese exercises are 'called "Look at
Yoursel

. - .
Look at Yourself exercises make frequent use
of four techniques explained briefly below:

large pieces of newsprint that you tape to
the wall. Don't just have soméone taking
notes: better for everyone to have a ‘visible
record of what is said so they can think -
about and work with the ideas more readily,

L PoTi't use blackboards. They will soon be
filled up, and you will have to destroy the
record of your. discussions.

Kl

Brainstorming is a method designed to get

ideas out, to spur creativity, and to over-
come narrow thinking. Group members should
respond to a question (like "What can we do
to improve staff selection?") with whatever

down on newsprint, and everyone holds off on
criticism until the brainstorm has shaken out
‘a lot of ideas to sift and compare.

ERIC N~
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Follow-Up analysis. After brainstorming, you

Recording on newsprint., Record your ideas. on

ideas come to mind. A recorder puts them all

will want -to go back and sort through ideas.
You may want to group them, elaborate on

.them, eliminate some ideas, or organize them

according to priority. You can then type up

< your ideas from newsprxnt as a rechd of what

you thought about or decided. {

Case studies. Sometimes we ask a group

member to prepare an outline or narrative
describing a specific assistance effort (for
example, your effort to work out an agrgement
with a spec1f1c client group). The case
study gives you a concrete example of your
work to compare against the lessons ve 've
drawn from our research.

THIS HANDBOOK IS

NOT JUST FOR READING :

-~
You 'probably won't want to fill out every
chart or do every exercise. But the more you
uise this handbook actively =~- the more_you

"Rate Yourself and Look at Yourself inftead of

just reading passively =~ the more likely it
is that our analysis will be of some help to
you.

t
Here are some ways that assistance groups
have already ‘made active use of the handbook,
with and without-the help of an outside

consultant. - e

P
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. '
® Have staff members fill‘out all Rate )
Yourself charts. Then bring everyone
together to consolidate individual
responses and identify those areas of the -
group's work or specific critical tasks
that need priority attention. One parent °
training group used the Rate Yourself ‘ :
. " charts to take stock of their whole organi-= 1
' zation at a time when they received a large
federal grant.

B If you already have identified an area of
your work or a critical task that needs
attention, use the relevant Rate Yourself
charts or Look at Yourself exercises to \\\w
sharpen your perception of problems .and to
begin to solve them., For instance, the
director of a state dissemination team that
worked with local schools used the Rate
Yourself chart for "Leading and Managing
the Group" to help staff analyze management.
problems that most had been complaining

about.
® If you are a ultant to ap assistance
’ group or' g staff n@mbergcharged with
helpi he group strengthen some aspect of '

its operations, pull out relevant exercises
and explanations from the handbook and

' weave them into your effort to help the

' group. For instance, we have used the

exercises on pages 87 and 88 called "How
Detailed Are Your Maps of School Commini-
ties?" to help several assistance groups
identify gaps in’ their understanding of the
school districts where they work.

v




SEEING THE T
-WHOLE PUZZLE

- Some Useful Ideas
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he first year that advisors from Creative

Teaching Workshop spent #n the schools
was a difficult one. They had agreed to help
teachers in three schools ﬁevelop concrete
learning experlences for children that
involved them in measuring, counting, build-
ing, observing. One advisor had primary
responsibility for each school.

Each adyisor set up a teachers' center room
where teachers could work on projects for
students. Advisors brought terrariums and .
salt water aquariums into the classroom and
assisted teachers in developing learning
projects around them. They held workshops on
topics that teachers said were of special
interest to them.

v
[

In one school where there was strong initial
support from the principal and a core of
teachers, teachers began to incorpérate many
active learning projects into their class-
room. In a second school, only a scattering
of teachers became involved; the advisors
believed this reflected the lukewarm commit-
ment the principal had made to the advisors'
work. In the third school, there was also
some progress. But when the main advisor
there took sides in a political conflict
within the school, the director of Creative
Teaching Workshop fired her. He felt she was
not focusing on the advisory group's main
agenda and had alienated the majority of
tegphers.

CTW's director had hoped that the advisors
would work closely as a team, with one
experienced advisor as its head. But the #
advisors grew reluctant to discuss their
problems openly and several subtly communi-
cated that the other advisors should not
worry about "my school." Also, the CIW
director and the leader of the advisory
project were drawn heavily into ®und raising
and proposal writing for the organization, 8o
they were not able to spénd much time over—
seeing the advisors' work.

Reviewing the year's experience later, the
advisors felt they had learned a great deal.
They decided they couldn't work in a school
where they didn't have strong support from
the principal. They became sensitive to the
problem of alienating the majority of
teachers in a school by working with a small
group of those who were initially responslve.
They felt that they had been careless in
hiring one of the,adyisors without thinking
learly about whethe®this person had skills
nd viewpoints that meshed with those of the
group. They felt the advisors were working
too much on their owh and that advisory work
needed more day~to-day coordination, -And
they recdgnized\how‘fund—raising responsi- °
bilities pulled overloaded staff members away
from the work in the schools.

They. began to understiand how such varied
activities as advisin

teachers, hiring




visors, deciding what
and raising funds
her in their daily work.

advisors, supervising
schools to work with
collided with each

Most of this handbglok deals with the speci-
fics of building 4n effegtive assistance
group, since we've found that assistance
groups succeed or fail because of thejr skill
in putting many small pieces together.

But it is also important to see the whole
Ppuzzle and recognize the patterns that
connect the small pieces. This chapter

discusses some key ideas that should help you

step back and see some of ,these patterns
clearly.

Seeing the Whole Puzzle

*As we followed assistance group staffs around
day after day and as we dug into their his-
tories, we found that their work fell into
seven main areas of activity, or sections of

-the puzzle, that determined their effective-
ness. These axeas have already been listed
in the first chapter:

M Forming the assistance group
® Leading and managing the group
@ Refining a school improvement strategy

m Developing the advisor's role

ERIC
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W Building relationships witﬁ/;lients

B Providing assistance

"] Raising funds -

on the process o providing assistance," the
fundamental reas that assistance groups
exist. ‘However, as Creative Teaching Work-
shop discovered in its first year of advisory
work, providing assistance is closely inter-
locked with other sections of a larger
puzzle. Ignoring okther sections of the

uzzle sabotages your ability to be effective
in the schools. For example, if you don't
develop a clear strategy for providing help
to teachers that specifies some outer limits
for what you'll do, you'll soon be mefely an
"extra hand." If you're ot careful in
selecting and training staff, you'll put
incompetent advisors into sensitive school or
commynity meetings and create difficulties
that will take monthf to undo.

Some advisors fogﬁ%}moét of their attention
[}

Further, in each major area of your work (for
example, "refining a school improvement

-‘strategy"), there are a number of critical
tasks you must do well. Some people get
impatient with us when we' claim that an
effective assistance ggoup must do about 86
critical tasks well, bfit that's what our,
research indicates.

’




If you think about other groups that p7g§;rm
complex ta§§§'tbgethe -— legal teams,
medjcal te ;\éooebﬁﬁi‘teams ~- it should
immediately be clear why this makes sense.

A team working on a complex task is not

effective unless its members can do dozens of
different things well -- and together.

‘Let's take, for example, one critical task
that most groups don't foresee will have much
importance for them: 'The assistance group
finds effective ways to'stay in close contact
with staff members and clients who are spread
out geographically." Three of the six groups
we studied had serious administrative prob-
lems at a poigt when they got additional
money and suddenly were expanding across
cities and states. They hired staff in these
new locations but hadn't thought through the
problems of coordinating and supporting their
work effectively; this new coordination
problem was just one of several dozen issues
competing for their attention at the moment
when "success" brought more money and a
chance to grow, . ’

We believe that an assistance group that pays
careful attention to the seven areas of
activity we've identified and is carrying out
most of the critical tasks we've identified
will be very effective. We are challenging .
you to check’ this out by thinking about your
‘own work in light of ouU¥ analysis.

.v\\) |

Look at Yourself —
How Does Your Work Fit Together?

Beginning on the next page is an exercise
entitled "How Does Your Work Fit Together?"
The exercise has two parts. In Part 1, you
are asked to analyze a specific problem you
have encountered in your assistance work and
trace its origins. - We provide you with an
example. from one of the groups we studied.

In Part 2, we ask you to generalize from your
analysis of this problem and identify some
ways that various areas of your activity -
(managing the group, raising funds, building
relationships with clients) influence your
ability to provide effective assistance.

The purpose of both parts of the exercise is
to help you see relationships between your
direct work with teachers, parents, or schdol
administrators and the other areas of activ-
ity on which you spend your worktime.

¢




’ ~ . ’ .
s - . ' “ . LY
How Does Your Work Fit Together? Part 1 ‘ o = '

. ' 1. Choose an important problem that occurred in c. Develop these chains of "why questions" *
i ) s your assistance work-that most group members until you have taken them back five
‘ are familiar with. ) - . or six steps.
| * 2. Make a diagram like’ the one below. ‘ d. Look over the record of your analysis
l ) and separately list out on newsprint

a. In the square, describe the problem brief{y. any important patterns, issues, and

problems that are suggested.
% b. Then answer the question "Why?" with the most .
immediate reasons why the problem occurred. Then do Part 2 of the exercise. . "
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- How Does Your Work Fit Together‘? ‘Partl

2
1. Use your analysis from Part 1 to list
) 1mportant ways that your efforts to
1 prov1de assistance are affflected by the
other parts of your work listed below.

2, Add other important influenqes not

How are vour efforts to provxde assistance
affected by:

®m Key things that happened when your group
was formed?
Ay &‘
—LOOSE STYLE of PLAMNING FRomM THE START
T BEUENED WE OULD (HANGE ANY scHool

h 1

’\i_ I'The nature of your leadership and internal

manggeneng activities (dividing up work,
making dec1s10ns, hiring staff etc.)?

— BYERYTHING HAS: To 40 mszoucm MARTHA -
And OFTEN RE REDONE RY HER >
— DECSt -- PEOPLE LEAVE
™ ___MEETING WITH DIFEERENT VIEWS ABOUT

© 4 WUAT WE DECDED

% M Th; nature of your plans and sﬁrateg§ for
providing gssistance and the ‘way you go
about developinf these plans and strategies?

~ WE'VE 'lNEfﬁE‘ SoT DowN UNTIL Now/ _To
TLook AT OUR_PROBLEMS . .
— UNDERESTIMATED THE [MPACT OF THE"
KHeoL ADM{NtsTJZAmN ARBOVE ‘n-li
. PK(NC\PAL

3 . ’ s A

’ B
Yy - P - P . « %
"

- N '\v . N
- \ - - PEN ¥ N [ '.:‘ . Lot
. .
:
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suggested by the example.

3. Choose one important pattern you have
identified ,that you feel you can make
some progress in altering and make some
specific plans for improvement.

B The way you have defined the advisor's role
and the way it works out in practice?

— OVGRLOAD -- Too MANY <HOOLS
— ADVISORS SoMEHOW boMT _ASK EACA

OTHER FOR HELP
— A STRENGTH WE HAVE BLEVEWPED:
GooD FoRMATS FOR  wWORKSHQ PS

B The way you develop your relationships with
clients and maintain them over time?

— DoN'T GET IT QUEAR WHAT THEIR
RESPONSIRILITIES ARE _\\

—~ WHAT Wt PROMISE (S Too oPEN ENDED--
CAN'T PossiBLY  EILFILL EXPELTATIQNS

B Problems of raising and maintaining funds?

_ — FUNDING To0 SHORT -- CANT_GET. REULTS
(N _A YEAR

— SEEMS WE MUST AUWAYS ADD A "NEW
WRINK(E" To GET FUMDS: ¢aMT KEEP
DoinGg WHAT WE &ET Good AT

B Major external events affecting your work?

T BUDGET CRISES IN THE SHOOL SYSTEM
— REASSIGNMENT OF THE DIRCCOR OF (NSTRUCToN
—CHANGE N PRIORITIES oF THE SToTE
DEPARTMENT OF EDUCATION
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I?Pe(ﬂﬁﬂlSrIﬁITHB \ go," we asked, '"why aré you doing this?"
y Wel\‘ our old bookkeeper was no good, and I
If ou want to understand how an organization haven't had a chance to hire another one. So
xeally works and what its real,priorities shere Iiam." Such day-to-day, mundane activ-
-are, analyze how its members.actually spend ities apd your ways of coping with them often
their time. determine success and failure -- not Just
& hopes and ideals.

%\brganization, assistance groups included, - ‘
b¥Ilds a public image. Assistance groups One of the best ways to uncover these day-to-
create an idealized picture of all the things day realities is to analyze how people
they 're trying to accomplish and how they go actually spend their~-time. We found, for
about it. This ideal picture is important example, that intervipwing job applicaats,
and useful. It can inspire staff members and paying bills, and struggling with the copying
clients by giving them a standard to live up machine absorb a great deal more time than
£o. It can help attract support from funders most people realize and that poorly performed
and school district decision makers., adminjstrative work pushes some assistance

‘groups to the edge of chaos. We found tHat
But a public image can also mislead assis- activities related to raising and maintaining
tance group members, especially when you are enough money also absorb vast amounts of
trying to think hard about how to do a better staff time. The need to please funders ‘is

job. You may come to believe your own
rhetoric and not be sensitive to the places
where there is a gap between yQur ideal and
day-to-day reality. Or you may focus on ong

also a major cause for sudden shifts in an
assistance group's worktime.

e found that assistance groups lisﬁ numerous

$ e

ey o

product of your labors -- direct work with + priogities in their public statements about
parents or educators -— and not recognize the how schbols should be improved, byt they
importance and impact'of all the other thxngs devote the bulk of their time to only a few

you have to do to keep the organization of them —— and not always the ones they say
together. ’ - are most important. We found that although

o some groups make elaborate plans for analyz-—

We once found the overworked head of an ing their assistance work, actually sitting 4
ass1stance group huddled over his desk late down and doing the analysis often has .a low o
at night writing paychecks and f1gur1ng tax ‘ priority. - When the inevitable time crunch ’
ﬁgeductlons. "W1th all thegéhlngs you have to comes, analysis sessions are postponed.

o Wi




To be effective, assistance groups must work
with the sdme clients over a long period.
Yet you generally have .a small staff and
uncertain funding. The way you use your.
limited resources of staff time is crucial to
your effectiveness. One of our aims in this
handbook 1s to help you examine how you
really use your time and how you might use it
more effectively.

Look at Yourself —
How Do You Spend Your Tlme‘?

Group members are asked to recomstruct their
time for a two-week period and analyze how
they spent it. We also suggest you choose
one problem that emerges from the discussion
and make specific plans to deal with it.

The purpose of the exercise is to help you
compare your priorities and how you actually
spend your time,




How Do-You Spend Your Time? - ‘
'\ . i '
. "
1. Have group members keep track of what they actually devoting very little tipe?
did during a two-week period, making notes ¢., When the time crunch comes, what tasks.
»' like the ones below. (Qr have them think receive the highest priority? Which
back over the past two weeks and put down ones get dropped? Why? ’ '
as much as they can remember.) Record this
informgtion on a form like the one below. 3. Choose one problem that has emerged from
| Z' ‘ your discussion of time use that you think
2. List the three highest priorities for each you can make some progress in solving. Make
individual's work. Then discuss the follow- some specific plans for change. For example:
] ing questiqgs: . a. Are there tasks done by key people that
* ~a. In what ways are your time charts con- could be delegated? }
sistent with your priorities? b. Are there.tasks that are really lower
b. In what ways are your time charts incon- . priority that could be delayed or dropped?
sistent with your prioritiesj Are there ¢. Would better coordination among some
important priorities to which you are ‘ group members save time?
SUSAN Rt PRORAM MONDAY, JPNUARY (8 TUESDAY, JANUARY 19 WEDNESDAY _JANUARY 20 o :
DIRELCTOR :
' 9-2  FINISHED REVIEWING 2:30-10 STAFF MEETING T 9-2  [NVITED SPEECH
CURRENT PRIGRITIES PROFOSAL DRAFT, REVIEW PROBLEMS AT FOR curRicULUM | .
{. COORGI.NATQ MARSHALL ELEMENTARY. COURSE AT Ty
ADVISORY PROGRAM  7-§ HELPED PROOF AND UNIVERSITY | REVATED -
' 2. OBTAIN CONTINUED  XeROX FINAL COPY OF  [0:30-(2:30 APPOINTMENT = TRAVEL.
FUNDING FOR PROPOSAL. TO MEET WITH MARSHALL PRINGIPAL. .
» ADVISORY PROGRAM  MAILNG DEADUNE. -5 WORKED AT HOME |
» o~ 3 Fmisd ouR T 130-4  MISCEUANEOUS DESK ON TEAHERS TRAINING
o TEACHER TRAINING 7:30-10 PARENTS MEETING WoRK, ANSWERED MANUAL. N
‘. MANUAL ‘ [N oAk PARK CORRESPONDENCE, CHECKED
) oo PAYROU., MADE CALLS.  8-9:30 oM PHONE WITH .
. ‘ . RIK ABOUT LATEST ‘
. | o (9l WORKED AT HOME ON | CRISIS AT MARSHALL .
' | ,
4 ) | SPEECH FOR WEDNESDAY, | ELEMENTARY,:
4 : | |
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- ' , ’ h , . [ . ‘ 4 .
B . . . \3
- ERIC. : \ , - . ;
[AFuiext prova c i . ' .
L . . :

s
AN




Adjusting and Standing Firm

Effective assistance groups stand for some-
thing; this ability to stand firm is key to
their ability to bring about change. They
also adapt to different people, schools,
communities, circumstances —— but they do it’

carefully’ and without sacrificing the core of

what they are all about.

Effective assistance groups know when to
stand firm. They have strong values and
. beliefs -about how the sc;%ols can be improv-
ed. They have a clear sense of what they
want to accomplish and how to go about it
that has been refined over time, This cen-—
tral core.of commitment, self-assurance, and
accumulated skill makes a vital contribution
to the group's effectiveness. One parent
group advisor from AFRAM Associates analyzed
how crisis points arise when his group feels
the need to stand firm:

“With every group we help, we always reach
a crisis point where there is a major
conflict. They want us to do something for
them, like write a proposal or plan a

—meeting, that we think they should be doing

for themselves. Then they tell us we're

not doing our job. And we tell them that
we aren't there to solve thelr problems for
them -- they have to do that themselves.,’

LN 3
Assistance groups that are merely "flexible"
and "responsive" end up working on trivial
issues and make clients dependent on them.

But effective groups are not merely applying
a rigid formula. In all aspects of thelr
work, they are slowly adjusting to new staff
members, clients, schools, communities,
circumstances. *

'For example, Rural Education Program devel-
oftd a problem-solving process that they'
taught: to educators, parents, and students to
help them solve educational problems
together. However, REP found that unless

" there was some pressing problem that people

were'committed to solve, many tended to lose
interest in learning the process. So the
advisors began to focus their work “if those
rural communities where there were clearly
defined issues that the community was anxious
to dedl with, such as where a new high school
would be built in a mountainous rural area.
In every aspect of assistance group activity,
there is a continual need to decide when to
adjust and when to stand firm. For -example,
a young teacher advisor who was a talented
pginter started to help teachers in a New
York school. She began to gravitate toward a
few young artistic teachers who immediately
responded to her creative talents. More
experienced adv1sors saw a danger in what she
was doing:

“If you get identified with that small
group of teachers, you'll cut yourself off
from 90% of the staff.. You have to extend
yourself to everyone. For example, I
always find out which teacher everyone else

’

- . . . ‘\. | . 4(
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says is the worst one, the least committed,
and pay a lot of attention to that person.,’

The assistance group's experienced advisors
wanted the new advisor to use her artistic
talents to motivate teachers, but within the . S
limits of a strategy they had found ’ - -
ef fective, . \ g% 1< .
In_a successful assistance group, you will Ko jpor - % e
. constantly see attempts to weigh the merits _ -
of standing firm versus adjusting. In X
dealing with funders, in supervising staff, , e
in developing relationships with clients, in RN ‘ w % !
fesponding to the problems of a particular . ¥ o ‘ .8
school community, you have to sort out this & e
issue, And in making these decisions, & B \\,
flexibility isn't everything. Adjustments . B s
that strengthen your work require careful < ' '
analysis of their implications. ' N . ’

: Look at Yourself — When Do You. ,
Adjust and When Do You Stand Firm? [ |

The exercise asks you to sort out when you N i T,
believe that you, should adjust and when you 5 ' Sy ‘
should stand firm on several important issues " )
that inevitably arise in your work.

The purpose of the exercise is to make you : ‘ ‘
more aware of how this issue of balance : o
continually affects you and shapes the direc- S 5 .

LR 1 - F— ¥ ;{ . . R
tions- of -your work. , S S B . 5 oo ot oo ey 0§ o

. PR—
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When Do_You Adjustand o
. When Do You Stahd Firm? ‘ ‘

-
Ay, ‘
Look at each of the areas in the first column-. situation. Sort out some things you would be
where your group must déeide what #djustments & flexible about, given the circumstances, and '
to make between your school improvement some things on which you would stand firm.
strategy and the demands of a particular )
¢ v
155Uk THINGS WE WOULD STAND FIRM ON THINGS WE WOULD BE FLEXIBLE ABOUT
5 ceded N ‘
’ Lt e - EXPERIENCED SUCCESSFUL TEACHER IN URBAN KHOOL | — PREVIOUS EXPERIENCE AS AN ADVISOR
W o 13 S ta
- BEUEF IN INDIVIDUMNIZED INSTRUCTION AND TEAM HELPFUL BUT MNOT ESSENTIAL.
TEMHING., CEAR UNDERSTAMDING OF  sKILLS
. ' NEEDED TO PUT THEM (NTD PRACTICE. ’ ‘ ‘
~MUST RIRE BLACK AMD WKiSPANIC ADVISORS.
iz ‘ Cualities that need to ~oTRONG PRINUPAL BAZKING ESSENTIAL. ** PUT — WILLING TO COMMIT STAFR MBEMBER b *
Al [N . A \"1 4
be tesent inoa tent HER To THE TEST FIRST PART-TIME AS LA(SON.
- afotup We would ap ket to
work ‘witnn. . ~ " AGREEMBNT WORKSHOP" AND SIGNED — WILLING To COUABORATE WITH OTHER
. MREEMENT FROM BOR OF TEACHERS. SCHOOLS IN THE PROJECT
. : - TRIAL ;fmoo WITH SPECIFIC  GOALS, ’ . ‘
Tvpes of prejects tor . .
wWhich we would ac gt v “
N tundita .
&
Ioiees that an advisor )
1~ uetinitely supposed ) .
te Joe oand detanitely oot 4 *
o Suppeved Lo de. . .
7
5 e e e e i e e e — —_— -
Goals trat we ale
WOIRITy towaro and
GorecOdes £HAL we want . »
’ Uooaveld db gl d
. Tient o . . . !
e : ot . Ll & 2= - )
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Understanding Human Systems ..

School communities, assistance groups, and other

organizations can be thought of as human sy¥s-
tems, Human systems are tied together by &

. complex set of stated and unstated rulés, custo—
s mary ways of doing things, pol¥tical pressures,

ing to ¢hange schools by people who have an \ .
inaccurate ideasabout where the barriers to
change lie, Some people ‘have looked at schools
as collections of books, curriculum guides
buildings, equipment formal rules, dolfars,
They try to improve schools by.changi these
tangible things., -Books,. curricula, formal
rules, and the rgst are important, but their
importance is often secondary.
What often matters most is the way a school and
\ the various groups who have a stake in it (what .

we refer to“as the school community) are organ- -

ized as human systems.
]

%  Many social science and popular terms describe
the forces that hold the school community
together as a humm system: unwritten rules,

. attitudes, norms, values, expectations, feel-
ings, frames of reference, fears, points of
- e view, belief systems, organizational routxnes,
, roles, customs, interest group pressures, poli-
tical deals, standard operatlng procedures,
, mutual understandings,

These social forces are powerful stabilizing
influences that keep the schools rupning today

v - .
Full Toxt Provided by ERIC
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;, . ,}
the way they did yesterday and cause unexpected

resistance even to apparently simple changes.

b
One set of parents found this out when they
asked a spec1a1 education teacher to g0 into
their child's math class to find out. why the
class was upsetting their learning-disabled son
and to help the math teacher work with him more
ffec offerlng several excuses
about "scheduling," the spec1a1 education teach-
er burst into tears and said: "In this school,
one teacher just doesn't go -into another teach-
er's c1assroom.“ The special education teacher = °*
was being asked tovdo something that appeared
outWardly s1mp1e, but in fact went against one.
of tlfe strongest unwrxtten rules that determine
how many schools operate. teachers work alone
and usually resdnt it when anyone else observes

" or, criticizes their teaching.
M t

Effective gssistance groups gain an increasingly
sophisticated understanding of the complex sub-
tle ways that the school community functions as

a human system, and they focus on changxng those ’
deep—seated organizational patterns most rele-

vant to. their objectives. ;

Look at Yourself — 4 B -
How Do Your School Communities
Function as Human Systems?

The purpose of this exercise i$ to make 'you ‘more

. aware of how the things you'd like to change

about school communities conflict with the ways
that they presently function as human systems,s
We also ask you to. consider how you might better
overcome these barriers, )

&y
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' - How Do Your School Communities
P o Function as Human Systems?,. .-
Think about the school communyty as we have 2. In the second, list and discuss some

defined it on page 4. On newsprint, make

characteristics of your school
three columns:

communities as human systems that cause
»

. then to resist these changes.
1. «In the first, list some major things

L a?éut'the fchoo}(pommunity’that you'd ) - 3. In the third, list and discuss methods
‘e T like to thange.. - - Lo that you use or can use to overcome these
. - S : ‘ problems.
o PRINCAPAL. SHOULD BE THE .| — RUSIES HIMSELF  WiTH — HELP HIM ANALYZE WHAT
- EDUCATIONAL, LEADER oF : “ADMINISTRIVIA." HE (AN DELEGATE.
T ST THE ool : — NEVER TRA(NED AROUT ~ POSSIBLE WORKSHOP
) o ’ . - EDUCATIONAL (SSUES SESSIONS FOR PR(NC(ML&.
AR > ' LACKS CONFIDENCE, ~ GO INTo CLASSROOM WITH
- = TEACHERS RESENT PRANCAPAL. BOTH OBSERVE
PRINCIPAL Comin& INTO AND DISCUSS WHATS
- ' T L CLASSROOM . AN GOING ON.
“’ . L INVASION., —~ WORKSHOP SESSION To
IR S o - CONFRONT  [SSUE.,
L . PRINGPAL BXPLAINS
& i A CLL e ' " ‘ ] RATIONALE  AND
L . ’ ‘ TEACRERS DISCUSS FEARS.
P AR s
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Assistance Groups
Are Human Systems Too

¥
It sounds simple to pull together a few
people who always wanted to work as advisors
to teachers or parents and get out there to
do good. But an effective assistance group
is more than a collection of individuals
doing their thing, no matter how talented
they are, ' ! .
In fact, we found that an assistance group is
one of the most complicated small organiza-
tions on the face of the earth to put

together and to maintain,

Under the surface, there is much more to an
assistance group than just going out and
helping people. Ideas about how to provide
effective assistance need to be developed,
mdterials written, money raised, effective
staff hired, decisions made, The list —=
and the work -- seems endless,

And since there are few recognizea models,
the assistance group is usually trying to
invent methods as it goes along. Further-
more, the work is always liable to be upset
by decisions made by out.side forces over whom
the group has little control (funders, school
superintendents, school principals, an angry
group of teachers or parents, a larger organ-
ization of which the assistance group is a
part). . 4

N
[N

Like a school communlty, then, an agglstance
groug can best be understood”as a coﬁblex

bo

. * . . - -t . 1,

' .

human system. Some of the subtle social

connections that hold this system together

can develop ‘in ways that are usefyl to the -
group's work (for example, the group can

build shared understandings, tested by

experience, about how to handle touchy situa-

tions with client groups).

But some of the group's characteristic .
patterns can be dysfunctional (for example,

under the guise of respecting staff talents, .
the group may fail to develop a process for

training new staff). One of the major pur- ,

posés of this handbook is to help you look at

your group as a human system and think about

what you can do to improve its effectiveness. >

Look at Yourself — How Does Your

Group Functionasa Human System‘? A

This exercise has two parts., In Part 1, you
draw a diagram or picture of your assistance
group as a human system, Then grOup members
share their plctures with the rest of-the
group. , , .

In Part 2, you analyze what peopfe have o ‘
expressed through thexr drawxngé deciding e .
how different patterns 1n your ‘human system B ‘
either help or hurt your effeétxveness. ‘ .
Finally, you pick one issue that has surfaced- ' i
and make some plans to deal w1tb 1t -

y w ' 7 L
The, purppse of the exerczsggls to make you .., ' -
mo¥e sen81t1ve to how your,group fun;tlons as o .
a human | system and how thxs affects your work. ’

r,,’
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How Does Your Group Function as a Human Systemn? Pedt 1

1. On newsprint, each person should make a but not the way people really connect.)
diagram or picture that expresses how your ’ .
assistance group functions as a human system. 2. Put them up around the walls., Allow each
(Avoid making a traditional organizational member to explain what they were trying to
chart, which shows formal lines of authority " communitate with what they drew.
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How Does Your Group Function as a Human Syspem? Part?

S ——

I. Think about the patterns from the
diagrams i1n Part 1 that suggest how your

- group functions as a human system. Use
brainstorming to list them in the first
column ¢on a sheet of newsprint. Leave
space between them.

2. In the second column, indicate whether
. . ‘e \41-‘ N \«\ MRS
PEOPLE TRY To SOWVE ANY PROBLEM RY
WORKING HARDER, PEOPLE WHO
. COMPLAIN ABOUT WORKLDAD ARE SEEN
AS EQZY
J . '\
EVERYONE DEPENDS oN JoHN To WRITE
. JUST "ABOUT VERYTHING THAXT ComeESs
’ oUT OF HERE.
\
2
Q .
ERIC by '

L4

each pattern is helpful or harmful or
both. Make notes to explain why.

3. Choose one issue that surfaces in this
analysis on which you feel you can make

some specific progress. Make plans to
deal with this issue.

HECPETD o HARMIT L, OR BOLH

R ————

HELPS — WE GET AN AMAZING AMOUNT DONE,
. — PULLS US THROUGH C(RISES WREN OTHER
ORGANIZTATIONS wouLD Foub.
IHURTS - KEEPS US FROM ANALYLING  How
WORK COULD BE DOME BETTER.
- STAFF BURNS 0UT AND LEAVES.
- CAUSES FAMILY PROBLEMS,
~— DEPRESSING:,

HELPS — JoHN (S5 THE BEST WRITER. Good RESULTS.
HURTS— LONG DELAYS. PRODUCTS LATE.
— PEOPLE DONT WRITEAS WEL AS THEY
| CouLD. “JoHN wiL FiX ("
| - _JoHNS OTHER WORK SUFFERS.

by
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From Patterns in the Puzzle
to Its Sections and Parts

In this chapter, we have described some
important patterns that run through all
aspects of assistance group work:

The seven masor sections of assistance
group activity are closely interrelated.
Effective groups become increasingly expert
in understanding and managing these complex
relationships. Ineffective groups are
always struggling with the problems that
arise because they don't fit the major
sections of the puzzle together into a
complete picture.

Assistance groups have a limited amount of

staff time to devote to the many demands of-

their work. 'Effective groups focus their
precious time and energy on the tasks and
problems they judge most important to their
objectives.s Ineffective groups don't makg
hard choices about how to spend their time;
they get diverted from their priorities.

-

Effective assistance groups stand for some-
thing; this ability to stand firm is key

to bringing about change. They also adapt
to different people, schools, communi-
ties, circumstances. -- but they do it
carefully and without sacrificing the core
of what they are all about. Ineffective
groups are often too flexible, afraid to
get limits or uphold ideals and standards,

=
AW

3
!

i

either among their own staff or in their
work with clients.

v

$
B School communities and assistance groups

are both human systems, .bound together by a
complex set of rules, pressures, customary
ways of doing things. Effective assistance
groups develop an increasingly sophis-—
ticated understanding of how their own
organization and the schodl, communities
they are trying to cHange fuhction as human
systems, while ineffective groups do not.

H

We have devoted this ‘chapter to identifying
some patterns that #ﬁ see when we look at the
whole picture of the work of an effective,
assistance -group. But that whole picture, as
we've said, is made up of several interlock-
ing sections, and each of those sections is
made up of smaller tasks —-- puzzle pieces, as
we've called them —- that need to be put
together to make your group effective. In
the following chapters, we analyze the seven
sections of the puzzle and the pieces that
make up each section. We begin at the begin-
ning: with the initial effort to form the
group. ‘ -

35




. PUZZLE SECTION 1
Forming the Assistance Group
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FRAM Associates was formed in 1968 at the
height of the struggle for community con-

S

trol of schools in Harlem; its founder, Preston

Wilcox, was a central figure in that strug-

, gle. Several years later AFRAM won a fedéral
contract to help pareants in eight eastert
cities participate aggressivelyrin their

local schools,

AFRAM's style and commitment

»

brought them into regular conflict with their
, federal funders and with local school offl—
crals, but, they persisted in an a831stance
program for. parents based on the belief that: -

¢

o “Parents/families have a naturdl

- non-negotiable r1ght/respon81b111ty to.
guard/protect the right of the1rach11dren
to be perceived as’ being hupan/educable, as
being members of a community, and to be
inyolved in’ shap1ng the content/po¥icy of
the1r ch11dren s educational programs. The
failure of school systems to effectively
provide “educational Justlce to all chil-
dren, shifts the exercise of parental.
decision-making from a r1ght/respon31b111ty

_to an absolute necesmtv.,’ Cn

At "about the same time AFRAM was belng
&ﬁormed, asgroup”of educators=at. the Ifstitute

Pt -

t}I/D/E/A/) in Dayton were testing out -

another .strategy for. improvxng the schools. &
vZ/1/DJEIA] drew together a.stdff of profes- _
*%ional educators® .who had-been’ trying to make"
"individualized educatlon" a reality 1n‘!oca1
school& and classigoms. They developed

sz

ii

B . - y ~

- . N Lo 4
s

e

vﬁbrwthemBeveiqpmentwoﬁmEgueatrona%e&eéiviﬁ%ésrr';;:‘

A ch11dre3, learning
rand- thé nature of

later.

. ) - -
plan foriﬁbving toward individualized
instruction called Individually Guided Educa-
tion. IGE entails reorgaaizing a scliool into
learning communities taught by a team of
teachers and giving each child hlS or ‘her own
learning program. The /I/D/E/A/ staff moved
systematically to test their ideas 1n
schoolg, to develop materials for tra1n1ng,
and to expand the IGE program. By 1976,°
almost 1,400 schools had adopted the IGE
prograth. ‘In interviewing the /I/D/E/A/ staff
at that timeg, we were struck by their deép
commitment to the notlon that: .

e
~“Students differ in their learning apti-

tudeg, talents, and 1nrests just as they
differ in their height} weight, and physi-
cal strength . . . The 1dea1 school takes
into account each student's capacities and
interests by grouping ard regrouping{ '

students into appropriate 1earning activi-

»+ ties regardless of age or ‘year in school. ,’

~AFRAM and /I/D/E/A/ have each con51stent1y

pursued a distinctive losephy over a

- nature of gchools,
oc1ety that eaéﬁ group

began with were still apparent many years

. il

‘We found tHat forming the assistance group

‘\wag the most important single event in each-

group's history. This is, of course, the

»

=
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first sectlon of the puzzle that the groups .

put into place., Patterns were established . . -

during that period, for better or worse, that T

were clearly evident five or ten vears later., i a

| The commitment of /I/D/BfA/ to individualized

education, of AFRAM and~United Bronx Parents ,

to parent, control of the schools, of Creative . . B ‘ ’

Teaching Workshop to experiential education, ’

of Rural Education Program to a rational .

problem—solv1ng process were strong emoglonal . - ‘ .

commitments that bound these groups together . ' i

in the first place and that they never waver- . ,

ed from subsequently. Each group. started ° ¥

| with a substantially different analysis of " ~ - 3
what was' wrong with the schools and what : R -
would make them better; they then invested ) . ' -

=~ years of time in: actlng on this initial ’ :

commitment', - . . : ~ . -
H - '

E

'Consider the cr1t1cal tasks for.the ngmatlon' j
of a.group listed in the following Rate o ; : .
. ‘ Yourself'chart. If y0u are in the process of . A
forming a group, the critical tasks listed el
will help you with your planning., If you are
R part’ of an’already functioning group, - .~ . . ' ! ’
. ‘ reflecting alst how your group was formed .
. -~ will help you identify both helpful and L. .
‘ .harmful influences from the past, . . X , - ) ,
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initial
strategy
provides
focus

strong
leadership

core
staff

initial
funds for
about three

years, -

//
_. 1initial
clients

resource
network

l Why did” mda.v

on. specxflc ta}ks?” ‘”?”5 iy “u foe ! . . to you and -on which you are‘ﬁbl Y57 Hgood iob
5 o C I i What‘factors account for you effectiffﬁ‘““
llDo-you agr e~é§§t“’hese parglcuia&~tasks%a§e ';4{ 4 f i; g ey
c:;zt:.cal to you effectlveness‘, o7 g yoR: lfIderttlfy crltlcql tgsks that;,,atg pguth 1mporta‘ t
“think that our 'obtervatlons arg misgui *sg . kto you and on. which#you ate ‘doing, a’gg_g‘_g__g_o_;
N indppropr;,ate* o”r\you? A ‘What factbrs account for. yot@r‘*proble;’ nd’
(T o i f: T e could you}perform tﬂeSe task 3 :

mcal'nasksforFOrmmgtheAssmanoe Group

o

not at all exactly

v what yot do what you do - . .
Thé founding leadership develops gan o
initial school improvement strategy that -3 -2 -1 +1 +2 +3 K T
provides a clear sense of priorities and N
focus. (#1-1)

14 . . .
Strong top leadership organizes resources
to develop and carry out the group's =3 -2 -1 +1 +2 +3
strategy. (#1-2) ~ : .
2 ‘

The founding leadership assembles a core ] :

_staff who believe 1n the basic assump- -3 L -2 -1 +1 +2 +3
tions of the group's strategy and who
have worked in the types of q}tuatxons ' s .
where assistance will be<£% vided. (#1-3) ‘ - ’

3

The assistance group obtains sufficient ' N

funds for about three years to allow an -3 -2 -1- +1 +2 13
initial period of strategy development

through direct work with clients. (#1-4)

% .

The assistance group successfully devel- . :
_op5 initial relatxonshlps with a set of -3 -2 -1 +1 +2 +3
clients to whom ‘they begin to provide

. - 3

assistance. (#1-5) : e - . v :

L ) ‘ A i - N R .
The.assistance group develops an exten- h' 3
sivel resource network of people and -3 7 =2 -1 +1 +2 +3
groyps who provide crucial 1nfor@atxon V. f} ¢ g A L
and;SUpport.. (#1-6) o , o "

1 ; ‘ i e B ! )
" / . ', .('?':"' AE Lif ' Lo . '%;!‘9 :

,“, s - ) . -

Iduals réte the group as they d1& . Identlfy Lc\ntxcal‘ tasks that are both 1mportqnt




MORE ABOUT SELECTED CRITICAL TASKS ,

s

The critical tasks in the Rate Yourself chart
identify the maJor puzzle pleces needed to
establish an effedtive assistance group: an
initial statement of a strategy for imptoving
the .schools, strong leadership that assembles
the needed pieces, a core staff committed to
the assistance group's ideas, énough money to
work with, clients ‘for several years, ties
with clients interested in receiving adsis-—
tance, and a wide—-ranging resource network of
people and groups.

~
S,

"1f one critical task.is not ‘carried out

Jnitial Strategy . ‘i’rovide‘s Focus *

_.egy aren't worked out yet.

appropriately, the chances that the group
will be effective over time are’ substantxally
reduced. If the core gtaff really doesn't
agree with the group's d1rect10n for
instance, crlses-wll;/regularly develop
around this szue.ﬁg

+

In an effectxve group,xthe group e\leadershlg
initially defines.a school improvement -
strategy that gives their work a clear ini-
tial sense of focus and set of priorities,
although many of the specifics of this strat-
As defined on
pdge 4, we use the term "school improvement
strategy" to describe & group's overall plan
for improving_the #chools. The initial
strategy of effective groups indicates:

'

" Whatris'wrong with the schools? .(Parents

. ‘are shut out of theldeclslon—maklng

procees, or 1nstruct10n,1s not geared to
the individual child. )

a Hgi can the schools be changed to address
these problems? (Parents should have a
jmajor say in decision making and be -
co-teachers in the classroom; or teachers
should work in teams and develop individual
learning plans for each child,)

w . )

B What should the assistance group do.to
bring about these changes? (Identify
completely with parents and help them gain
skills and confidence; or teach school
staff a new process for making decisions
and solving problems.)

Regular attention to refining a school-
improvement strategy is a major long-term
concern for effective assistance groups. We
talk more about this issue on Page 77. '

-~

Strong Leadership

Strong leadership from one person or a small
wgohesive leadership group,lsx§r1t1cél in
translating the group's initial strategy into
an organxzatlon that survives and'has some
successes. The key leaders of effective
groups we studied had good two-way communica-
tion with their staffs, but they were not
afraid to set high standards and limits.

We talk more about the 1eadersh1p issue on
page 52,

Core Staff _—

£

Rallures in selecting core stpff at the
‘beginning often cause destructlve disputes
'and firings down the road.’

] A

Cbre staff of




effective assistance groups believe strongly
in the basic assumptions of the groug's
school improvement strategy. Effective staff

.members at Creative Teaching Workshop would
not fit at /I/D/E/A/ and vice versa.

But commitment alone is not enough., Effec-
tive staff members also have had_practical
experience working in the types of schools
and communities the group is planning to
help. We say morejabout staff selection ahnd
training on pages 60 to 65.

Initial Funds
Most assistance groups face continual
problems in obtaining funds to support their \

work. Both independent assistance groups and
those that are part of school systems must
constantly® compete for government or £founda-
tion funds, or they must convince school
digtricts that"their work merits local finan-
cial support. It takes several yeaxs to estab-
blish a successful assistance group, and time
means money. More about the continuous need

to raise funds appears on pages 143 to 147,

Initial Clients , :
Though it may seém obvious, assistance gtoups
need to find specific school districts,
schools, teachers, principals, and parents
who like what the advisors have to offer and
are willing to cooperate with the .assistance
group over .several years. Building and main-
taining these relatlonshlps is tricky. Many
advisors dig their pwn graves at the begin~-

. Y
ning by promising too much., Building and
maintaining relationships is analyzed in
detail on pages 109 to 120.

Resource Network

Finally, effective assistance groups con-
sciously develop a complex set of contacts
with several hundred individuals and groups
who can be of help to them.” This resource
network becomes a source of/ ideas, inside
information, legitimacy, emotional support,
potential staff members and consultants,
potential clients, and funding leads. More
about building these resource networks
appears on pages 68 and 69,

.

Look at Yourself — How Has
Your Founding Affected You?

If you have just begun to form an-assistance
group, you should reflect on how you are
puttlng the key pleces together, Iﬁ you are
part of an existing group, yoy should analyze
how your founding currently affects ﬁour
work, p081t1ve1y and negatively -- whlch of
your initial ideas and methods do yoﬂcwant to
hold onto and which have become dysfunc-
tional? This exercise will encourage:«you to
reflect on'the particular combination 6f
ideas, people, and other resources brought
together in forming your group. , *
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How Has Your Founding Affected You? ’
. [
|
Below, we list key ingredients brought together 3., List some key characteristics you trace from
when an assistance group is founded. You can your founding'that you want to protect.
use the questions as a springboard for discus- Discuss ways you .might do so. ‘
sion and record key ideas on newsprint. v
. 4. Choose one influence from the past that you
‘ 1. What were some important qualities of each agree creates some problems for you pres-
. . > N . . .
, ~ of these ingredients when you got started? ently. Make specific plans to deal with s
; ‘ : . b this problem.
. 2. How do these characteristies continue. to - . .
influence your work? s ,
~ !
. :
° TN (MPORTAND (AL TLIES AT FULADIMG H’X’\TINUX.\'C‘ INFLUENCE OK YOUR WORK '
. e = o ; -
oA S ITRATEGY B htal were sere ot the hey 1deas adbout ®m How have these 1deas chanped over time?
N Ty I opreving sonoels that broupht the yroup m Which ones do you see as major strengths at
toaetber” present ?
P ' B How dle these tdeas shape the early ! @ Do any create problems? S
! . .. denlstance work' m How do they shape your present work? '
H
TN T ®h wes the tratial leadership? ® Are the 1mtlal leaders st1ll with the
NN W hiat bey decisions did they make at the ' group’
hegirning : ' ! m How dbes the style of the 1nitial
B How Jdid their style afsect the wroup when leadership affect your work now?
St besan’ L -
~UAre m Wlo were the initial core staff members W Are the 1mitial core staff mombors stadl - .
\ and how dad their qualities shape the with the group?
carly woerk' m How have the actions of the 1nitial core
: staff affected your present work? .
. - S R —
§ IAL r'NDs B Where did _I.h(' witial tunding come from? ®m How has the avarlability of funds over tpme
BRI . B . W What was 1t tor? shaped your present work?
- i E | How dxii 1t shape the carly work ! ) ~ .
% 'l - . . ~
A I LR ety . . s . r _ P e e o s - R R
' A\.‘lﬁ ITNTS B ] wno were the jnitial cl.xentb and swhag were . m Do you sull work wuh any of your 1 tihl
' ! ' they 1ike® C oy %%W;‘M; clie 5 A . 4
m How di1d workinyg with them shape the type, e mrHow ha‘s your munal‘ work with them
. ' ot assi1stance the group provided? affected your present as“{ﬁxs* ‘Euﬁter,,eﬁig&w}%wwww w |
- A A
RestURUE NETWORK | m Who were some key individuals and groups m Do the groups and mdxvxduals 1n your 4
¢ 1 who helped you in the beginning? . in1tral resource network continue to help .
: | o What did you get f.om them? you? |
2 ' l
) '
N it) \
+ . ! i
Q 4 7[) 2 . - .
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PUZZLESECTION2 =
Leading and Managing
the Assistance Group
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t

he staff members of many assistance groups,

and their leaders,.often have little pa-
tiedge with the tasks involved in managing the
groupd-- dividing up the work, defining peo-
ple's jobs; making decisions, selecting staff,
training staff, supervising projects, main-
taining communications among staff, over- .
seeing routine administrative and clerical
work. It's probably the-section of the
udzle that gets the least attention. Staff
members often come to the assistance group .
seeing themselves as creative people or
political activists and not as' managers.

. .
Assistance groups frequently rely on a. high
level of commitment to the group and on
rhetoric about all members participating and
doing their share to deal with these issué€s.,,
One group leader stated a rationalization
that we heard several times: "We're so busy
doing our work that we don't have time for
managing the organization,!

.

2

-

Our observations of effective assistance
ggoups suggest the flaws in this rationaliza-
tion, We found that.effective assistance
groups paid careful attention to leadership

and managgmeht tasks, and that over time they

carried them out with increasing competence.

. .
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We repeatedly saw how sloppy management came
_back to haunt a group. In one group, a staff
member was hired because of "good vibes,"
without a careful apalysis of whether he
.could do the work; he wag fired six months
later in a confrontation/ that almost tore the
organization apart. '

Another group that hadn't stahilized its
administrative 'and clérical procedures was
constantly plagued by confusion and extra
work that drew key program staff into routine
tasks and took then/ away from the ones they.
were hired to do. /A group that had no real
methods for superyising its advisors suddenly
found that the advisors were repeating
mistakes that thle group's previous experience
had highlighted, mistakes that could have
been avoided, )

Given the critical importance of these
leadership @ﬁd management activities, then,
we ask you hot to skip over this chapter but
to look carefully at how well your group
carries out these critical tasks. )
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C not at all - - exactly :
- . « - P . . 3 .
what you do - .7 ' -" what you do
stron, Strong top leadership organizes r ~ N e : 2

Y

N,
ENIA:

leadership resources to develop and carry out -3 =2 -1 .o+l +2 +3

¥

iy 4 ¥ ARG ¢ e £ 2 o e S

’ _ the gyoup's straiedy. (#2-1) S S . . : l
' . i : . ) .' . / ‘ \ - . " . -
fianagement The top leadership recognizes the e i )
- skills ,i.mporta_ncet of managing the organi- . ~3. - =1 .. +1 +2 +3 ST
. -, zation effectively, and improves , e .
"o _its management skills as the '~ "o ol e .
o + * qrganization becomes more complex.: '~ "' . .7 S .
) ¢ (#2-2) ' R L — v
i:*& "work teams Top leadership develops work teams : h' ,,'—,u . ’ ¢
R with skilled that operate in‘%ays consistgk -3 a4l +2 +3
, leaders with-overall strategy ;“'f:héyj;;zo” Lo M IR
g . develop the skills of team leaders SR ’ ‘
- § 3 3& ' . _so that-tire teaps can operate. ., - o N ( .‘ ) .
S e e T * without constant intervention by. .. : ’ T .
s e ¥

w.. . the leadershipeee(#2-3) 5l o v w7 L0 el : . A

23 s iy .Y v
ARy ?;3(»?_(_; - } . ., ~ L. K [N N . ;
L i e, TET , v - . . . IR o, . .- .. , .
cBEE Ut 4 .balancing The top leadership distinguishes . .. Lt :

i' coordipation ~ between tasks that require close =3 -2, . ' +1 . T 42 +3
,and _ coordination among work teams'and . C st 8 . .
independédce task§ that can’ be carried out more” -
g -, iRdepgpdently. Coordination is . . . . \
fostéred by overlapping team Coe :

¥ & . -membership and regular planning and : Co ' p C
S vk 5 - . Ve . ‘ . . . . - , .
B T .communitation across teams. - (#254) . . . fe . — L
X RS s P - e T G A - ' . N s, -

fidadquarters The assistance group guards against: - . - , :
versus field a split between staff who wprk ate: ~3

3 staff’ headquarters and those who work in ; o o N ' *
‘- TN Cehegfeld.  (#2-3) Co L Sy
work team Work teagps and subteams of two ta N T <o oa s
. s1ze seven staff members tackke specific =3 =~ < -27 . -1 ©oo el v 42,
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e rprojects. . {ET=6) oL e ol D UES Ll . : .
"7_ ‘: Hg';"\
& ’ ‘

e R

2
s ghs G




" ’ P T on -
. . ) ‘ - s .
. ‘ not at all ‘. - exactly
: o what you do” _ ‘what you do
clarifying The assistance group clarifies job - . T S
jobs responsibilities in writing and/or -3 -2 -1 +1 *2 +3-
-~ through a clear shared understand- . 4 -
1ng among staff members. (#2-7)
- . work The assistance group strives to - A ‘
- overload mwminimize work overload. (#2-8) » -3 -2 S T +] +2 43 ’ .
. ) N R =
dividing The assistance group finds workable o
responsi- proceflures for dividing decision- -3 -2 -1 +] +2 +3 . K
bility for making responsibility among top ’ , - oo )
decisicn  leaders, middlé>level leaders, and ‘ . ! oS
‘ndKify Tother program staff. (#2-9) , ‘
T Tcresr1ve “The assistance group experiments : (1 :
decision— with 'decisiord-making, and problem- =3 -2 -1 LRSI +2 & 43 ' -
. making solving techniques (e.g., brajer- ¥ . ‘ . 2y
techniques storming; Tistingpros ‘and—:&: on ‘ . . :
‘ newsprint, role-playifig) -and incor- . . ¢ ‘
porates the ones they find useful - . o -
= 1nto their day-to-day work. (¥2-10) - - T ’ . '
selecting The group carefully hires program o — . b
staff staff members who believe in the -3 »=2 Rt O +1 +2 T3
sbasic assumptions of the group's - — . 5
) strategy and who have worked effec- 7 = ° . .
tively in the ty'pes.o{___;ituations o NS . -
+ where assistance will be provided, = -~ -~ - - | .
- (#2-11) T o . S
trainirg  The, gssistahce group §raing new.. . —..
staftf staff members threugh' a conscious -3 T2 T -1 +1 . o2 +3 . -
N p¥an that includeglwritten . . o ’
' materials, formgfl training , . Voo
v ‘sessions, observing assistance, and ° ' N

help in analyzthg that experience. ) .
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R o not at’ all
: what you do

S

monitoring & The assistance group carries out ~

supervising regular routines for monitoring work
work and supervising staff, (#2-13)
N i
group The assistance group builds a

commitment strong sense of group commitment

- . through such procedures as
coifronting staf f members when they
are departing from the group's
. strategy, imcluding members in, the
social and emotional life of the .
group, and emphasizing the prestige
of being part of the™group. (#2-14)

»

Pl

internal The assistance group members

communi- experiment with different methods
cation for comfiunicating with each other s '
) (such as regular staff meetings, , .
: phone conversations, informal
. discussions, written reports) until
« they find a set of communication
‘methods that work for them and arex'
built into their daily activities.
(#2-15) -

resource The assistance group develops an .

network ° extensive resource network of people =3
’\\\vgﬂdggroups who provide crucial: .
" infdrmation and support. (#2-16)
. - ’
geography The assistancefgroup finds .effec-

problens

tive ways to s84y in close contact-.
with staff members smnd' clients who

—— L

are spread éugﬁgeographically. .
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rf"w , ) not at all ’ -  exactly
::, ® e what you do vhat you do ,
. ‘changes in Assistance group leaders carefully ) : ™
$taff size consider the 1mpact of possible =3 -2 -1 el 42 . ¥3 .
' o - changes in staff size and make plans . - ) T
for meeting the stresses that may¢ ’ ) e s
occur vhen staff. size changes. (#2-18) = ‘ : . o
. ® . .
{:3 technical ‘The 3381stance group develops high - . o« L L T
-skills quality specialized technical -3" . =2 -1 +1 2 +3 L
. skills (exther on staff.or thrguagh ' - ) ) »S@éy
, ’ consultants) dn such areas as fi- : ' " i . :
s nances, media, and writing. (#2- 19) ) . e BRI
s . , _ . . . { Ce
& - routine The assistance group carries out . - .
T e - adminis- day-to-day administrative and -3 © =2 -1 T+l T+2 +3 “
s, ‘- -strative and clerical activities (typing, . B .
o ' "clerital filing, bookkeeping, payroll, "o o
e ) © work travel arrangemengs, etc.) effi- -~ - AN . - T - 4 e ouw
LT ‘ciently and effectxvely. (#2 -20) . ’ T T
i y ’ ’ \ : . ) o .
¥ " .increasing As staff expéqu, the aSsistance : i ' A
L adminis- group inereases administrative -3 - -2 -1° +3
i R trative: support roles to relieve work over- ’ '
5 - support load on program stafff (#2-21)° )
- clear The assistance group develops ‘- . R
‘ : personnel consxstent personnel policies and -3 -2 v -1 +3 Do ;
policies procedures. (#2-22) ., ) ] .
. Y , ! . . . __\ *,*” ) - ‘ . © . - 3 .
: * ' For"Discussion' : ;! ,
@, ‘ . N ! < ¥ Ly - s ’ . - 3
o B Why did mdnnduals rdte the. group aa.. they d:.d ] Ident::.fy crztlcai tasks that are both a,mportantw fw B -,
o . on specxflo tasks? » . to you and on whu:h/you ‘are doing a M, PR o
o ' - ' - What, faqtors,ac/ount for your ef.fectlvene.ps?’w R
| Do you ag;ee “that these @artlcular tasks are:’ = S e
f . cpitical to your effectiveness, or do yqu m Identify crltlcal tasks that are both :unportant \..M . &
' ‘ think that'oqr ‘observations are. mlsgulded or. to -you and ‘on th.ch you, are d01ng a. ;poor"]ob.,(,, A
° - ma‘ppropr:.at‘.e ‘for you? o at® factors account for. your prob],fg;n  and howt
e D e I ’co‘uld you perform these tasks mpr |
7o 85 ,. these
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o .-StI’OHg LB&d@I’Ship IsEssential‘- ) ) “The eXecutive director functions®as t:he‘ . i
. - . 11v1ng embodlment of the United Bronx - 4
, -Assistanqe groups must build an organization Pdrents' phllosophy It is she who has
. withOut'any good eorganizational models. You lived*it and developed it. _She has ariLgu-

Ao wust mesh the talents of people with diverse lated it to the staff and to the outside’ .
skills and training. You must build and world. Before doing anything that might » *
wmaintain a variety of complicated outside affect the policy or have policy implica-
relationships with school districts, funders, tions, other staff check with the executive
universities, state departments of education.’ , director.. If she does not approve of what .

. . . ¢ . - 1s being suggested, there is room for ) :

o : The complexity of these tasks can strain your . negotiation or for presenting more .

) organization to the point of breakdown. We T evidence., However, her decision is
have found that the quality of the group's s wltimately accepted. Before~acting, United -
top leadership is decisive in counteracting " “Bronx Parqnts' staff with decision-making
s . "these difficulties and moving you toward your: ’ "responsibilities often first think about .

goals. Top leaderghlp (usually one or two- ’ 'whqg&&hs. Antonetty would do in the- -
- people) must at ‘onge prov1de a_clear direc- situdtion. ",
tion for the group and give staff members the . ' e T = ‘

T - knowledge and skills to take independent Effective leaders set high standards and are
initiative .consistent with that direction. pot afraid to define limits. As we will -

: . - , . discuss below, they, delegate many decisions
" "Effective leaders, we found, are at the heart and consult with staff members'abqut others; *
. . of their group's effort to develop an effec— . thEMQQ; they press staff members: to high
tive strategy to=improve th&.schools. They ' levels 0f achievement in line with the ideals
é ° have personal qualities that both their staff'’ of theitr organization.. And they are not .
and their clients can identify with., They - afraid to object when they see a staff member
are seen as acting in the best interest of acting in ways inconsistent with the group's 51N .
Yo -the organization, rather than from personal basic strategy. . = N
motives. Therefore, when their staff i .
'd:lsagrees with them, and e'xpre§s§s t'k‘lat ' ' Managément Skills ’
disagreement, the léaders’' decision is ulti-
mately accepted as legitimate. One observer In trying to insure that an assistance  *°
described such leadership qualltles in Unlted . group's methods remaifi consistent with over—
* Bronx Parents: ' all purposes, .there is a tendency for top
- * - ' . R 4 'l
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leadership to keep a hand in all part’s of the
group's operations. The result is drastic
overload on group leaders and, often, staff
resentment. This problem is intensified by
"success" and related expansion. leaders ywho
saw themselves 1n1t1a11y as activists or "

. pProgram deve10pment specxalxsts must take on
complex.management responsszlmtxes. They .
offen seek to meet these responsibilities as
they have in the past -- by working harder --
bat they ultimately reach their limits,

A »
If your organization is going to make it, it
1s critical that the leader who is confronted
with these proplems Bégxns to recognize that
managing the group is'a key part of'his or
her role. One assistance group leader
describ is growing awareness of this need:

“How can I be uppor&:xve as an -organiza-
tional or admi ative leader? I found
that’ I Qiad poor routines. I was spending
80 to 90% of my time on details of adminis-
tration because systems were weak. We used
"to have no clear rationale for what we did.
We did things and they would work, but weé
didn't know why. We've.been trying for the
past two years to find ways to support crea-
tive ideas through good admxnxstratzon.”

Bujlding Strong Work Teams

When we help an assistance group that is
having problems with its 1n5$nna1 organiza-

— o am e

~

tion, we frequently ask members tq construct
a chart that shows how the work is divided up
and who js responsible for getting it done.
Their chart almost always reveals'some
characteristic problems. R

First, as we've,just suggested, the leader of
the organization is frequently the person who
is in fact making day-to-day decisions about
every project_and every administrative and.
management activity. Other people may be
nominally in charge of helping the teachers.
at Taft School or wrxtxng a néw brochure to
descrlbe the group's work, but they don't
have any real authority and are constantly
being overruled by the group's leader. When
they are effective, top leaders point out‘a
direction and define limits, but they don't
become involved in redoing every detail of
the group's work.- .

Second, in ineffective groups, it is unclear
exactly who is working on what, Sometimes
everyone is working on everyth!ng. Sometimes
several people are each-working in isolation
on a specific project and each one communi-
cates only with the group's ledder. The
difficulty that such a group has in drawing
an organizational chart reflects underlying
d1ff1cu1t1es in the way the organlzatxon
operates.

It might be almost inevitable that your
assistance group runs into such organiza-

-



tional snarls<at: first. However, effective
groups_begin to deal with these problems,
whilp ineffective groups allow them to multi-

-
.

causing resent-’

all matters great and small,
ment and delaw.

-

Work team gsize. In effective assistance

ply' and to generate continuing crises.

To meet these problems, top leadership must
perform a continual balancing act. Leaders
must’ monitor staff activities, so that the
work is carried out in ways consistent with
the group's basic purposes and strategies,
while at the sahe time 'developing work teams
that dre thémselves headed by competent .

'

groups much of the work is done by teams with
two to seven members. When staff members -

work cbmpletely alone on tasks, the group's-
efforts become fragmented. Work teams much °,
larger than seven members, on the other hand}, ,
are unwxeldy .

’ . .
Balancing coordination and independence. One

P

leader$. And these team leaders (or middle-,
level managers) must be increasingly able to
work without constant intervention from top

leadershxp. 4

A few characterlstlcs of such effective work'
teams xnclude.. ‘o

£
®

3

.
'

Work teams with skilled leaders. 1r1¢fec-
tive groups, a middle level of manggers (or
team leaders)k clearly develops over,time.
These grpup.members underStand’the -purposes
and strateg;es of the group and are trusted
by top leade shxp. They havesreceived

way to insure that assistance group members,
don't become isolated and the work fragmented
is to nge pedbple mu1t1p1e responsxbxlltxes.
United Bgonx Parents required all program
staff members to drop their normal work and
help in a crisis, such-as an escalated’
conflict between a parent group and a resis-
tant school.principal. However, a good thing
can be carried too far. In groups where -
"everyone is in on everything," there is
confusion, overload, and inability.to focus
sufficiently On any~one task. We found that
effective groups had reached some balance on
the question of overlapping responsxbxlltxes.

comsistent support and, supervision in devel-.
oping this understandlng and sk111 so that
they are capablé of dxrecthgAlmvortant'
-aspects of: the group ‘g vork In-less effec—
“tive groups, tliesé mxddle level. leaders- may

.

'
[

_They had thought about each project. and each
staff member and declded to what extent:
multxple respoﬁ51b111t1es weré approprxate.

-

& v

Splits between "headqparters and.- "field"

have ‘impressive titles on papér, but in fact”
the group's top leaders: continue’ to decide

v )

-
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staff. One problem of fragmentatxon ‘that -
‘groups must be particularly careful to-avoid
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is a split between those people who work . d .
dlrectly with clients ‘and those people who . -
work in the headquarters of the organization , _ . .
in managerial, program development, or ’
administrative jobs. All program staff ' . ‘ ’ .
members should have some direct contact with . PP
clients and participate to some extent in the . - . }
development of plans for working with ° T
. clients. ‘ ’

Clarifying jobs. Over time more effective
groups developed a clear shared understand-
ing, usually in writing, of the job respomsi-
bilities of individual staff members.

- _ ‘

\‘ | Look at Yourself — How Are
You Organized to Do Your Work‘?

This exercise has two parts. In Part 1, }ou

take a look at how you are organized to get

your work done: how the work is d1v1ded up,

- who leads work groups, how respon31b111t1es
overlap, etc. In Part 2, you imagine some

- ways that work could be divided -up better,

agree on one specific suggestlon for improver
ment, and make plaps to carry it out, .

The purpose of the exercise is to increase
your understanding of how your organization
is structured -- to see patterns that may
have developed subtly over tim€ -- and to-
consider some possible ¢hanges.

’ .

e’ ‘




How Are You Organized to Do Your Work? Part 1

)

- 1. List on a chart like the one on the next
page all the important activities your staff
“ is involved in. Include specific assistance

projects, admlnlstratlve activities,
planning, and fund ralslng.

relates to other activities.

. %

' “in Part 1. v
N when some of the key problems you've
Tike. Be very specific. How would

oing differently day-by-day?

‘ &

. ’ 90

. 2. Indicate for each of thesd activities who
is responsible for heading} it up, who is
involved in carrying it out, and how it

3. Review the chat} to look for patterns.

1. As individuals, look over the information
you have recorded in completing the chart
2. Imagine a woFk week six months from now

. 1dent1f1ed would be solved. Write a page
or two describing what the wegk would be

things be organized? How would people
! . |relate to each other? What would they be

How Are You Organized to Do Your Wofk® Part2

3.

The féllowing questions ﬁight be ‘helpful:

'a. What general patterns do you see?

b. What issues arise about management
responsibilities? Is it clear who is
reSpon51b1e to whom?

c. What issues arise about the nature
and size of work teamq7

d. "What issues arise about ‘overlapping
responsibilities?

e. 1Is there a split bdtween )
"headquarters" and the "field"?

f. Are people's responsibilities clear?

~

Have.each person read their vision of this
ideal week in the fjiture to other group
members .and answer/qUestions about it.

List on newsprint the specific changes that

each person thinks.are desirable, based on
what they've written. . :
Choose a specific change that seems desira-
ble to most group members and is also feasi-
ble. Develop spec1f1%’p1ans for making this
change.
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GRQUP ACTIVITY WHO HEADS 1T UP? . WHO ELSE IS INVOLVED? !

.ds - - . R S

/_.,f

PRINCIPAL ToM MASON COORDINATES STEVE WASHINGTON ~ 1
ASSISTANCE MARY KELLOGG . AWISOR AT ROOSEVELT
PRagECT ‘ MONITORS CLOSELY AND beweY RUGH

' !
AND MAKES MANY SCHOOLS s \
X KEY CECSIONS.  LALLY NMIELSON-— |

- ‘ . ADVISOR AT NEW HOFE |
: I

PND GLENWOOD HIGH |

SCHOOLS . .

— [V,

LEADER NEEDS To BE

TEAHER . . Ro{ NEAL- ABOUT 807

OVERLAP [N ADVISORS WiTH

e S e e e o

HOW DOES IT RELATE
T0 OTHER ACT 1VEFTIES?

TEAGUER WORKSHOP PROGRAM.
STEV(: AND LWULY ALWAYS
cRogs.PRESSURED. _Tom FEELS

HE CANT ACT WITHOUT MARVS

0K, BUT SHE 1S OFTEN BUSY
ON FUND RABING, ETC.

q —l

*

v

NoT ‘&S PoPULAR AS Two \EARS

WORKSHOP. HIRED MARY . STevE W.— ABOUT 20% | AGO. ARE WE PUTTING ENER&Y
PROGRAM | KEULGE ACTING HEAD' Ly N.- 207 | INTO (T TWAT SHOUWD BE
1 ' | | © . sPeNT EsewneRE ¢
| l | i_ T ! A
TERCHER | IRENE CowaN, T o L W ORKS S ARENEAENOWE
STORE | SECRETARY. . | WHAT Sugs boing  Keeps up
|

WITH ORDERING-, ETC.
UNDERSTAMQ;S rURPSE
PROVIDES "GoOD BACK-UP  FOR
OTHER ACTIVITIES

4

.;- ¥
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Dividing Responsibility
for Decision Making

We found no efféctive assxstance group that
operated as a collective of equals. Effective
groups allocate decision-making responsibility
among three levels of program staff. Top lead-
ership maintains ultimate authority and actively
se¢s standards and lxmxts. Middle-level leader-
$hip takes increasing r&sponsibility for, impor—-
tant aspects of the group's work (like specific
assistance projects or keeping the books), and
trusted middle-level leaders grow to have sub-
stantial authority that does not constantly neEd

to be overruled.-

. \

Other program staff’ members regularly help shape;h

decisions as part of their work teams. When

_their ideas about changing the groupfs strategy
'‘and methods are based on &ff analysis of their

experience in the field, these ideas are given
serious consideration. For example, when
tgacher advisors in one group argued that the
group’s math curriculum 4inits weren 't clear to
teache:s, the group revised them followxng the
advisors' suggestxons.

i . N
A11 program staff -are consulted about important
decisions confrontxng the group (for example,
the decision to apply for federal fund in a
grant competition) so that their viewpdints will
be clear; however) -they do not have the power to
overrule the group's top leadership.

The key to effective decision making appears to

be clarity. It should be clear which decisions
are characterxstxcally made by top leadership,

middle-level leadership, and other program

staff. It should be clear how staff members

will'be consulted on important decisions; «it is'
destructive to pretend that everyoene is equal
and that the group will decide an issue when
this is untrue. Don't play games.

Creative Decmon—Ma.kmg Techmques

Most ‘organizations waste enormous amounts of

time by using inefficient methods for meeting,
discussing solutions to problems, and making
decisions. There are many handbooks that sug- °*
gest ways that these degisien-making and prob-~
lem—-solving activities can be carried out more
efficiently, See, for example, The Second Hand-
book of Organization Dewglopment in Schools by
Richard Schmuck and Philip Runkel (Palo Alto,
Ca.: Mayfxeld 1977).

Such handbooks sggggst\techniqués for settiqg
agendas, clarifyiﬁg problems, making decisions,
anticipating difficulties through role- playxtg,

" generating creative ideas through brainstorming,
and so on. We found that'effective assistance

groups, were experimenting with these techniques
and wdqre attempting to incorporate them into
their work. * We did not find that any one fech-
nique was essential. Imstead, the key was the
groups' willingness to experiment and to incor~
porate the methods that proved effective into

‘their day-to-day work,

Look eft Yourself — %ho Decides What?

The purpose of this exercise is to help you sort
out what types of decisions are made by top lead-
ership, middle-leve]l leadership, other program
staff, and administrative support staff and to de->
termine how you can.achieve greater clarity about

' the division of decision-making responsibility.

L

il()'u\ . ‘




Who Decides What?

¢ . v
. ~\
1. On ixewspri:nt, reproduce and fill in the b. How clear is the division of decision- .
chart below. ’ making responsibility? )
. + 2, Discuss the following questions: c. What conflicts, if any, exist between the
! - - , role that particular groups are playing . ’
a. " What differing perceptions surfaced in in decision haking and the role they '
the course of completing. this chart? want to play? Can they be resolved? How? .
- 4 ~ P
o * e v .
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‘hire an effective staff persen than to

.has serious negative effects on work with

)

¢
“

Careful Staff Selection Pays Off

Selecting program staff members is a

pivotal "task to which 1neffect1ve groups
devote far too little time. It is.much
easier in_the long run to identify and .

train and supervise someone 'who lacks

:essential skills and points of, view.

Further, firing an 1nconpetent\Staff S
member ‘is egpec1ally messy If the persmn‘U
fired is an advisor, the flrlng usuallyi

o

'

Our research confirms the old maxim that
- social (and educational) movements ¥re
made up of like-minded people. '

Second, prospective staff members should
have already worked in the types of
schools and communities where assistance
will be provided. In some instances
peoplef with technical skills (writing,
curricliilum design) but without this prdc-
tical s¥perience have been hired by assis-
tance groups. Although this sometimes
works, it has frequently caused ‘problems.

clients. v . * Assistance .groups ‘are most effective when
N s ‘a, most of their program staff have a first-
We found two qualltleé to look for in the % hand knowledge of the client's situation.'
hlrlng process that are especially impor- 1@ Of course, if prospectlve staff medbers «
tant. First, program staff members should m&x have actually worked as advisors and the
‘accept the basid assumptions of the assis- V1’ quality of their past work has been
tance sroup strategy. If the staff member ﬁ%& attested to by clients, so much the
is ‘not really in tune with these group ;% better. .
assumptlons, enormous energles wil) be f&é .
wasted,in conflict. As one group member . *g% You can try a number of techniques to
correctly predicted: e ; 1f§ identify potential staff members. Ome is
5 i % to look for candidates within a resource
“I foresee’ serlous problems ahead w1th Z'%network of people th are doing assistance
‘June [who had justybeen hired]. We “iwork similar to yours. Or you can draw
believe that parents must "be traléed to sistaff members from the volunteers who have
‘be aggressive "and to ask hard questlons prev1ously worked with the group, or
about what the gchools are doing, but 'nromote from your current staff. And some
.she*is a former teacher who:seems to end groups have' found good staff members
up taklnb the teacher's side or wanting" mely by a%ggrtlslng either in the news-—
to inject herself as a mediator between . paper or i cialized publications.
parents and teachers.§9, ‘ - ’
) » }; -
" v
tuy ) g 7 L0y )
/ H o> \ .
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In a§sessihg a candidate's competence;
it's a good idea to seek out information
from people knowledgeable about the )
prospective staff member who were not
suggested by the candidate. Plan inter- .
views careﬁuily and include questions or . .
.simulations that indicate ho#® the candi-
date would. handle real probl®ms encoun-
tered in‘the assistance proé%ss. Some
groups have hired promising candidakes on
a_consultant basis', giving. them a real
task to do and getting feedback from
clients about how wgll the task was
completed. A.little care in selection has'

great benefits later on, A ,

Lobk at Yourself — ’

~ How Do You Select Staff?.

The purpose of this exercige is toshelp o
you assess the match betwden the way you o
select staff and the practices we found to o -
work. Then, we ask you to consider how e
you might make greater use of effective
staff selection practices.

.y
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; How Do You Select Staff? . . P < .

1 t
.

We have identified a list of practices that ’ . i. 'In the first column, make notes on the
contfibute to effective staff selection. - extent to which you have used these methods
Below is a chart that you can reproduce and ‘ in the past. Jot down examples,
fill in on newsprint. 6 Down the yside we have + 2, 1In the second column, list possible ways that
o listed seme practices that we recommend. you could use these practices in the future. .
Y . ‘
- 4 . , * .
PRACTIICES WE RECUMMEND WAYS YOU HAVE DONE THLS IM 1HI PAST WAYS YOU MIGHT DO THIS 1IN THL FUTURE
' ‘ - )
+
Overall, be careful TTHEWD OFF ON HRING TURRICULUM — (NCLUDE SEARH TIME WHEN ESTIMA-
g and deliberate. . . o
DEVELOPER  DESPITE DEADLUNE FR(M ,»  TNG TIMETABLES FOR NEW PROJECTS - .
LHOOL DISTRICT ) ~ REORGANIZE FILES OF PREVIOUS
@ . LA y ’ M
‘ = WIDE SEARMH FCR NEW MATERIA CANDIDATES 30 THEY ARE USABRLE
DESIGNER  WORKED WELL — DEVELOP STANDARD PROCEDURES FOR 4
. * EVERYONE TO USE IN HIRING
- \ . .
. ‘ 26 i .
Look tor veople whe ~CONTACTED © 4eRIfULUM DEVELDPMENT  —BETTER INTERVIEWS PuT SOME
. share your basic ‘ &
values and sense ot PEOPLE  IN RANSAS 07V AND SIMULATION OF PROBLEMS INTe (T °
purposc. : ST Lous -USE MORE OF OuR CONTACTS "IN '
" R ; - HIRED TWO TEACHERS Wio HAVE OTHER STATES
- LoED TriR LURRICULUM  SUCES FULY ! ‘ i .
A\l
* t
dook ter people who o, ,
have worked 1irn the
types of settings 1n - y
ki which you provide , '
dassistange, Co .
‘ Ly .

1v ( ‘ ‘ g .M




b

! ~

PRACTICES WE RECOMMEND

Ideally,; look for people
who have previously worked
as advisors.

* o

Use your resource networks
to find good people. ,

- L AU S

t
, WAYS YOU HAVE DONE THIS IN THE PAST WAYS YOU MIGHT DO THIS IN THE FUTURE

- e e '3

e e . - —

e e e
i

Brxng good people from the
"ranks of volunteers or
from present staff.

‘
»

S R e

Don't rely on

mendations from
people named by the
candidate; get other
data too.

ecom-

~

U,

Carefully plan interqiewsf
Have the candidate
discuss or simulate real
problems that are part of
providing assistance.

Hire the candldate as a
short-term consultant,
assign a task and evaluate
how well it's doné.,

5 oy

s e ’
:




Aruitoxt provided by Eic:
0

ERIC

Systemasic Staff Training

Once new staff members are selected, it
is essential that they participate in a
carefully planned training program.
Ineffective assistance groups rely on
unplanned on-the-job training, but this
haphazard approach cannot begin to
introduce the new staff member to the
group's complex assumptions and methods.

Your staff training program should
consciously blend formal training
workshops, opportunities to observe
experienced staff in action, direct work
experience, analysis of that experience,
and written materials describing the
nature of the group's work. This training
process should take place over several
months, so that the new staff member has a
chance)to move back and forth between the
group's ideas and the reality of the work.

For example, /I/D/E/A/ carefully designed .

a program for training its advisors in
which the advisors themselves set up an
individualized learning program, working
directly with c¢hildren. United Bronx
Parents trained its gdvisors through a
constant interplay between direct assis-
tance to parents and sessions to analyze
how the assistance was progressxng

)

fo.

3

Look at Yourself —

How Do You Train New Sta,ft‘?

The purPose of thxs exercise 1is to. help
you. compare, the staff training methods we
found effective with your present methods
for staff training and to think about
some changes. ¢ 5

’ s

11,
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. How Do You Train New Staff? : b . .
) . k / o . . ’._«i”
We have identifiéd five activities that should 1. Iﬁ"the"fir€§:55TUmn, make notes on the "¢
' . be blended into effective *staff training. Below extent to which you have used these methods, .,
is a chart that you can reproduce and £ill in on , in the past. Jot down examples. .
) newsprint. Down the side we have listed the 2. In the second column, list possible. ways .

of activities we recommend.

.
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| Moniff’ér'mg and Supervising Work .

i a

Effective assistance groups develgp regular
procedures for overseeing edch person's work.
Top leadership and the leaders of work groups
regularly assess the quality of staff members'
efforts. They visit teacher advisers in the
schools to help them think dbout prlorltles and
problems. They confront the parent advisor who
is making parents overly dependent on her.

If strong work teams exist, supervision and
feedback come from both leadership and peers,
and is generally experienéed as supportive
rather than infrusive,’

. LI .
Ineffective assistance groups are reluctant to
oversee work and to confront staff members who

ERIC

are not doing a good’job. As a result, staff
membes grow to see supervision as an invasion
of their turf and become defensive. People do

‘their own thing until a serious crisis develops,
then leadership swings from ignoting supervision.

to "cracking down." One assistance group leader
described thig erratic style: "I used to work °
from an .insecure laissez-faire style until
things fell apart, then I became a gictator."

Our field notes are filled with tense incidents

related to the supervision issue. For example:

W An advisor was suppesed to be helping parents
ir a city neighborhood organize a strong
parent group, but evidence filtered back to
his supervisor that he was actually spending

¢
. \ -
very little time helping these parents. Yet
he came from" the neighborhood he was working
in and had strong supporters there, so the Y .
assistancé group's leadership was reluctant to
confront him.

# A staff member was 'asked _to prepare a draft of
a funding proposal, bit her supervisor felt
the resulting draft was poor. Rather than
review it with her and ask for changes, the
supervisor simply rewrote the proposal
herself. .

v '

® One assistance group with several advisors ran

into embarrassing problems becausé advisors
were not coordinating with each other and were
telling school district staff differdnt
things. The coordinator of the advisors
instituted a system of keeping written records
of all contacts with the school district.

One advisor.complained that he had had no role
in developing the forms and announced that he
would not be filling these records out since
‘he "was hired to help teachers, not fill out

n
forms. ‘ , 3

Look at Yourself —
How De You Oversee Your Work?

How do you handle the issue of overseeing peo-
ple's work and the touchy problems that grow up .
around it? The purpose of the next exercise is
to help you think about this issue by looking at
some specific incidents from your own history.




3
H

How Do You Ovefsee Your Work?

1. Look at the examples we gave of touchy
‘ issues that arise in overseeing work.
Think of two or three similar incidents
that are part of your history.

2, Ask a person familiar with each incident

to answer the following questions about ‘

it with notes on newsprint:
, 'a. What important events occurred in this
, « incident and how did it come to a hdad?
b. What were some important underlying
* causes of the incident? ~

1

. G. .What lessons does the incident
suggest for making the process of -
- overseeing work more effective? )
) .
PR-Bue Ml N CABTUE HEGHTS . SO0 DISTRICT

A MPORTANT EVENTS

.. SEPTEMBER |-7 , JERRY AND MARIE 10D XHOOL
« PRINCIPALS CONFLICTING THINGS AP;:DUT ADV 1 S0RY
WORK FoCus AND  SCHEDULE o
) COORDINATE  THEIR
) SEPTEMBER IQ
. OUR QFFICE

PN
“TORY
SCHOOU SUPERINTENDEN T CALLS
"WHAT 1S GOING ON? DO YoU
HAVE YOUR ACT rOCx&\THER"”\
SEFTEMBER 12 LINDA CAULLS MEETING OF UNDA,
- JERRY, AND MARIE To DISCUSS PROBLEM
HEATED MEETING JERRY SAYS UNDA OVER-
REACTING — STIRS UP THEIR OLD CONFULICT
LINDA LAYS ouT PLAN FOR RECORDING -
. CONTACTS WITH <CHOOL DISTRICT STAFF

N .

O

ERIC
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4,
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v
Use the presentations as the basis for &
discussion of each incident.

Draw on the incidents to discuss the

following questions about your overall

approach to overseeing work: -

a. What are your characteristic patterns
for overseeing work?

b. What are their strengths and weaknesses?

c. What are a few practical changes that
could be made to begin to improve the
process of oversgéeing work?

.

© s

e SAY L MUST

SEPTEMBER 13
SAYS He wAs NOT HIRED TO FiLl OuT FORMS

JERRY RESIGNS

R tOLLOWED
JERRY ReFuSES‘ TO0 Fik OUT FORMS

LINDA  SAYS HE  MUST
B UNDERLYING CAUSES
~IN GENERAL ADVISORS HAVE NOT FORMALLY
COORDINATED WORK  WITH SMAUEFR STAFE
IT was NEVER ME(ESSAR;
~ LONG CONFULCT BeTweeN JeERRY ON ONE
! S(DE JAND UNDA AND MARIE ON THE
OTHER  JERRY  CREATIVE BUT HARG TO
GET ANG  WITH ™ *
— LNDA AKS EXPERIENCE AS SUPLRVISOR
INCONSISTENT - - HAS BAKED DowN (N DISPUTES
uNTIC Now

< 145
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Building Resource Networks

Effective assistance groups debelop elaborate
resource ugtworks of people and organizations
who can help them. These resdtrce networks
include contacts in the school communities that
the assistance group is trying to change, in
school district central offices, in state agen-—
cies and 'federal agencies that affect these
school districts, in potential funding agencies,
and in the political world whose representatives
can be called on to lend legitimacy and give
support in conflicts.

An imponﬁént part of this network is the social
or educational movement out of which the assis-—

tance group developed. For /I/D/E/A/, this was

. network of black polltlcal activists.

a network of progressive educators, including
administrators. For AFRAM it was a national 7~
For Crea-
tive Teachmng Workshop it was a network of edu-
cators interested in experiential education.

The members of the network are a critical source
of 1nformat10n and ideas, legitimacy, emotional

support, potential staff members and congul—
tants, poténtial clients, and funding leads.

The usefulness of such networks illustrates. once
again that human systems often operate through
personal and informal contacts rather than
through formal procedures.

Im building such networks, effective assistance
groups recognize that they should not only con-
centrate on' strong supporters. They recognize
that the great majority 3§idecision makers and
potential resources will e indifferent to the
things that the group feels strongly about,

Effective assistance groups analyze who can be

K]

| L

3

11y

. know people informally.

-z

called on for what. One school administrator
supplied a parent organizing group with critical

budget 1nformat10n not because he Supported )
them, but because he was angry at his superiors.
A state off1c1al endorsed the work of a teacher

assistance project, not because she was partic-—
ularly sympathetic to their efforts, but because
she felt it would be good for her own image.

How are these networks built up? First, you
should view every meeting -- every formal or
informal contact with a school superintendent,
government official, or active parent -- as an
opportunity to build up your contacts. If you
are invited to a conference, find out who is

~going to attend, figure out how they might help

you, go early and stay late 80 you can get to
>

Second, systematically decide what types of
organizations you need more contacts in (private
foundations, Congress, state education agencies)
and start to make appointments and visit people.
Once you've' met them, send them your newsletter,
invite them to the schools you're working in,
call to ask their advice.

-

. People who have large networks of useful re-

sources build them deliberately and devote sub-
stantial energy to the task,

Look at Yourself — How Strong
Is Your Resource Network? ?

What networks of contacts do you have? Where, do
you need more of them? This exercise will helR‘
you reflect on these issues. .

1
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How Strong Is Your Resource Network?

»

1. On newsprint, list your key contacts in a.
the following areas of activity: . b.
a, School communities where you work or c.

want to work .
b. School district administration
. ¢. Groups or agencies doing work similar

f

Who 'in your group has this contact?

What sorts of help have they given you?

How could you have used various
resources more effectiYEiz:;? dealing
with recent problems?

) to your own 3. Review your list of ‘contacts and consider:

-

: d. Funding agencies a.
e. Others important to your work

R b. What steps could you take to expand
2. For each contact, fill in the following your network in weak areas? ‘
. information: ‘ ' & o
14
s s
' i ' s
e %
! .
¢ WHO RNOWS SHAT HALE Wb G0 WHAL COUDD Wb HAVE tOlTEN
MARIE VALENTINE  MARUIA, CHRIS CONGISTENT AQURATL (NGIDE INFORMATION = NOT MUUA MORE  WE ALWAYS CALL HER
DTNE DevE LoP WHO MADE. DECISIONS ABOUT OUR WORK(NG — WHEN W WANT To FIND OUT WHAT'S
MENT MRE&TOR ) WITHE (ol WAL T SAY To SUPERINTEN- GOING  ON .
) BENT, TuAT DR - FXS wWAS LEAVING
PRSRISS ChR.S CONTACT  FOR FUNDL AT STATE e P Now THAT He's RETIRED, MaY Feel HE
, ' TTER »+ &PPORT FOR PROPOSAL CoutD TEWL US MORE ABOUT HitS
‘ . FUNDING CONTACTS .
/s : . .
PHY s a1 HAS  ALnAYs 1 VEN US LOPIES oF CoPY OF FEDERAL PROFOSAL DRAFT, SO
VANFLEET, BCARD DECISIGNS  PLANNING  MEMOS, WE COULD HAVE ANTICIPATED  WHERE
- SOOS qu%T/\Kw “ BudaE TS BVEN HF 1T wAS NOT WE MIGHT i N
ENTIRELY CLLAR tHey WEKRE RuBlLIC . .
' . i) . »
4
1
- . . .
124 1
o ’
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In what areas is.your resource
network weak? * o
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 PUZZLE SECTION 3 |
-Refining a School
Improvement Strategy




o

JQL? assistance group can, of course, send
advisors out to work with school staff or
parents with a general charge to '"be helpful”
and to use whatever talents the advisors have
to improve the schoolsy This approach may
sound appealing.g But our research indicated
again and again that it doesn't work.
Effective assistance groups develop pver time
an explicit shared school improvement
strategy. We use the term "sttrategy' as an
umbrella to cover an assistance group's
ansvers to three major -questions:

9

® What is wrong with the schools?

m How can the school community be changed
to address these problems?

B What should the’assistance group do to
bring about these changes?

Rural Education Program developed one set of
answers to these questions. They decided
that the root of educational @roblems in
rural America was that rural educators and
citizens do not have the Jpportunity or the
skills to decide for themselves what their
most pressing educational problems are,
identify possible solutions, try these
solutions out, and evaluate the results. To
meet this problem, REP develcped and tested a
"systematic process for decision making . . .
which allow[s] for the open consideration of

ERIC . :

Aruitoxt provided by Eic:
¢

alternatives for meeting defined needs.”
Convinced of the need for collaboration
between educators and citizens, REP advisors
worked with both groups, striving to be"
viewed as fair and neuE:al.

They identified a §et of decision—making

f

-skills (for instance, interviewing, question-

naire development, report writing) which °
they taught through their formal and informal
contacts with clients. And because they
wanted to teach rural educators and citizens
a process for decision making, their advisors
‘consistently refused to advocate a particular
solution to local problems, even when pressed
by frustrated school administrators or parent
leaders.

The specifics of your school improvement
strategy may be much different from the one
proposed by Rural Education Program. The
other assistance groups we studied were at
odds with REP in their analysis of what' is
wrong with the schools, how they could be
better, and how an assistance group could
bring about improvements. But all effective
groups developed increasingly specific
answers to these questions.,

Refining a school improvement ‘strategy is the
third major section of the assistance work
puzzle. The Rate Yourself chart that follows
helps you see how well you've put this
strategy development section together.




cycle of
assistance
& analysis

_ initial
period of

direct
"assistance

conscious
shared
strategy

second
period of
direct
agsistance

K4

works to refine a strategy for

The assistance group codsistently

changlng ‘the schools. "This strategy
an analysis of what is
wrong with the schools, how the
school community can be changed to
address these problems, and what the
assistance group should do to bring
about these changes. (#3-1)

The assistance group carries out a
regular cycle of assisting clients
and analyzing those assistance
efforts and their effects on school
communities. (#3-2)

Initially, the assistance group
carries out about three years of
direct assistance and analysis of
that assistance. (#3-3)

After the initial period, the assis-
tance group spells out a conscious
shared school improvement strategy
much clearer than the original one.
The implications of this strategy
for the advisors' actions in speci-
fic situations are clearly under-
stood and consistently acted on by
assistance group staff. (#3-4)

The assistance group carries out
assistance for an additional period
of about three years in which strat-
egy is further refined. «#3-5)

not at all
what you do

. exactly
what you do

-3 -2 -1 +1 . *2 +3
-3 -2 -1 +1 +2 +3
-3 -2 -1 +1 +2 +3
-3 -2 -1 +1 +2 ©+43
-3 -2 -1 +1 +2 +3
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not at all ‘exactly

. what you do what you do
leadership The assistance group's top leafer- - '
interprets ship establishes themselves ag/the -3 . -2 -1 +1 +% . +3

strategy ‘legitimate interpreters of
group's strategy and the~i
involves, while helping thef group to
.. analyze:its experience and adapt the
strategy over time. (#3-6)
human The assistance group analyzes its
'systems school districts and communities as . =3 -2
perspective .human systems. Assistance group
members become increasingly able to
predict the effects of their action
SRR on all parts of these systems., (#3-7)

v

centrdl The assistance group's strategy

aspects of focuses on central, not peripheral, -3 =2

human ! aspects of the human systems s :
systems involved. (#3-8)

focused The assistance group makes the ‘ -
 strategy aspects of the schools they most -3 - =2
want. to change the target of :
detailed plans for improvement,
; well=developed tactics, and—a signi=
.- ficant proportion of advisor time. -
(#3-9) ‘
school The assistance group's strategy
principal recognizes the central position of -3 -2
is key the school principal in almost any
change process. (#3-10) K

Aruitoxt provided by Eic:




N . L, -
B insiders
A or
ST outgiders

adjusting
to local
situations

clear
language
for key
ideas

flexible
materials

Advisors understand in what ways
they are insiders or outsiders with
their clients. They build on the
strengths and minimize the weak-
nesses of their position. (#3-11)

The assistance group adjusts its
strategy to meet local needs.and
constraints without changing essen-
tial parts. , (#3-12)

The assistance group finds a
language and method for making key
terms and ideas clear to clients.

(#3-13)

Ly

, “

The assistance group develops and
uses flexible sets of materials to
aid in the assistance process.

These materials are part of an over-
all system and consistent iy their
format, but are made up of separate
booklets, flyers, etc. dealing with
specific. topics. (#3- 14)

not at all
what you do

BTN

:

eXactly
what you do

'“3 -2 -1 +1 +2 +3 R TEN
-3 -2 ., =1 +1 +2
-3 -2 -1 +1 +2
i
-3 -2 -1 +1 +2

A
-

.
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l Why dxd mdw;duals rgte t:he gruup 88 they dzd «;

v . on'specifie’ tasks?’ R .; 'g‘_&.’ to” you apd o1 whxch 3o
T " ‘ > S, What’ factors -adcount for yo:fr effe
lDo you agree that these partxéu}a: tasks are e, Mo e ! L
L critical to.your efﬁectweness, or db o . lidentxfy crztxcal tasks that az:e 'rB

~ think: that -our, observa_t:.ons are. ;nlsguz%ded or
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Focus on Refining a Strategy = = .

When we discussed the formation of ,assistance
groups (pages 39 to 44), we indicafed that the
founding leaders of effective assfstance
groups begin with a clear stratdgy for
changing the schools. This strategy includes
an analysis of what 1is wrong with ‘the

schools, how the school community can be
changed to make things better, and what the
assistance groups should do to bring about
change.

Each of these three main parts of a school
improvement strategy suggests many related
issues. An adequate analysis of what the
assistance group can do to bring about
change, for example, should include a clear
statement about whom the assistance group
considers its major clients. United Bronx
Parents, for instance, were adamant in their
view that UBP meant "parents helpxng
parents,"” and as parent advocates they
. rejected efforts to make them mediators with

!

MORE ABOUT SELECTED CRITICAL TASKS

staff, and physical plant. The specific ways
in which UBP advisors worked with parents
day-to-day reflected their priorities., A
major parent training activity entailed
helping parents develop a set of questions to
investigate in their local school, going to
the school with parents to answer these
questions through interviéws and obsprva-
tions, and then meetlng with parents to
analyze the information parents had gathered
and to plan another school visit,

Initially, an assistance group's strategy may
lack specifics and have some holes in it, but
it is clear enough to. provxde a definite
direction for the group's waork. For example,
Creative Teaching Workshop gﬁgan as a
teachers' center where interested teachers
from all over New York City came to attend
workshops and share ideas about active
learning -projects for children. CTW advisors
brought this focus on experlential learning
and these techniques for working with
teachers into thexr(k;rst efforts at long-

1 nEfs
= ﬂChGGr'va.L.n. talss

Having identified their major clients, an
assi'stance group must also be clear about
what skills'and knowledge-they want_to teach
these‘client’s, so that the clients themselves
can work for the needed improvements in the
schools. United Bronx Parents believed that
parents. needed confidence in confronting
school officials and skills in analyzing very
thoroughly the strengths and weaknesses of a
school's educational program, principal, °

13,

term assistance in specific New York schools,
However, it was some time before the advisors
worked out how their initial strategy could
be played out with the whole staff of a
public school rather than a self-selected
group of interested teachers,

Initial Period of Direct Assistance

Beginning with such key ideas, an effective
group then launches on a period of about
three years of direct work with clients. For

13,

77
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_ work with a school,

]

~

Center for New Schools, this initial work was
spent in establishing Metro High School in
Chicago. For [I/D/E/A/, it invélvéd¥provid-

ing advisory,help to 40 public schools in

Ohio, Florida, New. York, and chhxgan.

Through such direct work, the group's :
strategy is tested and ref1ned with lessons
from one year translated into different '
tactics in the, next. ‘

Conscious Shared Streteg;f

» We ‘found an «#fttitude among effective advisors

that they must "make sense' of their efforts,
must pull them together to understand their
experxence. As one assistance grOup 1eader
said, '"We made a lot of mistakes at’' first,

but we learned a lot too. Now I think we're

, clear about what kinds of schools we can

actually help, what we're aiming for in our

how we go about it

day-to-day-, what, are the traps to avoid."

In an effective group, tne 1eadersh1p and the *
other key program staff act with increasing
clarxty by spelling .out a conscious shared -
strategy in detaxl.

Second Pertod of Direct Assistance

In the groups we studied, this co erent
refined statement of a school rovement
strafegy frequently marked the begxnnxng of a--
second period of assistance to school’ staffs
or parent groups. The process of ‘t&Bting angd
refining continued, but major elements of the

*

4

.

strategy had beem firmly established. For
instance, /I/D/E/A/ had by this point in
their development~definéd 35 outcomes for.
Individually Guided Educatxon and developed
initial versions of resource materials
descrlblng how an IGE school operates. They
were also clear enough abdut the IGE approach
to begin a major effort to train profes-
sionals from state departments of education
and from universities to act as IGE advisors
in their own states and communities.

.

Look at Yourself — How C}ear Is
Your Strategy for Improving Schools?

The purpose of this exercise is to help you
clarify what your group's school improvement
strategy is, how clear it is, and how useful
it is in dealing with dilemmas you confront
in providing assistance. In Part 1, your
group's leadership puts some key points of
your strategy im writing, and staff members
then ask some questions about this statement.
In Part 2, we pose some common problem situa-—
tions that assistance groups encounter, and

* werask you to see how useful your strategy is

in guiding your response to these problems.

.o

»




How Clear Is‘YoﬁJ: Strategy for Ir'nprdvjng" Schools? Part 1. . : ' ‘

. )
¥

|
4"y

{ Your group's leaders should Jprepare a state- a. What key points does the statement 1den—
* ment of about five pages, answerlng the . tify that are most cruc1al to your
o . , following questions: Ly strategy?
oo a. What is wrong with the schools7 - b. What aspects of yOur ‘strategy are-a N
; b. How can the school community be changed ' little cloudy and need further .
’ - to address these problems? . clarification? ppon B
c. ‘What should your assistance group do to ¢c. To what extent were program staff aware
bring about these changes? of the positions taken in the statementz?
d. Are there ideas that staff members feel
2. Allow the rest of the §taff to-read the should be incorporated into the state-
statement in advance, and then meet to ment that reflect what you do in prac- .
discuss it. Initially staff members should tice but haven't been spelled out
ask clarification questions (What do you formally in the past? . .
mean when you say . . . ?). Then they : : 1 ) v
should move to a discussion of the statement 3. After discussing the statement, see how .
Vhich could include questions like the ° . useful your strategy is in dealing with the
following: i ‘ situations described in Part 2.
.- / N o ’
;o i . WHAT (5 WRONG WITH THE]SCHOOLS?./,
— FUNDAMENTALLY THE PROBLEM IS THAT THE SCHOOLS ONLY DEAL
° EFFECTIVELY WITH CHILDREN WHO FALL WITHIN A NARROW RANGE,
< . oF "NORMALITY," BUT CHILDREN 'WHO ARE DIFFERENT BECAUSE - o
’ " oF RACE, INCOME, HANDICAP OR SEX OFTEN RECEIVE INFERIOR LT
. RN EDuCAq1oMS - . e A
' : - AL.L CHILDREN , BUT PARTICULARLY *CHILDPEEM WITH SPECIAL NEEDS TEET
g . REQUIRE CONTINULTY N THEIR LEARNING!' PROGRAM . Hov\/EVGR ’ . , 3
y © R Tug TYRAL SCHOOL 1S HIGHLY, ERAGMENTED IN THE way -
A T Lo IT \PROVIDES SERVICES 1o Qd(LDREM (NDN\DUALS TEACH E-.'NG‘ B N

R uSH COMPENSATORY READING, BILINGUAL EbUCATlON AL&EBRA L.
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How Clear Is Your Strategy for Improving the Schools? Part2 -

"1. Now try your hand at some typical problems
that advisors faca in working with clients.
(Use the flrst 1ist if you work mostly with
school. staffs and the second list if you .
work mostly with parents.) Based .on your
strategy, how would you handle these
problems?

2. As you discuss possible alternatives, think

about the following:

a. Do particular problem situations relate
clearly to key elements in your strategy

.

vl -
Ny ’

WORKING WITH SCHOOL STAFFS

B A school principal calls and says he has heard about your
work, He has an inservice day scheduled for next week and he
would like you to come to do a two—hour workshop, How do you
respond?

W In working with teachers on a new reading curriculum, you pick
up evidence of a high raté of student absenteeism and a high
drepout rate. You check school records and your impression 1s
wonfirmed. But when you casually mention the problem to some
teachers, they uniformly express the opinion that their job 1s
to teach the k1ds "who come ready to learn.” What do you do?

W You have agreed €0 work in a school where the principal
promised tu be suypportivé by freeing up teach€rs Lo work with
you during their preparation period. You have just found out
that she has not kept her word, and there are other signals
that she 1s begironing to feel threatened by your presence 1n
the gchool. What do you do? ’

L3 B

% o
p ~an

o

-- e.g., crucial things you want to

‘change about the schools, or crucial

skills you want your c11ents to devel op?

What is this relatlanshlp? )

b. Do you have some tactics that you typi-
calily use in dealing'gith the problem
situations we have described? What are
they? \

. \‘

c. Does the discussion of 'these problem
situations reveal-any is@ges that you
feel should be clarified about your
school improvement strategwy!

k)

N

WORKING WITH PARENTS

W An active parent groug has one strong leader who wants you to
deal directly with him and becomes uncomfortable when you
begin to work with other members of the group. What do you do?
»’

WA parenchroup you are helping says that they have just heard
about some money that they might get and they need a proposal
written right away. They say they are too busy to write it
and that you could do 1t, easily. This 1s the second time that
they have made such a re%uest. What do you do?

W You have been trying to help a parent group solve a special
education problem.and you are helping them analyze who makes
certain key decisions within the school district. The leader
of one faction 1n the group challenges you -- saying that
"grassroots folks don't have time for all these techni-
calities. We need to act." What do you do?

- \

W You have been advising a parent group about a problem they\
have been having with an inc?mpetent teacher. The prxncipa\
of the school approaches you after a meeting and says she
would like to sit down with you personally to see 1f the two!
of you can make some progress on the problem. What do you 404

i
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Cycle of Ae{ssmtanoe and Analysis

Absolutely ¢tucial to the strategy develop-
ment process'is a regular cycle of analysis
and assistan¢e. The groGp makes a plan, goes

and talks about hyw things went. Then they
make adjustmehts based on their analysis.
Over time, a crucial part of this analysis
focuses on whether the group is bringing
about the changes®in the school community
envisioned in their school 1mprovement
strategy.

out and doesﬁsom3§:1ng, and then sits down

This analysis process can be accomplished in
many formal and informal ways. The staff of’
United Bronx Parents, operating in a crisis-
ridden situation, insisted on a disciplined
method of analysis. They conslstently sat
down before an important meeting or other
event and planned what they were going to do,
often role~playing to anticipate problems.
After the event they would immediately” sit
down again to review how things went, what
the next steps were, and how things could
have been done better.

Rural Education Program held formal "debrief-
ing" sessions after important training
events. These séssions brought together
people who had been directly involved as
advisors and others on the staff who had not
been involved. Another group held formal
analysis sessions, but also used the time
spent traveling by car from one rural town to

. another to analyze how things had gone.

- T35 "

If your group can actually carry out this
analysis and assistance cycle day- to—day, and
does in fact alter subsequent work in the
light of your analysis, this is one .of the
strongest indicators we found that your group
will be effective.

.Over timeasén'impottant'fodhﬁ’of thé seif- E

0f course, everyone acknowledges the impor-
tance of analysis. Ineffective groups,

jhowever, never seem to get around to it.,

They make plans to analyze their work, but
they don't, Or personal conflicts ‘keep
people from talking informally -about how
things went. Some groups have all the
trappings of research and evaluation, and one

.might think that this information, would

provide a basis for improving their work.
Looking closely, however, we find that the
research and evaluation are not generating
useful information or are not taken
seriously. . L

Another common failing is that the Leaders of ¢
an assistance group lay out an elabotrate -
school improvement strategy on paper;
however, close examination,shows that the
strategy is not put into practice by the
staff, When 1deas«on paper are d1vorced from .
daily advisory work lessons learned by

individual advisors remain mere personal

learning and do not contribute to building

the shared strategy of the group. .

.

analysis process is a hard assessment of

whether the assistance work is_bringing about

- »<—-A\—-§rv¢:,> PR

y U - » « N ‘ . -
S . R Yooa . 1.:““"



the desired changes in specific school commu- ’ .
nities. How many schools have adopted
Individually Guided Education and how many
are actuglly carrying it out? Has the number ;
of studerits being suspended from school’in ) .
the South Bronx dropped? How often do .
parents trained by AFRAM really begin to take ’ . . S C
independent initiative to change their local v X,
schools? : t : o

[

' d .
Effective groups confront this hard evidence ‘“ ‘
and modify their approach. Ineffective : » - P
‘groups ignore evidence about ineffectiveness ’ B N /
and fall into a rut. They often lose sight a . . -4 N .
of their'goals for improving the schools and . ‘
. hold on defensively to specific methods of L ; g
assistance (for instance, a particular type \ - - g ; “ -
‘of workshop they're used to giving, or a set
: " of steps they insist that clients take to
solve a problem).

Look at Yourself — , : : o :
Analyzing Your Assistance Projects X - ; . ' .
We have just discussed the importance of i . L ' oy
developing a regular cycle of%analysis and -
assistance in your work, so that you can
learn from your experience. In this - . ] '
exerciseé, you carry out this analysis process t. ”

by drawing some lessons from previous assis= , ’ :
tance efforts. o ' : : -

v

- . . - 5 ‘ [
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' Analyzing Your Assistance Projects . -
1. Select two important/assistance projects . a. How clear were these lessons at the time
that you have carried out in the past (e.g.} you were working on the project?
’ your work with a specific school staff or ‘ b. What are some specific changes you mlght
parent group over a period of a year or make in your future assistance efforts
more). On a rt like the one below, list in light of these lessons?

some important lessons from thiy experience

about how you can be more effective in . 3, Choosé one or two lessons from past work

carrying out your school improvement.

that have clear, feasible implications for

strategy. . the future. Make plans for improving future
’ . . ‘ work in light of your analysis of your past
2, Disguss the following questions: experience.

1
-

WS TSTANCE PROJECT LESSONS FROM THE PROJFCT

BRENDEN ‘ ~PRINCIPAL. CANNOT JUST BE (UKE-
ELEMENTARY SCHOOL  WARM  NEED STRONG SUPPORT FRoM
TEACHER ASSISTANCE  HER.

~ REQUIRING TEACHERS Tc¢ ATTEND
FIRST WORKSHOP TURNED MANY
OFF FROM START. \;\/ORKSHO,P$
HAVE TERRIBLE RePUTATION.

- NEEDS ASSESSMENT QUESTIONNAIRE |

S - SUPERFICIAL . DIDNT GET AT REAL
' 4
TEACHER CONCERNS .

R

'|
L,
|
d

'—CAN ONLY WORK (N SCHOOLS WHERE

'~ Do INDWIDUAL INTERVIEWS TO.

.

o

SOME IMPLICATLONS FOR FUTURE WORK

PRINCIPAL 1S ENTHUSIASTIC  TEST
BY ASKING FOR CONCESSIONS oN

SCHEDULING, ETC

LAY GROUNDWORK FOR WORKSHOP'

AND GET AT CoNCERNS BETTER.

+

i
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Human Systems Perspective '

We explained earlier (see pages 30 to 31)
that effective assistance groups develop a
sophisticated capacxty to understand the
-8chool commuriity as‘a human systen,
/1/D/E/A/ expresses this idea as follows:

“The school 1is the strategic unit for

- educational change. It contains all the
elements for carrying out instructional and
learning functions. Further, unless the
schaol as a unit is supportive of change,
individual attempts to change are usually
frustrated, The culture of the school is
central both to understanding and to
affecting educational improvement.,
Continuous school improvement begins by
building an allegxance to norms and
expectations that support the staff's (/
search for improved methods, ”

Rural Education Program states it this way:

“Change .strategy should focus not on

individual or piecemeal change, but recog- | o

nize the complex interrelationships between
students, the teaching act.,, the structure
of schooling, and the natfire of the
community setting and should focus in a

, comprehensive way on influencing all these
factors.’, .

o e [ - e —

When an assistance group.is effective, their
understanding of the school community as.a
human system becomes increasingly explicit.
Generally gn assistance group has an initial
familiarity with'one group in the school
community -—- progressive teachers, for
instance, or Puerto Rican parents., Efforts
to help thesé people, however, draw reactions
or set up barriers in the rest of the school
community and beyond, reactions which the
assistance group may not have anticipated,
One group's effort to assist a young progres-
sive school principal brought on the
.animosity of central office administrators,
whoth ' the group had szmply ignored, Parent

b

" advisors from another group were attracted to

Pparent groups with strong charismatic
leaders, but they began to realize that such
leaders often block efforts to develop the
leadershxp skills of other parents,

" Over time, you have to become increasingly

accurate in understandlng how the school, the
local community, the school district central
office, the local political organization, the
federal government, the teachers' union, etc.,
are interrelated and how they affect your
struggle for better schools. You should.also
be able to predict pretty accurately how your
activities will affect all parts of the

school communxty. Thus oblems can be
antidipated —— and consci&uslv chosen., In




other)words, you need to develop an increas-
ingly accurate mental map of how the schoal

community functions as a human system.
V]

Central Aspects of Human Systems

As this’ pental map becomes 1ncreaS1ng1y
detailed, the next step is to zero in On
those parts of the system that are most
critical to change. /I/D/E/A/ real1zed that
for its strategy of individualized instruc-
tion to work, there had to be a reorganiza-
tion of the teaching staff to overcome the
isolation of individual teachers. Therefore,
J/1/D/E/A['s strategy began with the reorgani-
zation of the traditional school into 1earn—
ing communities taught by teams of tfiree to
five teachers. This basic.change in the
school as a human system facilitated the,
other changes in instruction advocated by

/1/D/E/Al.

v

AFRAM and United Bronx Parents understood
that school 'staff usually have a great deal -
of host111ty and fear concerning the presence
of parents in the school. Thus, a key goal
of both groups was to change the teachers'
belief that parents don't belong there.. They
encouraged parents to create a regular
"pbresenée” in the school that generally came
to be expected and qccepted.

- .
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Focused Stra,teg‘y

Hav1ng jidentified which aspects of the system
. you want to change, you should begin to make
 them' the subject of specific plans for
improvement , detailed strategy and tactics,
and a significant percentage og advisor time.

Basic changes are often threatening, and it
is qu1te natural that people will try to
divert you from changing major aspects of -
their human systems, Many assistance groups
are sidetracked into working on peripheral
matters. Creative curriculum un1ts that were
supposed to transform the whole curriculum’
become gimmicks for ‘students who have :
.finished their regular lessons. Hopes for a
basic chiange in parent-teacher relationships
dissipate into showcase meetings in which the
teachers explain the school program while
parents listen.

v
»

Effective assistance groups develop-methods

to keep from being diverted. As we discussed -
earlier (see pages 24 _to 26), good advisors
spend their limited time working on the issues -
of most importance to them. )

School Principal Is Key

When you anakyze your school community as a
human system, pay special attention to ther

v

)
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school principal. In studying /I/D/E/A/, we
found that the commitment of the school
principal to individualized instruction was

" the single most important factor in deter—
.mining whether it was carried out. Lookxng

at the advisory work of Creative Teaching
Workshop, we reachied the same conclusion,
Similarly, groups that tried to organize and
‘motivate parents were constantly facing the
principal's power to either encourage or
discourage change,

Assxstance groups who 1n1t1a11y fail® to take

_ the school principal 1hto account eventually

learn that they must anticipate the princi-
pal § reaction to evéry plan they make,

For example, Center for New Schools helped
parents and teachers in one Hispanic neigh-
borhood to set up an alternative school
program within a local high school. Although

the school's principal initially approved the"

program in general, he would not be. pinned
down on specxfxc staffing: issues. Subse-
quently, he blocked the parents' choice for
program director and a851gned teachers in the

. program extra duties that 'didn't allow them

enough’ time to plan and coordxnate the alter-
native program ] actxvxtles. In retrospect,
the advisors felt . they should have confrontéad

the principal about these 1ssues, which kxlled

the alternative program.

. e
5 R
A

Al
8

t'm

- Look at Yourself — How Detaaled Are

Your Maps of School Communities?

This exercise has two, parts, both aimed at
helping you sharpen’ your skills in mapping
the human systems within school’ communities
re trying to change. In Part 1, we ask
you to lyze a diagram of the many
groups and individuals who affect what
happens in a specific school . community you
are familiar with. In Part 2, you zero in on
a few of these groups and individuals, taking
stock of what you know about them and what
you'd like to find out.

Y
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How Detailed ArgYoui’ i\/iapg’gf S¢hoel Commummég? Part 1 | |
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+ 1. Choose a school® comrunity 'tha,.t: mo.gt‘ of your 3. Draw. lines and make notes indicating some
; . " “group is familiar with.7c" <5 e " ) key relationships betyeen the boxes on the
o . . . e, diagram (don't try to show every single
2. Maké 3 diagrdm liker the. dne pelow, indicat~ relationship). ;
. ing key people, organizations, subgrouPs, , . i
factions that are izpogtant to take into | 4, - Discuss some implications of this informa- S
account .in grying to bring about change. #*" - | 4 tion for making your school improvement ,
. Make a few notes on the diagram abp‘u‘t each strategy more effective. . . ) .
one, . . , B N .
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1. From youS: mapping of groups and individuals
in the previous exercise, choose three or

< four of

[T
RS

How Detailed Are Your Maps of

[

L

the most important ones.

2. Creatl:e a chaft like the one below.

School Communities? -Part 2

7\

" .

3. Discuss some concrete steps you could take
to gain the type of information you would

like to have now but don’t. AN

It vl

HE SHE WOLLD

DR OSMYTHE,

’ L]

Trp FRINCIPALL

e

~ DOESNT BEUEVE
" EducATION
~ PRESSURES TEACHERS WHO
WORK  WITH US

IN BILINGUAL

ASSOCIATION

—LET S IN UNDER PRESSURE '"|~WHERE DID HE COME FROM

— JLONE TIES WITH BUSINESS o ¢

BEFORE BEING MADE PRINCIPAL?
~ WO ARE HIS FRIENDS AND

ENEMIES WITHIN SYSTEM®
- ARE THERE ANY (DEAS ABoUT
" REFORM HE'S INTERESTED IN?

SUGGESTED COMMUNITY MEETING
TO PROTEST HIS OPPOSITION TO
BiLINAUAL EOUCATION

USE BUSINESS ASSOCIATION TO
MOBILIZE SUPPORTERS :
L TRIED TO MAKE HEADWAY WITH
SOME- OF THE ANGLO TEACHERS
LET THEM KNOW [INFORMALLY
NOT TO WORK WiTH uUS

A

DR MONTOYA
THE DISTRICT
SUPERINTENDENT

- STRONG COMMITMENT TO
BILINGUAL EDUCATION. .
~ WILLING TO TAKE RISKS

~ How ,STRONG IS SUPPORT FROM

SUPERINTENDENT oF KHooLs ¢
—- HOW MUCH DOES HE KNow
ABOUT WHAT'S GOING ON AT
THE SCHOOLS

TO DICUSS SITUATION.
? 4

!:MET WITH WNFORMALLY

. hr



Adjusting to Local Conditions

Agsistance groups are most effective when
they have a coherent strategy and a set of
guidelines for action in specific situations,
yet allow for dimportant areas of flexibility
to me® local conditions. Each of the groups
we studied had features built into its school
improvement strategy that allowed for this
flexibility. AFRAM was very specific about
its lpng-term goals for school improvement
and about the role its advisors should play,
but it was equally insistent that short=term
objectives and tactics should be developed by
parents themselves. '

/1/D/E/A/ was specific about the desirable
soclial organization of a school and the
procedures for individualizing the learning
program, but adamantly. refused to develop
curriculum materials or to specify desirable
curriculum content. Rural Education Program
focused on changing the procedures by which -
school communities solved problems but
refused to take positions about which
problems or which solutions a local school
community should decide to work on.

Effective assistance groups are sensitive to
local conditions and constraints and adapt
ftheir strategy to meet them. For example,

WL/D/E/A/ called for teachers’to voluntarily

suppprt the shift to individualized instruc-

tion~V{§ suggested that teachers who were not
SN :

interested should be transferred to other
schools. But in one school district the
teachers' contract precluded such transfers.
Therefore, the advisor suggested the school
be organized into-two sections: those who
were willing to adopt the individualized
approach worked in teams, in an open space
arrangement, and those who wished to retain
the traditional approach continued to teach
in self-contained classrooms. Then parents
were given a choice as to which type of
learning program they wished their children
to enter. This is an example of a creative
adjustment of a change strategy to meet local
constraints. It illustrates the balance
between standing firm and giving ground that
effective assistance groups achieve (see
‘pages 27 to 29).

Look at Yourself — How Can
You Adapt to Local Conditions?

How do localsconditions and constraints
affect your work and how can you adjust.to
them creatively without compromising your
basic objectives? This exercise will help
you think through these issues in light of *
your own experience. '

s
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How Can You Adapt to Local Conditions?

Brainstorm a list of local conditions or
constraints that have affected your work

in the past. Take into account local
practices, local culture, crises, teachers'
union agreements, tight finances, political
situations, etc.

1.

CONSTRAINTS

e

2. For each one, propose some ways that you
could adjustito this constraint without
sacrificing the essential elements of your
strategy.

¢

POSSIBLE WAYS TO ADJUST

e NO MONEY FoR SUBsTITUTES!
cAN  ATTED  WORKSHOPS.

S0 TEACHERS

+ TWO LHOOL BOARD FACTIONS. |F WE GET
IDENTIFIED WwITH ONE SIDE | THE OTHER
IS AUTOMATICALLY  aPPOSED

o TEACHERS 'UNION RULES ABOUT MANDATORY
INSERVICE -= STRICTLY LIMIT T0 THREE
A YEAR. " ‘

¢ SCHOOL SUPERINTENDENT 0N WAY ouT No
ONE WANTS T10- ACT UNTIL THEY KNOW
WHO WiLL SUCCEED Him.

-

* SUGGEST ADMINISTRATORS oR TEACHER AIDES
CoVER CLASSES (IS THis LEGALT).

® APPROACH BOTH sibes PRIVATELY LEVEL
WITH THEM. . APPEAL TO SELF-INTEREST
CAN BOTH " SOMEHOW TAKE CREDIT

*CaN WE GET SOME TEACHERS' unNiokl BUILDING
REPS oN OUR SIDE ¢ WHO?  WHAT AROUT
VOLUNTARY MEETINGS 7

* SHOULD WE JUST WAIT?  GET To POSSIBLE
SUCCESSOR FROM INSIDE THE SYSTEM
TO GET. HER SUPPORT ¢

J
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; ' RN carefully designed written materials, atdio-
Clear Lmagefor Key ldeas : visual materials, simulations and role .
In working with clients, you have to talk in playing, case studies of problem-situations,
2 a language they understand. Many important and a consistent practice of pointing out:
ideas on which school improvement strategies examples of key concepts when they are
are based are outside the everyday experience illustrated by events ifi the school
of clients; most people, for example, think community.

"of a school as-a building, clkassrooms,
teachers, and books, not as a set of

unwritten rules and power relationships. ) Look at YOUI‘éG]f—— Dd You
Communicate Key Ideas Clearly?

v

Without effective ways to communicate your

key ideas, you will be seen as_ spouting " _ How clear are the key terms you use in
jargon or being impractical -- especially if working with clients? This exercise will
assistance group members develop shorthand - °~ help you identify some of thes¢ terms and
ways to communicate.and forget that this test your ability to communicalfe them

' language has no meaning’to people outside the effectively. '
organization.

X o ' -

For example, one group-confused teachers
.with social science jargon; they told the o ' ' ’
" teachers that "social roles and norms
/ constrain systemic change." Things went
/ ,  better when they tranglated these ideas into
simpler English, " '"Roles" became "what we
expeét people to do who have a specific

. job." "Norms" became "unwrltten rules people
/ ‘live by
: We recommend that you spend a good-deal of .

time identifying the key terms and ideas' you

wish to use with clients, and thinking about

.practical ways to get these ideas across.

{ “Other groups have found the following methods
helpful in communicating key ideas: °




Do You Communicate Key Ideag Clearly?

1.

ST ORT DT

MULTI-UNIT

LEARN|NG PROCESS CONSISTING oF (i

L

\

List five to ten key terms and ideas that
you most want to get across when"you work
with clients. * -

As a group, define each one on newsprint to
make .sure yéu share the same definitions and
to state them as simply as possible. Note
carefully any points of confusion or dis-
agreement ;. they are probably confusing your
qlien;s. .
Bring in an outsider -- the type of prin-
cipal, teacher, or parent who might be youx

~

< ¥

DEEINTITON == AS SIMPLE AS POSSIRLE

ckient (don't choose someone you've worked
with in the past or someone sympathetic to
you).

Explain your approach to improving schools
to this person, using. your key terms and
ideas., Ask the person to stop you or,to

make a note everytime something isn't clear.,

!
Use this feedback to kmprove your explana-
tions and to think about ways you can get
your key ideas across better to your
clients. ' '

N

}lNSTEAD OF GRADE LEVELS, THE SCHOOL (S DWVIDED INTO UNITS

SCHOOL, EACH UNIT HAS A PROFESSIONAL STAFF OF 3-b TeAHERS, (-2 AIDES,
N ! .
AND I5-150 CHILDREN  TYPICALLY, THERES A THREE-YEAR AGE
) RANGE AMONG THE CHILDREN 1IN A UNIT. )
\&E INDIVIDUALLY Guiped epucaTioN (IGE) 1S A FOUR-STEP CYCLE

) asseSSMENT,  (2)CHOOSING = OBJECTIVES,

() LeARNING PROGRAM  IMPLEMENTATION, AND  (4) REASSESSMENT,

N A

THIS CYCLE (S REPEATED AGAIN AND  AGAIN| IN EACH SUBJECT,
FOR EACH "PUPIL.
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- booklet,

Fxrst, each set -ha’s a d1st1net1v€fovera11

-format. that can: clearlv be: 1dent1£1ed with

the group The donsistent format makes the -

group- seem legltlmate, giving clients the,, i

sense that thé group's a;zproach is comprer
hensxve and that they ‘have foreseen typlcal
clzent prablems. ;’ fﬂ,
Second
Adv1sors can give. éIients a short handout,
‘or filmstrip focused on a specific
issue, instead of handing them'a thick book.
This fleiibility"allows::he’matéfials to be
regularly,revxsed, updated, and added to, R
since the parts are relatively 1ndependent of-
edch otheg. K ° v . :

<

T e have already mentionéd United- Bronx “}-}

Parents' colorful one-page handouta that N
analyze spec1f1c concerns or prohlems parents
confront in trying to improve- schbols. oL
/1/D/E/A/ has carefully wr;tten and field -
tested a set of short handbooks ‘and film-—
stripg that deal with problems that arige 1n
implementing Ind1v1dua11y Guided Educatlon

¢
o - S sam o - TR .. -

3 '
X H i

these materlals afe flex1b1e. -

R e
ar s XN

HOW Use AreYour Matemals‘P Lo

How . helpful are the matprials you use?
~.Which materials would be helpful for you’
[ to prepare7 This exercise will help you |,
take“}tock . LY

’ < L8 *

< o) T , .. (such: as needed changes in the lenClpal Y _

) 3 : ; o 'u; . L I “ n ht - s 6
SRS (XB ‘ ERNDTE AV role) " AFRAM wroté a sefies of "thoug ) N
S tOSUppOPtASS]St&D. : A C tclmulators" ‘for: parents €hat were sent out L .

o WLl pfep&xed‘audlo-VLsual and wrltten Do HOR' 8 reguldr baSlS' these stlmulators; ) ;’1( / .

. . daterials can.bear much of the ‘burden of -\ “explained basic AFRAM ideas aboux how the BN

R ‘f‘communxcatln& your' ideds’clearly and consis- ‘:A &?’ schools could be 1mpr0yed J‘;,” L ‘

) ' r tently’ Thé materlals we find éffectlvp are~ i S 1‘ ’ L ‘r'; f!;c

. : -4 put together w1th‘somg care.z" '; s 2¢é R Wi T ‘i; IS

T s S Look at.Yourself—— (o :
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How Useful Are Your Materials? < R
. o ’ N . . A . .
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1., Assemble the brochures,. handouts, handbooks, « ¢. If vou could prepare five to ten short
. and Whatever other naterial€ you use it handouts, manuals, or filmstrips, what
. working 'with cllents. Look ther. over, should they .deal with to' be most useful
L . . ‘ v " in the assistance Procesq'?
. -
P 2. Anmswer’the followwg quest10ns'about them: '« d. Take ore or two of these ideas’ as 111us—'
5 ' , a. Vhatf.re the strengths and weaknesses 6f trations. quxqt would they leok- like in-
‘ your/present mat¥rials? ' . -wore detail? How would you actually use
= - . b. Arxe there other materials that alreauy "t then? \
{ . o exist (ip proposals,.memos, etc.) thdt . 4 SR
. 2 .. might be turned into usefu} materials . v
e for direct dssibtance? .t . O "
t' * 4 . - ’(:N ¢
. a ™ i > . . L N
\ ’ . : ) Y. '
W d N iDEAL  FOR O PARENT  TRAINING, igrmy\(@f\ .
N \ b QATHERING ACLURATE  (INFY r-szf ON How PARENTY AN
. pudd ' DEVE 0P AGLURATE x\AP\ LoF fEDu\‘\T*oNA&, SYSTEMS,,
<€ . . A N . RS : -
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EX "% l! ‘ e, . Z %
- o DL TakNG  eFFE Tve D Belon v\Au» THE -OPT ONS - FOR - ACTING | !
: 2 To (MPROVE  THE SCHOILs, N LUDING  ORGANTAIN O » .
\ s, ? '..‘ * " '
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PUZZLESECTION4 * . .. -
Developmg the Advlsor S Role
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Tirour hopes for improving the schools either c11ent needs in rural communities., includ-
succeed or fail in the day-to-day efforts ing the needs of parents from particular
of your advisors to help clients in specific ethnic grgups.
school communities.  In the assistance groups
we studied, we found sharp_contrasts in their ® United Bfonx Parent§>looked for a fighter
ideal pictures of am effect1ve;adv1sor;’ who would help other parents acquire the
d ! skills' needed to confront school officials
u Ru:AFRAH, it was an active local parent, when problems existed in their local -
whose main job was to s;imulafe parent schools. A person who, was extremelyaknowl—
actayism. A person who made’a Fotal’ edgeable about-what, in-the véew of UBP,
comfiitment to community service and was should be going on day-to day in a,good
constantly available to help-parents with - school . S
school and non-school problems. A leader, or ‘
but a person who encouraged other lead- . Each g;ouﬁ tried to help advisors translate
ership to develop rather than monopo- - their school improvement strategy into speci-
Ilzlng 1;. . . ! U fic tethiques for assisting clients in a
- A workshop, in informal conversations in the
] Rn:/I/D/E/A/ the ideal advisor was an . ; teachers' Tounge, in a confrontatien between&
educator with the Credlblllty needed” fo . o angry parents and a school prlncxpal - -
. convince key school sy$tem decision wakers <7 . s ' -
to adopt Individually-Guided Edhcatloh. \ ‘In qccomplishing this translation, advisors
A person who was enthu51a tic about IGE. 4\ have‘toYconstantly reconc11e‘what the assis— |
T A persoh who COuld master he' 'skills need- N\ tance gxoup s;gn4§ for, the realities of » 3
ed to lead.woxgshops,a d,ogherulse,aéxgﬁe .+ local 51nu tions, and the adVisor™y own style
school staffs in 1mp1ementhg IGE. . ’ and abxlytles For this balancxng act to be
- AN D - suCEessful, Jhe assistance group must clearly
. Rural Edi®ation Program wanted a fac111ta— define the advxsor s role, hire people who
»j tor of avchanbe process, who ‘would not . ; have the potentlai th be 2p0od. adv150rs§ and-
' advocate spec1f1c changés in currlculhm, v ‘. then traipn and'support them\effectlvely.
sghoel organization, etc. 4k111ed in formal i Rate‘YourSelf. . How areayou doxng in develop-
‘and’ informal methods for facxlltatlng .* ing the. advisor's role? . ‘
#groups. & person who coulo identify with . ' T . e . .
R
. (
. ' .
~ £ e , \"d"a{ ; ot
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defining

the
advisor's
© job

.

advisor's

style

~ personal

relation-

ships with “to be pressuréd into going against-

clients

P
g

hirihg’

advigors

oy

e
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The assistance group concretely
specifies the importaht elements of
the advVisor's role, and this plan is
carried out in practice., (#4-1) .
The advisor ean adjust the assis= -
tance g:oﬁp's school improvement
strategy to sujt a personalsstyle,

. but without changing essential parts

of the strategy. ..(#4-2) * ~

PO ~ 1

The advisor develops.pgrsogal rela-
tionships with clients, but refuses

key parts of the assistance group
strategy. (#4-3) -

The assistance group carefd%ly‘hiré
advisors who share their philosoph
who have had.previous expériéneq

3 the typesnof situations they wi lﬂ:§3§j§k~ -

.

*~work in, who have personal charhc-

identify, and who can cope wi/
stresses of the advisor's job,
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exactly
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§ not at all ‘ .77 exactly
! vhat you do . ' what you do
- training The assistance group trains advisprs . - .
S advisors through a conscious plan that ' . =3 -2 *l - +1 T2 +3
ORETSED includes written materials, training S
IR “,w,,\.. '3'\' .
Sy sessions, direct experience in . .,
: pr0v1d1ng assistance, and analysis o ' :
of ‘that experience. (#4-5) » oo ‘
avoiding The assistance group takes steps to . . ) ot
advisor avoid the dangers of advisors becom- -3 -2 ; -1 o+l . 2 +3
isolation® ing isolated (e.g., through teaming e . . )
and regular supervision). (#4- 6) o :
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MOEE ABOUT SELECI’ED CRITICAL TASKS |

Defm.mg the Adv1sor S J ob

In the advisor' s day~to—day work the group's
school improvement strategy either succeeds
or falls apart. As an advisor you have to
withstand strong pressures to deviate from
that strategy. You have to project clear
values in which you exlibit confidence, You
must hold clients accountable for carrying
out "their end of the bargaln when they
accuse you of being 1nsen51t1ve to the pres—~
sures they face, You have. to maintain a
continuity of purpose and a sense of priority
:1q the face of short-term cries for help and
major crises,. As ohe effective,IGE advisor
told us, "People in my schools know I stand
for something."  ° ,

Working as an advisor 1nev1tabﬁy means
evaludting agendas of people who ask for ‘
help, and.sometimes refusing torgive it, It
involves pushing people to 'do for themselves
what they would rather "have you do for them,

«

-~
~

Being an advisor means always being to some
extent anh outsider, since you have to think
constaqtly about how you should respond to
clients -~ whether you are leading a meeting

.0r, tdlki gg casually to someo e who gives you
"8 i dehg

5: ‘MIW e gy *wj’%‘l‘%‘g\ g
Whlle effectlve adv1sor 'work w1th1n clear
limits, they 'are 1nvent1ve and not mechanical
in applying their group's ideas to a parti-
;cular situation. As discussed in the previous
chapter (pages 89 to 90), advisors must decide

e
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L Persorial Relationships Wlth Clients
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how to adJust creatively to local conditions

" and constraints, Rural Educatlon Program
adjusted its schedules for regular meetings
of a school communﬂty group in rural upstate .
Washington to take finto account 'the realities
of the local economy and culture: the .
demands of apple chklng in the fall, the
difficulties of travel on mountain roads in,
the winter, the need to protect the apple
tree buds from freez1ng in the sprlng.

e

- Effective advisors develop personal relation~
ship$ with clients, AFRAM-advisors believed
it was critical that "parents saw that the
person from AFRAM who went to talk with the

. school superintendent wa's the same person
they had for dinner the night, before,” But
advisors can't be pressured by frlen&shlps to

- . 'go agalnst the key elements of their strat-

' egy. For example, advisors from Creative™
Teaching Workshop often built close relation-
ships with school pr1nc1paIS.p However,- since
the advisors' credibility with teachers

' depended on being trusted, isors couldn't
fregly- share infermation from teachers with
the,prlncipal . .

Ty
]

t*g%»- POy -J&t
"Good advisors also modify thelg group's ©
strategy in light of their personal style and
strengths, A teacher advisor skilled in-art
may use art activities as‘a vehicle for
1ntroduc1ng 1nd1v1duallze% instruction
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methods. One parent advisor may be good at ' NN
"firing people up" by talking to the whole ‘ ¢
group, while another may be more effective in . i 5, .
one—to-one conversations, Effective assis— \ _ & ‘ f&
tance groups recognize that there is a range . e .
- of personal styles potentially consistent | | .
with their school improvement strategy.’ They : A =
encourage individual”advisors to build on - g
their personal strengths within the limits of ) g
- the group's strategy. They don't insist on T
cookie-cutter uniformity. . : ‘ Y

Effective assistance groups, to summarize,
are constantly reconciling three forces that T -
often pull advisors in opposing directions ", R
—— the assistance group's school improvement 3
strategy, the demands of the local situationm, o ’
& and the 'advisor's personal style. . ' N N

v

- Lookat Yourself — What ' =
Tensions Arise in the Advisor’s Job? ' L

Tensions comstantly afise in an advisor's o o . .
daily work between the group's strategy for ‘
imptoving.schools, the pressures of the
school situation, and the advisor's personal o £ (i N : e
style, This exercise will help you bring to . ’ : '
. the surface some of these tensions and o et . ¥
- dis¢uss how you might deal with them more ° e . .
- effectively, S L e e L. o |
G S ! ¥ rokes s g o ya e s s {%%% w e it - - .‘f‘{':f &ge e f;:{ly- R . s - i3 e e
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List ten important things that an advisor is

. supposed to do or avoid doing .day-to-day.

e

Be as concrete as possible,

Then list somérforces thi!‘ybrk agaxnst
doing these thlngs. .

-

-

ORI ETHINGS AV ISORS SHOUT D I)(&)R‘ Sabh bo
' A . o

l
PENT HELP [ TEACHERS  WHO WONT AGREE

vTCO DO PART OF THE. wom( THEMSEL.VES
< .

\ . T T
GET TEPCHERS To OBSERVE EACH °
OTHERS' TEACHING
Q'h \. e . c ; A M . o
4 - ¢ N
: ~ . <L,
(NFLUENCE " WAY MATH 1S TAUGHT
" To" INTRODUCE  MANIPULATIVE -
MATERIALS.
- ~'. .-
e e i

WhatTensionsAmsemtheAdwsef sJob% e e w e

-
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Choose one or. two that have been sources of

- tensj on for' adyisors.in your group. . What ‘
steps .can you. take to make it‘easier for .~
advisors to act in-accord. ‘with what is
expected of them? ~ :

. , - PP N . RN
‘a4 ‘ .- . R
AN - . - . ’
FORCES WORKING AGAINSI : ST e &
ACCUSED  ofF " BEING (NSENSITIVE. _ v
WANT 7O GET SOMETHING. GOING WiTH too T
-~ X - »
A RES(STANT TEACHER', B o
. . . I
WANT To BE LIKED: : .- P @
o~ X . ~ - .. ) N - - ~:‘ -
 THREATENING, INVASION  OF TURF. ° ‘ ‘ A
TEACHERS DONT KNOW  HOW TO CRITICIZE"
CONSTRQCTNE'LY o;q E DISASTROUS .
INCIDENT, ST t
0 ” ' AN
IN MATH, - MAmPuLATNES SEEN AS BABY . -
STUFR OR  AS GrAME v e C e
.. - . “
TEACHERS FOOR” MATHEMA'HQANS . Y 3
. DEFENSIVE, SO STICK To, RqTes r{lg‘mODsﬁ. Coe
¢ . N LN ’ A \ .
. L : - PO - "
:.I - > ~* - % (
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Training Advisors = -

Ineffective assistance groups turn advisors
Jloose to work An their .own, trustlng that
their individwal sklfTé and commitment will
see them through, Effectlve’grogps use
systematic' methods for training advisors
initially and continuing to support them.

EarlieY, we described some useful methods for

training+all assistance group staff .(see

pages 64 and 65). Gonsistent witH this advice,
you should train new advisors through a
"planned combination of formal workshop

gessions, wiitten mate¥ials, opportunities to
obsérve experlenced advisors at work, initial
supervised work with clients, and sessions.to
analyze this advisory work. <t

>

~

Avoiding Advisor Isolation

This supportive assistance should not stop
after advisors have gotten their feet wet.
It is especially hnpor;ant that adwisors. .

receive continuing supervision and support .
and that you avoid advisor 1solat10n. '

An_advisor work%pg alone becomes highly .
involved in a local situation, yet remains an .
out sider there -~ alwa¥s on the.fringes.
Without continuing -suppor® from the.gssis-
tance group, the advis can drift away’from
the appropriate role n get too immerged in
the local situation to' see clearly what/is
happening, not think of fresh ideas for doing
the job, become discouraged and depressed.

- S

PN

[/ ]

. ‘ .~
-

{»a«-p.,..m-,_,

1,;:}"/5:4? [

M - <. D ik it i B e =T

PSP el N Wy .

L2 1
T

These problems are intensified'when advisors
axe spread out across the state or nation and
have 11m1ted contact with the rest of the
assigtance group.

-3,
There are a number of helpful ways to support
advisors. Advisors canm work im a logcal -
setting as a team, If they wyork alone, they
can observe each other's work reguldrly.
Supervisors can make regular field visits and
keep in touch frequently by telephone. Advis-—
ors can meet regularly to discuss problems.

<

Look at Yourself — How Do )
- You Train and Support Advnsors;P '

How consciously do you train and support .
advisors? Part 1 of this eXercise helps you
consider what you are presently doing and
what ‘'you might,do in the future in_ light of
the methods we found effective. Part 2 asks
.you to use a method called force field analy-
sis to consider how you can make desirable
changes in your advisor tralnlng and support
methods.

O S S P

.
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I-Iaw Do You Tram and Support Advnsors‘? Part l

4 . p - ‘ N &
, 1, Below we list ways that effective groups, 2, Suggest some ways that you might do some of -
. - . Have successfully trained and supported these things in the future. BRBrainstorm
N _their advisors., Indicate whlch of these . future possibilities; don't think of '
T ’-'methods you- are using now. practical limits at this point. -+ o,

© . METHOD FOR TRAINING ‘&
" SUPpoﬁ‘INC'ADVJ:anRs
N )

. ' Vbserving other
, _ _ advisors

Regqular on-site
) supervisions
. : ot ddhsory work -

Tearminy advisors
\

PR -

Setfing time aside
to aralyze advisory

-
work regularly . v«

- -

Written Fdterizls
-~ ato explain. . -
‘ advisory-role

’ "

-

Written hatér} als
to he used in

- e

' 2 v A}
-

.

‘HOW YOU'VE ALREADY DOME IT =~ .-
‘ ,' ’ y .

.
-

HAVE GivEN Now ADVTSORS ONE (wEEK |

<IN FIELD WiTH EXPERIENCED MANDS
(Jog - charLA) Co

-

HAVEN'T * MAD STAFF RESOURCES 'FOR
THIS Yet

7 ' “
JONE TiME: WE TRIED (T (IN OAK. u\wN)

-~ DIDN'T WORK, ~—~ PERSONALITY com_lcr’?
) y -

WE ALWAYS SAY WE'LL Do IT BUT WERE
T LKY I WE HAVE oNE sesston]
PER. PROJECT.

)

| STRONG - POINT — CARLA WROTE  GOOD
C~ SHORT PAPER ON HER WORK.

L

T WE HAVE  SPECIEIC PIECESTIFROM

. SPECIFIC WORKSHOPS, ETC.
acslstmb clients ¢ + ——
e mwe T =
Other Cem o . .
‘ - »
Vs " » * P
. ~ ‘ § Y :' ¥
) ) o .1 ?b . . £ k 'l ¥

" HAVE

.- -

HOW YOU MIGHT DO IT

SET UP SCHEDULE  FOR ADVISORS TO
T'ARSERVE  EALH OTHER REGUUARLY

1

HAVE JOE AND CARLA CHEK IN
v REGULARLY a/ITH PGOPU.'; m»a/ TEAHdc,b?

TEAM NEW ADVISORS WITH OLD AND HAVE )
THOSE PAIKS OBSERVE EAGL 0THER.

L ~
, N 1]
BULLD N LCHEDULE “- WEDNESDAY PM .
WHEN PEOPLE ARE N OFFICE © OR HAVE -~

JoHN  HANDLE 7,

"EVERYONE READ AND REACT TO
CARLA'S PAPER| THEN REVISE (T
ACCORDINGL.Y’

Sy s
HAVE SOMEONE Puc. TOGETHER AND.
ORGANIZE WHAT WE HAVE SOME CouLd

BE USED AGAIN, . o
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, :“/J " 2. Bglow on the left, des.cr:.be the "current.
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.. “ : . PROBLEMS AND EAILURES. ,‘
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o
Jgsn anthropologist who studied an urban
school for several years noted that every
week at leaSt forty profésdionals from out-
side came into the school to provide help to
either the school's staff or its students.
Your advisors are thus not the_only ones on
the sc¢hool's doorstep claiming that they can
help. v ‘ — g

Y

—— ..
A ~— .

lany of these .outside experts leave a bad
1mpre551on with teachers or with parents.
Center’ for Rew Schools was once diseussing
possible help to both teachers and parents in
a school on Chicago's -South Side. They found
that fhey*had been preceded by a "human rela-
tions expert"'who had” hrought, school staff
and parents ‘together in a meetlng te air
their grievances, ran a stormy Session in _,
which.animosities were heightened, and then
disappeared, . . X

r‘ -

JThus, an assistance group often has much

suspicion to overceme when its advxso:s show

up_and say, "We're here to Help®!. The way
you cmpldln yourself, make’ 1n1t1a1 COntacts,
create flrst impressions 1s crucial to your
success. You will hawe to clarify and
reclarify what serviées your group has to

.
x N . -
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" long—term,

" school commutiity == trylng to placate key

. they felt slxghted
" relationships with cllents is a'section of

Ll . 2

by o R

i, i I R
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of fer -~ what Ztncretelv you can do that 1is
useful =— throughout the assistance process.

The 1n1t1a1 steps you take in this
re1at10nsh1p buxldlpg process are crucial,
from your first contact. with prospectxve .
clients until you decide whether to help them
Patterns set during this early
period are difficult to change.  The assis—n
tance group and the advisor are qu1ck y seen
as.hayxng,certarn sKills or lacking ‘them,
havtng cerfain aggndas, having made certain
commitments, bei%% allied with particular
people in the school community, and so on,

\ ..£ 2 IR A T
We “saw-a number of adv1sors struggling *
several ‘years later to overcome mxstakes they
madg ‘in the first few weeks. of contact with a

teachers or parents, for 1nstan€é,*whom“tﬁéw“”
adv1sors‘had neglected to interview at first
and-=who became the group's enemies beqause
Bu11d1ng and malntaxnxng.

the puzzle on which your long~term effective-
ness clearly dépends. Use the chart on the
next\page to agsess how, well you are d01ng..

L4




taking Réy
people and
groups, into

understand-
ing local
history

shaping
sinitial
meetings

Building
. credibility
% “gnd trust

nature and
limits of
help

i e
‘c

account ’

"The 'assistance grohp carefully ' . ;

‘through such means “as obtaining,

mmmommpsmgem,s | L

not at all-. - ‘ . ) - exactly
+ < . what you do what you do

The assistance group takes into i
account key people and groups in the =3 -2 -1 +1 +2 +3
school community in the process of.
building relationships. (#5-1)

The assistance grqup gathers .
information about .the history of the. -3 -2 -1 +1 +27 7 43
school, school ﬂlstrxct and » p

community. (#5-2) » : . ’

thooses the situations in which they -3 =2 -1 ©o+] +2 +3
deal with potential clients (e.g:, .
group meeting versus personal S - .
intérview). (¥5-3) ) . - .

The assistance group builds credi- .
bility and trust with clients -3 -2 -1 - +1, +2

recommendatlons from people the T | t
clients respect;” demonstratlng that

they can:hglp.the cliénts solve E -
specxfxc problems, building on the . ' ,

clients' personal identificatio® - -- —. . .
with the advisor; demonstrating that , . . o
thexr approach is comprehensive; and Voo )
proving that their primary -commit-

ment is to helpihg the‘titents, . - - ) :
rather than to ach;gv;ng some hidden:., . ¢
agenda. #5-4) ] ) . ' )

; R « ~>

The assxstante-gfoﬁp €Iedrly commu-
nicates its strategy, the values it - ~.=3- -  -2. -1 +1 +2 &« 43
is 'based on, the role of the - >t v
advisor and the limits on the type . S ,
and amoumt-of assistance it can & )

offer. (#5-5) e




Aruitoxt provided by Eic:

needs

The assistance group employs needs
1
assessment

assessmenfts to identify client
needs, to identify strengths and
weaknesses of the schools, to
involve clients in analyzing their
\ ,own situations, to help clients
. legitimize the analysis of educa-
tional -issues with decision makers,
and to document client progress'.

CL(#56).

- .

match with The assistance group makes xeafﬁstic
client's assessments of the match between its
situation capabilities and the needs, readi-
; + ness, and other key characteristics
of the clients and their situation.
(#5-7)

- .

agreements The assistance.group develops a
. on mutual, ‘clear agreemefit with clients about
responsi~ the nature and limifs of the assis-

. bilities tance the group will providg and
about the clients' responsibilities

in the assistance process. (#5-8)

m Do you agree -t ‘at thes fzrr tasks are

P
. crlt:.cal to your ‘effective

é,/ r do you
think thdt our observatz.ons are misguided or \
. mappropr:.ate io:: }'0 R A -
. . L i Sl v

ke ""‘*"”"o“
[T ] .
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not-at all
what you do

~exaét1y”'
what you do
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‘3 Versy you have never heard about.

)

' t

Teking Kgy People =~ . - -
and,Grpups into Account

Earlier,
the school community as a human system (see
pages 84 to 88). 1In relationship building, you
have to draw a }ot of maps early so that your °
knowledge of the school community's '"geography"
can help you avoid harmful mistakes. You have’
to find out as much as you can about the main
groups and factions. You can't accept any ome
person's opinion -- people will tell you with
great authority things that are simply not true.
You must weigh .evidence from several sources.
Failing to get this information early in the’
game can cause serious difficulties. You can,
for example, become linked with an unpopular
faction within a school faculty or parent group,
and this link can isoldte you from other impor-
tant groups. .

Understanding Local History

\ History is important. You don”t want to stand
Y'up in front of a school faculty and ‘be asked to
ﬂﬂanalyze a burning school desegregation contro-l.
f You dop't
ant to find out a year from now that a parti-
(cular school prxncxpal has a history of inviting
utside groups in to help him and then failing
to support them.

Shaping Initial Meetings . - ~)
You also have to consider the type of situation
in which vouBchoose to deal with potential
clients. So%g experienced advisors will not
attend a meeting unless they have already talked

! .t Y
-

186 . L '

we discussed the importance of "mapping"

L :

MORE ABOUT SELECTED CRITICATL TASKS

individually with most of the participants and
understand the history of their relationships.
Without this knowledge you may, for example, be
caught in the crossfire between two factions and
stand little chance of developing any credibi-
lity. Thinking ahead about ‘the situations in
which you will initially meet with clients and

the ways you want to focus these dlscussxons

will help establlsh your competence. ,

¢
[y

Some effective groups do a lot of low-key detec-
tive work before they make a public appearance. ,
Other groups have developed, engaging formats for
initial workshops or meetings that have consis-
tently proven successful in arousing the interest
of potential clients and allaying their fears.

On page 87’ we presented axsimple method for’
diagramming some key features of a school com-
munity. The type of information illustrated
there is precisely the type of information you
need to assemble early in the relationship-
building process. You may want to develep 2
diagram sxmxlar to the one on page 87 as you go
about mappxng,an unfamiliar school <tommunity.

Look at Yourself —
What Can You Learn from Your
Past Efforts to Build Relationships?

The purpose of this exercise is to help you
analyze previous attempts to build initial rela-
tionships- with a school community. Using thege
"case studies," we dsk you how you might go
about it differently in the future. .The case
study notes-we ask you ta prepare are used in
several subsequent exercises in tp}s chapter.
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r"for New
The notes

rela{::.qhs‘hlpsx., 3
Fentures:of the scho 1 commum.ty ARat

> j - . b.
turned out to. be‘wespecmlly 1mportant.
L . N .;—9‘.,‘ “.< ) ." :’ ,«-‘ :‘
GRIGGS ELEMENTARY SCHOOL CASE STUDY NOTES 3
. J

Chronology of Events

,Jan. 15 Contacted principal using referral from
mutual friend. \

.Jan. 19 Visited principal. Explained pro
’ solving preject and what it would
involve. Principal expressed intere'st.

em-

Jan. 22 Individual interviews with everyone on
thru 27 the staff. Interviews with,PTA
' leaders. ) .
S, X .
Feb., 5 Problem identification workshop with
+ full staff.
N .

 Feb. 7 Problem identificatior workshop with

o parents. )

\ 5) :

.Feb, 15 Negofiated agreements with principal,

' teachersk‘pgrents. L.

Aruitoxt provided by Eic:

. ¢. Things wells :
d. Things youa d1d that caused you trouble.
- e. Things you d1an't do that Jou sl}qgld

““have.

2. List 'th*ree or fouf‘ key lessons th
“from these case. studles.

can be mcorporated :LntO’ your ’pfe

. ] ¥ . 5 _r‘ B =
- - .~ “";‘ “" E v - o
) N T "I .
- Lo > s F . - e
P B N - A . e Y
.ot v ‘ M el - -e
- < - ~ W
Important Features of School Community - BN
r . \ . :

M Principal ‘sincere but abrasive. Gives orders. -
Impatient. : ‘ - I
Open classroom teachers -- 3 of them want a
transfer.. Feel lack of support.S
* i
Reading specialist - a roadblock. Promoted
to get her out of cllassroom. . Feels threatened _
by us. ) ’ ’ ) el

A 4

.

Long~time teachers at schoel. Remember when .
it was*all-white.,  Talk about good old days. - ' S A

PTA --'weak leadership,.but couldn't find any . Sal
other active parents, . ‘ U ;

-

District superintendent -- supports our wotrk
but wants to avoid controversy.

(continued on next page)
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2! Things We Did That Went Well Things That Caused Trouble
. i « ¢ U
. . } 4 . . o
. @ Individual interviews tipped us off to: | ®m Naive in thinking problems we identified
S ) . ’ . privately in interviews would be stated>
d..h ..~ - -teacher/principal conflicts publicly by- teachers in workshop.

‘-isolation of open classroom group . . W Tried to pack too much into workshop. It e
started late —-— was left up.in the air. Just ;

-

B : -previous parent training that was a flop need more time somehow.' .
! . R
B Interviews allayed.fears. - . . m Parents' session superficial, Couldn't gé%\y -
. ) . PTA leaders to follow through. e
: L m Good initial tie with principal. She leveled
with us abéut her insecurity. W Principal didn't attend teacher workshop. TS
. . Should have been clear that she can't back out R
. ° ® In problem identification workshop, we came’ like that. : R L
. ‘ . off as professionals, despite some mistakes. ) , . =
) . . Things We Sﬁduld‘ﬂave Done N
L m Specific agreements'reachdd were good; not ’ . ‘ /J
. because of specifics, bu# because thqy set a W Take more time to find interested parents. -k

““tone. - Expand beyond PTA. o ‘”flg

.
L T

. ‘ [ | Sonehow schedule teacher workshop for a )
R . minimum of twqiﬂsurs. '

» ’ * ) . ' ®m Reach understanding with principal about her
role in the workshop.

3 " B

s DI .4 > ‘ . .
. E .
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* 7
Building Credibility and Trust
Advxsors must prove to clients that they can
be both trusted and helpful. If you fail to
establish this trust and credibility, you
will either b€ rejected or your relationshipr
with clients will be superficial.

y . -
Advisors who are good at building relation-
ships use a variety of methods to establish
credibility and trust. Recommendations from
people who are réspected by clients and also
are familiar with your work are especially
helpful.

Some advisors emphasize common traits and
interests that they share with the client.
Potential clients we studied, fox example,
identifiéd with advisors becakse the advisors
vere politizally committed black parents, or
experienc®d administrators who had previously
headed a school, or former teachers who knew
what it was like to teach in a large urban
school system!

Good advxsors informally communicate facts
about theiy experxence that emphasxze what
they have in common with clients. ("I taught
at a school like this one on the West Side.”
"My son had the same kind of problem in
fourth grade.")

»

Advisors tan also increase their credibility
by demonstrating that their approach is well
thought out and comprehensive, not a seat—of-
the-pants operation, One principal -commented
that /I/D/E/A/*s plan for imndividualized

,

»

e

C19¢ o

2 .
learning "is what I always wanted to doj

. these people have just put it all together so
beautifully."

Another fechnique for building credibility is
to help clients solve some specific_concrete
problems about which they are immediately .
concerned. One assistance group cemented,
their relatlonshlp with teachers by helpxng
hem plan a meeting with parents that the
Egif?ers were very anxious about.
Finally, it is important to establish that
you have a genuine commitment to helping this
particular client group —— as opposed to some
hidden agenda. You may simultaneously be
involved in preparing curriculum materials
for general use, doing, research, or building
"a wider polxtxcal %oalitioh. . These activi-

" ties will quickly raise suspitions that you
are not primarily interested in helping a
specific group of potential clients, but that
you are out to "rip them off" in some way.
Often, school staffs or parent groups have
had previous negative expe jences with people
who said they hgd come to help. You have to

overcome their suspicipon and establish your
sincerity and commitment. 'Y

Lbék at Yourself — How Do
You Build Credibility and Trust?

This exercise helps you compare your past
efforts to build credibility and trust in
relationships with clients with the methods
we found effective.
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‘How Do You Build Credibility and Trust?
. : v

Reflect on your group's past efforts to build
credibility and trust with clients. In
thinking about this issue, review the case
studies of your past efforts to build rela-

-1,

tionships from the eéxercise on page 113.

¢

]

2. Consider how you have previously used each-

*of the methods for building ®redibility and

| -

SUGGESTIONS FOR BUILDING ’
CREDIBILITY AND TRUST

- .

HQW YOU'VE DONE
IT IN THE PAST

) / to hclpxng'the.clxent, .

: ’:;:‘:“

$ !‘ ‘ ‘
trust that we've found effective and how you
might use them in the future. Then gd% your
own. Fill {n the chart below. RS
. . L . .
3. Choose one or.two promising suggestions and
make specific plans for incorporating them :
. ipté your work. v R

<

HOW YOU MIGHT DO~
IT IN THE FUTURE

'
N
Re CONERGA T

d..
> people the

ions from
client trusts

SCHOOL..
3

CARLA «OT TWO O0THBR vkwuw\t;i 10
CONTACT ‘DR MUGOVERN AT west

TRY

{  THIS APPROAGUH DYSTEMATICALWY

TowN WITH EACH NEW <CHOOL

4 .
.. . .

Peréonal 1dent1fa1-
cation between client .
and advisor TEACHERS

&

.

ADVISORS 6TRESS EXPERIENCE AS

-

ALSO BRING [N QODVISORS’
EXPERIENCES AS PARENTS

.

> g . -

Demonstrating that
,your approach 1s
comprehensive

-
GIVE GOOD |MPRESSION.

N

OUR NITIAL WORKSHOPS ARE 'WELL
DEVELOPED AND WEeLL RECEIVED —

~

IMPROVE OUR WwWRITTEN
SUPPORT WORKSHOP

MATERIALS TO g
PRESENTATION

Helping the client
solve specific
concrete problems

2rov1ng that your '
primary commitment 1s ’

not to achieving some -

hidden agenda

Qther

bR
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’ f
Na,turea,ndLumtsofHelp res?onsibilities be clarified. _No effeetive &
- assistance strategy can be carried out if the
Effective assistance grOups consxstentLy clarify - entire burden for success rests with the advi-~
the nature of the group's strategy, the values sor. For example, Rural Educatiop Program would
on which it is based, the role of the advisor, help local communities carry out needs-assess—
and the limifs on the nature and .thefamount of ments of local school problems only if community
as§istance available. s ' members agreed to do most of the data collectio?
) and analysis. )
. IneffECttve assistande groups are wvague about ’ ’
, these matters, over—commit themselves, and In an effective relatjonship building process, o
create unreelistic expectations about what they then, you and the clients build & set of mutual .
T can deliver., They do so either because their, commitments and expectations. .Some assistance
' , underlying strategy is unclear or because they groups clarify these expectatxons through writ-
are reluctant to confront clients and set.limits. -ten agreements ang- review- them—periodically—with
Further; ineffective groups who do’not clarify clients; some rely on less formal methods but
{ where they stand at the beginning fihd themselves succeed in clarifying expectations through .
“manipulating? chdents in 11ght of unstated repeated discussions. Ideally, this clarifica- ’
values. Better to get your own biases and tion process generates a feeling among clients N
11m1t out_on the table early, so that clients that they chose to work with you and made’ some
¢ can make a conscious decision_about whether or sacrifices and commitments to do so -— not that
not_they want_;ﬁ?work w1th your group. . you have feverishly courted them.
An effective proces’s for clarxfyxng such issues N
can be seen, for example, in /I/D/E/A/'s intro- LOOk&tYOUI‘SG].f HOWDOYOUMG. K
b ductory workshops, in which a school staff is : MutualComImtments WlthChents‘P ‘ ¢
. helped to-define its own geoals and match them v .
with /I/D/E/A/'s proposed thange process. 1In ‘ \ ow do you puild clear mutual commitments thh
it~ PR WOTRSHOP; “advigors also tlhrify whatwKind -~ . lients?‘,,»What problems arisg if you dop't¥?- - —— :
) ~ of help they can provide and how much time can . h1§ exercise will.help you draw some lessons
be made avai}able;ho that ,particular school. bout building clear understandings with clients
. : . - . rom your past work, . .o .
Agreements on : ' =Y _ \ _
Mutual Réspons1bmtles ’ . A . . -
While the assistance. group is explairing what 1t " '\ e

can do, it is important that the c11ent Sy
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* HowDoYou Buld 5 | 4/

1. Review the case studies of your past efforts °

Mutua,l Oommitment.s with Chents‘P
/ 5 ] ) ¢ )

to build relationships from the exercise on
page 113

2. Ask the people who prepared .them to respond
to .the following' questions:

a. In what wayfiwere you successful and in
what ways’ uffisuccessful in clarlfylng the
nature and imits of the assistance that
you were’ capab e of: providing?

b. In what ways wére you succegsful and 1n

what ways unsuccessful in obtaining
commitments from clients about their

A - §

HARRISON HiGH EXPERIMENTAL, PROGRAM

- 4

] . .
responsibilities in the assistance
process?

¢, How did strengths or weaknesses in -«

building these mutual commluments affect’

your subsequent work?

4., In light of this experlence,'ghat ideas
do you have about how to create shared
understandlnggof mutual copmitments
bezyeen you amd your clients?

oy
3. Pick one Qr two lessons from your analysis
and make spécific plans for 1ncorporat1ng
them into your present work,

SUCCESSES AND FAILURES "IN CLARIFYING OUR
ASSISTANCE  CAPABILTIES

— UNGLEAR OVERALL, ESPEUALLY To THE TEACHERS »

wHo JOINED THE EXPERIMENTAL PKOGEAlM
IN THE FAU-.

"MADE PROMISES TO PROVIDE SOME HELP OuR
ADVISOQS WERENT REALLY TRAINED ToO PRoVIDE
E.% “LCHEDULING.

+

)

-~
AN

axgecmﬂéhls OF THEM™ by P
AeAIN VERY WEAK. WE MADE DEMAtlDS AND
BACKED DOWN:
|~ TuE! REASSIGNED THE EXPERIMENTAL

.

.
- .

. . . R
L R
' 19/ ‘ A =
'Rl

~

-PROGRAM DIRECTOR.
— THEY GAVE WIS REPLACEMENT OTWER DUTIES,
(NCLUDING HALL DUTIES.
~ DIDN'T DO THE COMMUNITY SURVEY AS
PROMISED, 50 WE DID (T OURSELVES !l

HOW DID T AFEECT SURSEQUENT wWork 7 .
~WE WERE EXPECTED TO DOEVERYTHING AND
TUEIR O0BLGATIONS WERE UNCLEAR. WE

WERE SCAPEGOATS WHEN THE PROGRAM
RAN INTO PROBLEMS. s

e

~'WEAK DIRECTOR AFTER THEY REPLACED
THE ONE TAEY PKoM\se&iS
\ L JG

At .
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* ¥WhatConditions Do You Need to Be Effective?

¢

]
1. Once again, review the case study infor-
mation you generated for the exercise on
_page 113. ‘

2. Below, list (a) some conditions that are

-

essential. Be concrete. Specify what you
expect people to do, whenever appropriate.

3. Indicate how you would judge whether each of
these conditions was present in a school

essential .to your ability to be effective community you were investigating to decide
.in Helping a school community and (b) some whether to work there long~term. . “ i
conditions that are desirable but not g : . . .
T ’ R g 3 AL
CONI‘).I'I‘ION FOR SUCCESS (ESSENTIAL OR DESIRABLEY . HOW 'YOU WOULD CHECK IT OUT? o7
' \ '7< o “’y“ ‘T i 'Ar‘ T o S i N o T T .‘.
NEED TO FIND TWO oR THREE KEY PARCNTS WITH s iNTeRviews WITH MANY PARENTS -~ AT .
| . i
POTENTIAL FOR LEADERSH(P, (ESSENTIAL.) " HOME, OUTSIDE THE ScHOOL. ' ,
- . * Test” THEM BY GIVING THEM A SPEGIFAIC _
| TasKk TO CARRY. OUT. C. AR

i . e

— —_— - - e -

OPEr!f To RECEWING HELP. IF DominlATED | » JUDGE FROM CONVERSATIONS. Do THEY' .

BY TiIGHT (EADERSH(P GROUP NoT OPEN
To LEARNING-, IT WONT WORK. (ESSENTIAL.)
. “

. \

COMMITMENT To TRAINING WORKSHOPS -
TWOo HOURS A WEEK ForR Five WEEKS.

CONSIDER OUR SUGGESTIONS SERIOUSLY T
NEGATIVE INDICATOR IS LEADERS WHO'
TRY TO KEEP US FROM MEETING THE

\EBI—QF THEIR GROUP :

PR

< * exRAIN IN DETAIL.. PART OF OUR WRITTEN
paREEMENT.




: part of a movement

PUZZLE SECTION 6
Providing Assistance‘
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dvisors who Dbater formed the Center for
New Schools acted as catalysts in

establishing Metro High School as part of the
Chicago public schools. Metro High is an
experimental school that combines conven-
tional high school courses with learning
experiences developed with Chicago's
businesses, cultural institutions, and
community org,anlzatlons. Metro students (a
cross section of Chicago' s youhg people) have
been taught matine biology at the Shedd
Aquarium and improvisational acting at The
Second City theater.

The advisors developed the original plan
the school and organized a coalition of
business people to support the idea.’ They
convinced the superintendent of schools t
set up the school. They helped selec
original principal and teachers, who devel-
oped a strong sense of ownership of the
program. The advisors assisted the staff
during the first two years of operation; they
taught classes intended as models for the use
of . community resources, advised teachers
about their own teaching, participated in
staff planning sessions, and held formalllly
workshops for school staff and for the staffs
of cooperating organizations.

Metro has been one of the few stable inte-

grated high schools in Chicago. At one point
10,000 students were on its waiting list for
admission. Independent assessments document

-

1]
that it has of fered a distinctive educational ,
program consistent with the advisors' initial
plan. In a study of the school's first two

. years, reading achievement of the Metro

student body was significantly greater than
the achievement of a comparable group of
students attending conventional high schools.
The school has faced many problems, but the
achievement’ of the original group of adv1so:s
is signifigant. 5\
Siﬁilarly, AFRAM's assistance to parents in
Flint, Michigan, produced several significant
changes. AFRAM assisted active parents in
twa' Flint elementary schools, who were
involved in the federal Follow—Through
program, to focus their energies to achieve a
series of tangible reforms. Through parent
workshops and strategy meetings, AFRAN
advisors helped the parents build confidence
and develop specific plans. Over three
years, the national staff trained a parent

" from Flint to take on the key advxsory role,

and he was effective in continuing the
development of local parent leadership that
got things done.

Among the parents' tangible accomplishments:
Parents actively screened and sélected
teachers for the Follow-Through program and
decided how funds would be allocated.

Parents customarily camefto the school
without a special reason for bETpg there, and
eventually their presence ceased, to arouse

$ . d




fears among teachers. One school changed its
' image completely: what had been considered ;
one of the city's worst became a school that
parents wanted their children to attend. . And
. parents established their own non-profit
organization that has won federal grants to
- . operate social service programs in Flint. . -

Increasingly, teachers participated in ‘
AFRAM's formal training sessions. One “ '
teacher remarked that "more teachers and

students here know Preston Wilcox [the AFRAM .
advisor] than know the superintendent of s -
schools.”

° - ' 3 N )
In these two instances, all the sections and -

pieces of the assistance puzzle fit together, .
and the help from advisors resulted in

tangible and basic reforms consistent with . 5 .-

each group's school improvement strategy.

Providing this kind of effective assistance . ‘
is, of course, the payoff -- the reason you ‘

\\ struggle with the problems of hustling for ‘ ~

money, training advisors, arguing about ‘ -
strategy, building relationships with
\ cliénts, and all the rest. i .

Rate yourself on the tasks we found critical

\ A in providing assistance well.
3
\ N

. .
T .
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blgnding
five
assistance
methods

éoing thidgs

\’
s

The assistance group blends five
methods in proyiding help: struc-
tured workshops, over-the-shoulder
advice, teaching by example, provid-
ing written or .audio-visual

* materials, and networking. (#6-1)

Advisors'almqsg‘never do things

for “for" clients and without the
clients clients' involvement. (#6-2)
- blending Advisors use and teach group process
. process methods in helping clients, but
skills with blend them, into an effort to commu-
substance nicate substantive information and
skills., (#6-3)
.
concrete The assistance group gi'ves concrete
help help on immediate problems facing_
clients. (#6-4)
critical The assistance group develops a
mass critical mass of support and.
among 1involvement among clients, so that
clients its efforts lead to reforms in human
systems, not merely changes in
isolated individuals. (#6-5)
broad 'Advisorg'help clients build a broad
network network of support among those who
of have a stake in how a local school

support

(#6-6)

functions.

5
AL
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not at all

. "what yod do hat you do
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encouraging
independent
action

emphasizing
skill
development

broadening
client group
leadership

: client
mapping
skillsg

cycle of
analysis

@

and action-

clients
become
« trainers

making
clients
conscious
of progress

building
a vision

Advisors consistently press
clients to take independent action.
(#6-7) . )

5
I3

Advisors strongly emphhsize skill |
development in work with.clients. -,

(#6-8)

1 .
Advisors strive to broaden the

leadership base in client groups..
(#6-9) ' ’

Advisors bujld client skills for -
"mapping" theiy own school communi-
ties, (#6-10) . '

. t
Advisors help clients develop a .
regular cycle of analysis and
action. (#6-11)

. '. ///,.>__

Advisory help clients become’
trainefs for oghers.. “
(#6-12)

H

‘Advisors make clients consciqQus that

they are acquiring new skills and
making progress toward desired
goals. (i#6-13)

Advisors help clients develop a
vision about how the schools can be
improved, which clients come to
understand and identify with emo- .
tionally. (#6-14)

’ AN T
i\{<:} exactly .

not at all
what you d\ P . what you do |
| . . .
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not _at all véxéctiy
* . . what you do what you do
: internal- Advisors help clients internalize a .
izing a standard for carrying out the assis- -3 =2 -1 +1 +2 +3 »
standard tance group's approach to school ‘ B L
) . improvement effectively. (#6-15) : L
part of a Advisors encourage clients to see
i » . movement themselves as part of a larger edu- -3 -2 -1 +1 +2 +3 . L
cational or social movement. (#6-16) ? . ' G “\ T “’:g
emotional Advisors devefbp methods and capi- \ - ’ ) Lsfﬁi
break- talize on opportunities to '"break -3 -2 -1 +1 +2 +3 C "
through through" with clierts on %gjﬁgsl , ‘ . ) S
tional level. (#6-17) k : 3
collabora- Advisors help various client groups ~ -
tion among develop a network among themselves -3 -2 -1 £+l +2 +3 3
S client through which they can collaborate ‘ Y
groups and support each other. (#6-18) ‘ ‘.
® T
long-term Advisors develop mechanisms for o i
advisory insuring long-tefm advisory help for -3 -2 -1 +1 +2 +3 o, S
. help clients. (#6-19 t . . SR
,’;“{ - v yi’;
’_”;‘r‘ o , i
" For Dlscu881on . : ' . . ' . .

I'Why'dxd 1nd1v1&uals rate the group as they dxd m Identify critical tasks that are both important 1

.. ¢ on specific tasks? B C to you and on which you are doing-a good:job., . . é*
PN, L L R J; - What factors account for your effectlveness? s e ;j;;'
l Do you agree that th partlcular tasks Aare o S
( crxtlcal to your effe;d!Veness, or do you n Identlfy cr1t1cal tasks that are’ both important S
" :. think that our observdfions are mlsguxded or * ' . to you and on which you are doing a poor . job. - : o
’ 1nappr0pr1ate for you?. .. .- ) ‘ ‘What factors account for your, problems and how s ‘ .
SR ‘ R : -~ could you perform thesé tasks more. éffect1Ve1y? 2

- B AN N . . .t .
. . . . . A o . ’ . - %y
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N e MORE ABOUT SELECTED CRITICALTASKS

BLENDING FIVE | o
ASSISTANCE METHODS °

Ef fective assistance groups blend five
me thods for working with clients. Each has
its characteristic strengths and weaknesses.

First, advisors sometimes lead structured
workshops. For example, when teachers
expressed an interest in learning to make
games to aid math instruction, Center for New
Schools advisors led a workshop to show them
how. Structured workshops are efficient ways
to teach, and well-planned workshops can be
very involving. One disadvantage they have
is that they are hard to squeeze into the
teachers' day.
[

S

Second, advisors provide over—the-shoulder
assistance. Creative Teaching Workshop
advisors often observed teachers in the
classroom, for example, and then offered
observations about how teachers worked with
students.
a planning session with a group of parents to
prepare for a meeting with their district
superintendent of schools and offered advice
about what paTents should ask him.

’

This direct approach to assistance makes the
advisor's suggestions immediately relevant to
client problems and can increase the
advisor's credibility. However, over-the-
shoulder advice is time consuming. And -
clients will not automatically generalize it
beyond the immediate situation. - ,

ERIC

Aruitoxt provided by Eic:

.

Fourth,
audio-visual materials in the course of

Thlrd, advisors can model desirable skills by

using these skills themselves. One advisor,
for instance, role-played effective counsel-
ing techniques as part of a workshop. An9thér
showed parents how to. keep educators from
domxnatxng a meeting by asking a school prin-
cipal a series of challengxng questions. &h
Modeling vividly illustrates skills for =,
clients. One dxsadvantage is that modelgng
often places the advisor in a very active °
role and may result in clients taking a back
geat. ) -

advisors can provide written or

dssisting clients.’ As we discussed earlier
(see page 93), concise handouts, handbooks,
and the like can be given to clients in
response to an immediate need for informa-
tion. United Bronx Parents gave parents a
one-page explanation of student rights in

chool suspensions when th&y helped families
i <::>L/)”a§n suspension hearings. ‘ .
United Bronx Parents took part in)

Written and audio-visual materials can
present information vividly and efficiently;
they can also be boring and overwhelming if
used inappropriately.

Fifth, advisors can help their clients learn

from each other by bringing them together to

*‘emotxonal support.

share information and provide each other with
This process is often

called networking. AFRAM brought families

“together from all over the country at an

»
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annual Faﬁily Conference designed te achieve
this sharing.

0f course, networking is expensive in time
and money; it is often hard to get parents or
teachers to participate in such sharing
experiences outside their own school or
community when they see so many immediate
problems "at home" that need attention.
/1/D/E/A/ tried to create a mutually suppor-—
tive network of -schools committed to IGE in a
metropolitan area, but often had difficulty
getting busy teachers and principals to
commit the needed time, '

A blend of assistance methods is vital -
because, as we've tried to illustrate, each
method has strepgths and weaknesses, and
these strengths.and weaknesses often comple-
ment each other. If you are using just one
or two of these five methods, you are seri-
ously limiting your potential.

A sixth method is freguently used by ineffec-
tive advisors, hut it has few strengths and

" clients.

"~ and helped students stock aquariums,

many weaknesses:  doing things for your

y For éxample, a teacher advisor who
was anxious to encourage teachers to teach
stience more creatively came into classrooms
But
teachers had no role in developing this
lesson, so the aquariums generally sat unused
after the advispr left. The water turned
green, and the fish died. We found that

doing things for clients without their

21:4

I .

.a

invelvement creates either indifference or
dependency. We recommend that you avoid it
whenever you can,

Look at Yourself — | ’
What Assistance Methods Do You Use?

How do you use the five productive assistance
methods we've just described? Could you use
some of them more and strengthen your assis-
tance efforts? Do you often do things "for"
clients? Part 1 of the exercise allows you
to take stock of*your present methods, Part
2 will help you consider new possibilities.

M LY
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l.r ‘l’hz.nfk about youz: oW’ as,sn.stance work‘ For _
,,each/ of the ‘six -agsistance methods listed

T ', o below, descxa.be ‘some ‘ways-that you use them

1n your wo’ik. ) Not:e spec:.f;.c exampleé.
N - “TM”,‘

~ 7
A . v L * e ? -

. 0 -

a., Structured workshops_ THE FEW TIMES

WE'VE_TRIED THIS SEEMED To  TURN PARENTS

OFE — 00 _FoRMALT

.

i

2. For each method note whether you use it.
frequently, océasxonally, or seldom. Why is
this so? . , , L

2 ,
d. Providing materials W[ nAVE GLOD MATEI:LALS

__KMNLLAL@.A_EARF&IS_.&;LLNLA&L_L_ME

STUDENTS _RIGHTS  153ES (€ DlSCR(MlNATIO{\I

+b. Over-the-shoulder assistance_QUR MaN

METHOD — BUT SOMETIMES LEADS INTO 6O

SUSPENSION) = BEGINNING To.EIND WE NEED MORE.

e. Networking_TUST REGINNING TO TRY THIS, WITH

CLTY- WIDE  ONE-DAY _FARENT MEETINGS FROM ALL

MUCH oF POING THINGS FOR CLIENTS

CROOLS  WEVE FLA F

{

-

c. Modeling AGAIN_ HARD T0 DRAW THE LINE

BETWEEN THIS AND ACTUALLY DaitdG THINGS

aprit () I WE GET FUNDING -

f. Doing things "for" clients_pirrilcytT _TO

AVOID THIS _ ESPECIALLY. IN EARLY  STAGRE_WHEN

FOR CLIENTS BECAUSE IT'S Q.“CKEE. TEAN 15‘

PARENTS AgE PEHUCTANT_ 1C DEAL WITH

CHOOL,. OFFIUALS  THEMSELVES,

BEST AT DIFEERENTIATING:

[N
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What Assistance Méthods Do You Use? Part s

. s . .

1. Stretch your mind. .Brainstorm a list of new
ways you might uge the first five methods we
listed in Part 1.

3.” Also Prainstorm a list of ways’to minimize

"doing things. for clients without

New Ways to Use... '

a. Structured workshops_RETUINK WORKSHOPS

their involvement,

3., Choose one or two of the.most promxsxng
ideas.
1ncorporat1ng them into your ‘work, R

*a S

H’”b

d.  Providing mate

ial 5_DEVELOP SHORT MATERIALS

Te A&CADJNTI_WDATING{' PARENTS AND CON—

onl_()SPECAL EDUCATIGN JSSUES (MaYRE 30 4 OF THEE-

QUESTIONING DLaGNTSIS HOW To EVALATE 1P e1c)  (2)

4}

CENTRATE oN_ SKILLS THAT THEY (ACK la/HICH

MAKE THEM_To0 DEPENDENT oN US.

! ]

N

b. Over—the-shoulder' assistance_ConNTINUE

oLE Co unto

e. Networking_gpnitow THROUGH oN CONEEREMCE —

(v wine commrTEE { NEWSLETTER ©

TS, BUT MAKE CLEARER 'AT START THAT

THEY MUST TAKE INITIATWE AND WELL

N

SUPPORT o

c. Modeling ASK JEAN_ T0 DO WORKSHOP

oN THIS FoR STAFE ©

Ways to Minimize,,.

f.” Doing things "for" clients_MAYBE Do A

ROLE-PLAYING WORKSHOP 10 BU(LD PARENT SKILS

AND CONEIDENCE VIS-A-VIS _EDUCATORS o~ SHOULD

% BE EARLY nxi EACH _RELATIONSHIP

e
Fla

Develop Spec1f1c pldns for acbuallyw. f» o




DEVELOPING A '
CRITICAL MASSOF SUPPORT

We have already discussed the importance of
aiming for changes in the human systems
within the school community: changes in the
usual way that teachers do their jobs,
changes in the way parents are treated when
they come into the school, systematic changes
in the way children are tracked or disci~
plimed by school staff.

To gccomplish these human system changes,
advisors reldte quite differently to their '
primary clients and to other key members of
the school community who are xmportant to
bringing about changes and making them last.

Primary Chents

An effective assistance organxzatxon 1dent1—
fies one or two groups of clients within the
school community that they commit themselves
to help. These are the people that the,
advisors see as most critical to the process
of improving schools. ‘

For example, United Bronx Parents adVLSors
repeatedly emphasized that they were parents
helping parents," and that they didn't want
to slip into an ambiguous role as a. mediator
between parents and educators. Creative
Teaching Workshop initially saw their primary
client group as teachers, and .later as a com—

bination of teachers and school administrators.

Ineffective advisors often think they have
succeeded when they see reforms made by a few
isolated \individuals. Effective advisors
constantly keep in mind that they arg trying
to build g broad enough base of support
within primary client groups so that the
characteristics of the human system change,
and that tHese changes endure. One advisor
from Creative Teaching Workshop expressed the
idea this way:

“In a typical school you will find the
teachers diyided into a number of cate-
gories., About 5% of them will be very
enthusiastid about experiential learning,
about 10% viblently opposéd, amnd ‘the”ldfge”
mass of teachers will be initially indif-
ferent. The \trick in being a successful
advisor is to\move beyond the small core
of committed teachers and‘lnvolve those
who are indifferent to your ideas and,
quite often, ﬁt indifferent to teaching
as a profe851on

Effective advxsoré work to build a critical
mass of support in'their primary client group
by consistently reaching out to more people
and by avoiding actions that will tie them to
a select few, If someone in the client group
has picked up special knowledge in one area
(say understanding the school district
budget), an effective advisor .yil} press the
"expert”" to share that knowleége/ng skill

with other group members.

2cy




Other Key People Who
Have a Stake in the School

While you build support in your primary
client groups, it is essential that you also
take into account all the other groups and
individuals who have a stake in how the local
§¢hool “functions. Failure to do so carries
high costs.

In one project, Center for New Schools
advisors suffered .because of tunnel vision.
They spent a great deal of time working,wigy
the teachers in a local high school to *
dévelop a.model program that théy hoped would
be incorporated into a new school that was
being constructed. However, the CNS strategy
ignored the people in the downtown office who
were planning the new school. All.the time
CNS's model program was experimenting with
new ideas, the downtown planning group was
going ahead as if this model program did not
exist, The advisors never clarified how the
model program was going to influence this
planning process. In fact it was completely
ignored. ¢

Ef fective advisors don't make this error.
They analyze the many groups and individuals
that affect the school community =-- parents,
children, teachers, local business people,
central office school administrators, local
politicians, state education officials,
federal agencies. And they help their
clients build a network of support for.

'E

Aruitoxt provided by Eic:
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desired changes among these diverse groupﬁ.
If they are teacher advisors, they hel}
clients gain support for their school
improvement efforts from key school district
administrators. And they don't rely on a
formal organization chart to determine whose
permission is crucial; they help clients '
become familiar with the informal politics of
the school*district. Nor do they assume that
the people who need to be won over are going "’
to become enthusiastic boosters of their °
work; they are satisfied to appeal to
people's self~-interest.

v

*

!
One teacher advisory group proJThed assis-
tance to teachers that was uniﬁersally
praised in local schools. But when their
foundation grant ran out, the school superin-
tendent ignored the advisors' request that
their funding be picked up by the district.
The advisors simply hadn't devoted any atten-
tion to building a network of support in the
school district's central office that would
insure their pr%ram's survival.' )
The care needed to build a network of support
is illustrated by the steps that one’ princi-,
pal took set up an individualized instruc-
tion préngm in a conservative and suspicious
community. During the program's first year,
he taught an intermediate class and his
program coordinator taught a primary class,
using the individualized approach. To do
this he concentrated on his teaching during
the day and did his administrative work at

K




nzght. In addition to teaching, he launched
an extensive effort to inform hi$ teachers
and the'community about the new approach. He
held monthly inservice meetings with his
teachers and encouraged them to observe the
demonstration classes. He brought school
board members to the tlasses to show them
that the children were learning and that
“"there was no chaos." He Spoke extensively

to parent and community groups, showing slides

of his demonstration classroom.

Even advisors who do excellent work with
their primary client group but fail to build
‘a bégader network of support usually don't
suggged in the-long run.

] ; o

Lopk at Yourself — Are You
Building a Broad Base of Support?

We have already included several exercises . _

degigned to help you analyze the school
community as a human system and to think

'
)

about how you can build a resource network ‘to’

support your work. These appear on pages 31,
87, and 69. We recommend' that you review
these exercises. .to see how effective you are
in building a criticad mass.of support, both
among your primary clients and among the
broader constellation of people who have a
sFake in the school. ,

222 U o. .

ENCOURAGING INITIATIVE
A'l\ID_ SKILL DEVELBE_MENT

A constant concern'of experienced assistance
groups-1is the desire to provide assistance in

. such a way that they encourage lndependqpt

1n1t1at1vg and discourage dependehcy..

Encouragjng Ihc_iependent Action

From the beginning, as we mentioned earlier
(pages 117 and 118), you have to build clear.
client responsibilities into your agreement
to provide help. You have to emphasize that .
your capacity is limited -— that clients must
do most things' for themselves. This some=
timés involves confrentations-with—clientss—]

. in which you refuse to do’ thinps that:vou

believe clients can do for themselves. A
parent advisor for AFRAM described how fhis
tension grew up in one midwestern city:

“At fxrst:, Mrs. Latham, the.new head of the
parents' group, would come to me and say,
'I have a problem,. and I can 't deal with*
it. You're supposed to tell me what to do.
What kind of a donsultant are you?' And I
would usually say, 'You have to ‘decide
yourself what to do.' She used to hate ‘me,

and sa laz and wouldn't help her
out. Now sh s it was part of her
development "as”a leader to make her own

decisions.,,

-
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Emphasizing Skill Development mycle of Analysis and Action

Encouraging independence means building client

skillg. Advisors teach principals how to run a

meeting to get teachers involved. They help
teachers master the skills .needed to dlagnose a
ch11d s reading probﬁEﬁs or to keep several
groups of children working on different projects
at the same time. They teach parents how to
observe in the classroom, interview the princi-
pal and get down to the facts, carry out a
house-to~house parent survey.

Effective advisors have quite consciously

analyzed the skills that their clients need to

improve the schools. Effective advisors are
always talking about how these skills can_be

————taught;formatly or-informally.—Ineffective -

advisors don't focus on this skill-building
question. They drift into doing things for

their clients, leaving them with no'new skills.

Some skills you want to teach will be specific
to your own school improvement strategy. But we
have found others that seem important for any
client group seeking to bring about changes in

‘its local schools.

Client Mapping Skills ,
Clients need to learn skills for mapping the
local 'school commurity and the agencies that

affect it, just as advisors do. For example;— ~ --

AFRAM trained parents to understand the set-up -
of their local school system and the place of

the Follow-Through program within its adminis-
trative- structure.

. effectiveness. For example, /I/D/E/A/ helped

——facitltitators. In Flint, -

-y

Clients also need to learn to carry out the
cycle of- analysis and action that is such.an
inportant- element in an assistance group's own

teachers master a process for diagnosing a
student's learning level and style, designing an

appropriate learning experience, carrying it \
out, and then assessing the results. .
Clients Become Traingers -

$ub

3 . ,
Another important skill for clients to master is
to introduce others to the. istance group's
ideas -- to train others &N 'turn to become open
classroom teachers, parer{t activists, or meeting
tchigan, fo =
several of the parents beckme as adept at parent
training as AFRAM's original national consultants.

Training one's peers not only increases the num-—

ber of involved clients; it also makes an -experi-

enced parent or teacher mbére sharply aware of the .
change process developed by the assistance group, »
and fdérther increases the trainer's commitment.

i

Look at Yourself — How Much Do
You Encgurage Skill Development
and Inéjerndept Initiative? |

How consciously do you focus on increasing your

clients' skills and independence? This .exercise

asks you to reflect on what skills you are trying ‘
to teach and the pressures involved in that effort.

e R24a3s




‘a.‘m . } ~

‘1. Bralnstorm a llst of the skxlls ‘that you are 3. Identify some tbuchy situatidns in your past

. PR ) trylng to help your clients acqulre. Then assistance work in which your -desire to_
{ . ‘review the list and md:.cate three or four tedch skills or encourage independence has
< 7 . of them that; you, fébl are most 1mportant. 2t run into resistance from your clients. @’

< RTINS _a. _‘How did you handle thése confllcts at
e Tﬁiﬁk”abou& the vays, by formal-atd .informal . the time?
‘ ' means,. that.you try to help clients acqhire - by How would you handle thgm dlfferently 1f
+ o these skills. Are there ways that: you could ‘ . you faced them again? ) )

« putrmore emphasis on them?, <
x‘; N - ‘ ) ' “ - , v,
I * ‘ '

SKILLS YOU WANT TO TEACH HOW YOU TEACH THEM

~ - e s - - - - el .

R [, PRINCIPAL CcAN 1| -PRINGIPAL.  MAINTAINS LO& OF How HE/SKE SPENDS TIME,
S DELEGATE ROUTINE |  ASSESSES LOG INDIVIDUALLY AND PREPARES ~“BRELEATION PLAN."
‘ ADMINISTRATIVE .~ PRINUPAL SiscussioN GROUP HEARS REPOR LOG AMAL\(Sls
, . TASKS TO OTHERS. | GROUP EXPERTISE AND PEER PRESSURE pif WORK.
g ® o e INDNIDUAL .AD\/lSOKS MEET wiTH PRINCI AT «HooLs, '
‘ : : Revu;w TUEIR "DELEGATION PLAN' WITH THEM AND COMMENT e e
o * E ON HOW IT IS BEING CARRIED OUT. SRR
P . L R
m:ﬁ:...,,.:, 2. PR(NC(PAL CAN 2. - PRU\lC(PAL._ DEVELOPS P(-ZKSONAL. R_AM FOR ASSUK(NGF - .
ﬂ ' PROVIDE CONSTRUC— cOwrwqu IN READW& IMSTKUCTloM FROM CLASSROOM )
TIVE CRITICISM  TO TO CLASSROOM. } ' e ° -
TEACHERS , ABOUT — PRINCIPAL. DBSERVES VIDEOTAPE WE PRE‘PARED oF ‘
THER. | INSTRUC— /' TEACHER STAPF DEVELOPMENT WORKSHOPS:
: o T(ONAL STRATESY ) ‘
%-5;@%%&5‘:%% A o e e O A vt R 1 - @

IN RE‘:’AD!N&'




BUILDENG A STRONG
COMMITMENTTO A VISION

Good a551stance is not Just teachlng new
skills and knowledge. The most significant
changes we observed took place when advisors
also heiped clients embrace a different

L

could make that vision a reality.

.

rAdvisors from Creative Teaching Workshop
brought about the greatest change in a school
if the principal and a core group of teachers
developed a strong commitment to CTW's basic
ideas about how children learn. *

AFRAM used potent moral arguments about the
1mportance of parents protecting their chil-
dren to break down the notion that enly

L professionals know what's best and to get
parents to see their own respdnsibilities
toward schools in a new way: °

“Parents are the first teachers., Parents
.have a vested interest in the entire future
of their children and, not just until—the
current semester ends.* Most educators use
the cfiildren as a weapon fo control
parental actions. Fducators do not really
view themselves as a guardian of children,
but'rather as guardians of the schools.,’

2 kY]

Emotional Breakthropgh

Many advisors described for us some crucial
points at which- they broke through with

’ . . A
—ag \

! v

e = e g T NA o RS ey e mrn S

.

. .
PAruntext provided by enic R Fad
g

clients on_an emotional level and deepened
clients' commitment to the assistance group's
vision of what education could be. /I/D/E/A/
trained its prospective local advisors
through a two-week experience that included
direct work with children, "At the end of

‘ the two weeks," an /I/D/E/A/ staff member .
vision of what schoofs could be and_how theve§\‘§§:;\dtold us, "everyone is“usually in tears. Most

people say it is one of the most significant

experiences of their lives." .
Creative Teaching Workshop believed that one
key way to break through with educators was
to encourage them to let down their defenses
and experiment with balance beams, paint, and
clay. One advisor describes the changes in a
group of New York City school principals when
the principals stopped discussing administra-
tive problems around a table and, reluctapt-

. ly, moved to the art workshop in the teachers'
center:

. ’
B e

‘géf was critical when we got them out of

eir coats and ties. When we got them to

. the potters' wheel. When their dirty hands
were touching mine on the wheel, I felt I
"had really made contact with them for the
first tlme.’, )

— 1

" Internalizing a Standard

The emotional connection that clients make - |
with an assistance group”s ideas is revealed
'when c11ents internalize a standard for what
" it means to carry out the group's approach
effectively. In schools where Individually

1 L

N .
. . *
.
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‘ Guided Eaucation was being serﬁously carried- .

©  out, for example, we frequently heard ' LOOK&tYOUI’SG]f .
teachers ask, "Am I, a good IGE teacher?" How Do People Develop a Commitment
Among parents who wgre ,he;.ped%b AFRAM, we tJOYOU.I’ Vision of Better SChOO].SQ

heard parents wonder "What w0u13 ?resto L O —
L in this sxtuatlon7“ R

[N -\

How can you develop a: strong commitment among
your clients to your vision of how the

P&I’t of a Movement, ) , schools can be improved? This exercise 1ps'
‘ ) ‘ you look at your past experience to sug
*Strengthening. the gmptiohal bond between some ideas, .

clients and an effective assistance group is
* the feeling that clients are part-of a larger
social movement -- that they are not alone. »
G o . JL/D/E/A} built- this-group feeling in several ’
' ways: they encouraged sharing among local
leagues of IGE schools, and held regional and ‘
national conferences for educators committed
to IGE. AFRAM created this spirit by encour-
aging national political.action on the part
of parents and by holding its annual Family
Conference. -About the Family Conference, ‘ '
AFRANM's Preston Wilcox remarked:

b}

“At first we f111ed up the conferences with
a Iot of workshops, but we found that the
most - 1mportant parts came when people just
got togethér and talked informally and - | o
reaffirmed the love that they had for each ' '

other.§9
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How De‘Pegple Develop a Gommitmentbo i

Your Vision of Betl:er Schools‘> L * o L
I; Ask xndxvxdual advisors to.list and’brlefly 2, oOf course: one cannot simply manufacture P

describe some gpecific eyents through whlch
., clients were drawn closer to your group 8 e
ideas: abou& nnprovmg the &chools. ' -

- <
‘

-
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such situations. through dellberate plannlng.

» But are there some_lessons_or Jamp»“llcatj.onéw - Lot

for your work that you can draw from these’kg_r

past experlences? \ el

.

WEEKEND RETREAT AT BURLNGTON CENTER FOR |NDEPENDENT LEARNING PROGRAM STAFE

WHAT HAPPENED ¢
— TEPCHERS SENSED THE NEED TO GET AWAY .
AND RETHINK THINGS AFTER TWO MONTHS
OF OPERATING THE ALTERNATIVE PROGRAM,
— TEACHER NEEDS ASSESSMENT BEFOREHAND
SURFACED MATOR CONCERNS | WHICH WERE !
MAKING DEUSIONS PRODUCTIVELY (N
MEETINGS, GWEN THE NEED To BALANCE
“PARTICIPATION' W(TH THE NEED TO
GET THINGS DoNE; conFucTs N
RELATIONS WITH THE TRAWWONAL -
SCHOOL THAT THREATEN ALTERNATIVE
v, . PROGRAM'S EXISTENCE.

§

oo

) —MINI-LECTURE ON EFFECTIVE MEETINGS

" —DbdiscussioN oF CoNTRAST BETWEEN

{

ERIDAY NGHT OF RETREAT
SESSION  ON GETTING To KNOW omefz STAFE
AS PEOPLE —- WENT WELL.
— AGREEMENT ., ON AGENDA FOR REST O
WEEKEND AND SPEUFICALLY WHAT %
WANT TO ACOMPUSH.

. \
SATURDAY

— VIDEOTAPE OF PORTIONS OF LA6T
TEACHERS ' MEETING. o

CHARACTERISTICS OF EFFECTIVE MEETING
AND OUR MEETING:

[ 'R
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~~- - Raising Funds
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'W'e asked the founder of one assistance
group how fund rdising had affected the
development of her organization:

“Well, I've thought about this a lot and I
would say in at least three big ways.
"First, it drains away the time of the’
leadership., I had hoped to work directly
in the schools and to supervise our teacher
advisors closely, but I found that the

_process of ‘raising funds kept pulling me

. avay. We concluded early that almost all
our money came to us from people in founda-
tions and the government that we ocultivated
personally; we've never gotten a penny by
just submitting a proposal blind, So this
means finding out who knows who, going to
meet people, sizing them up, Then there is
the time fon‘writing proposals, usually on
short notice. My staff is always angry
because I keep disappearing to raise money.

"Second, there are the ups and downs in
staffing., We started with four people on
our first grant from the state. Then we
got a big federal contract and all of a
,sudden we had to hire ten new staff members
by’ yesterday and set up two branch offices.
Now, with the contract almost over, people

A:" \)‘ : _ ‘ EN P . [
ERIC ' S
o i o ‘
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are anxious about their jobs. The question’
for many has become, 'How can we maintain a
staff of thirteen,' and I'm afraid we're
losing sight of our drigi?al purpose. We
may drop back to three now. It's either
feast or famine, -

N

"Third, 'fashipns change among fundérs.

None of them wants to face the need for our
groups to work with the same schools for
five years. We have to come up with a new
wrinkle to appeal to funders, We either
have to changg ouf focus —= from working
with teachers, for instance, to working
with principals -— or we have to promise to
reach twice as many teachers in half the

time.,, N . ’

These are typical frustrations in raising
funds for an assistanée group. It takes five
to_seven years to develop and test a compre-— .

hensive school improvement strategy.
Sustained funding for this long is very
difficult EP obtain.

But some groups are substantial ly.more
successful in fund raising than others. Rate
yourself on the critical tasks that go into
effective fund raising,

’




not at all exacflf‘
what you do what you do

: regular The assistance group devotes regular
emphasis energy to .analyzing p0551b111t1es -3 -2 -1 +1 +2 +3

E L for funding and to cultlvatlng :
- relationships with finders. (#7-1) ‘)

R diversify The assistance group works persis-
R sources tently to diversify its funding -3 -2 -1 +1 +2 +3
N sources. (#7-2) :

w4
'

~

) writing The assistance group develops tech- . v
T . skills nical skills in writing proposals -3 -2 -1 +1 +2 . 43
e and reports for funders. (#7-3) -

o P .

L adjusting The assistance group convinces ‘
e ‘ to funders that their assistance work -3 -2 -1 +1 +2 .43
funder- merits support in 1ight of the '

. priorities funders' goals and priorities, while
* . maintaining the basxc thrust of the
" assistance group's program., (#7- 4) .

realistic The assistance group prepares o

S ) commitments realistic plans and  timetables in -3 -2 -1 +1 +2 43
v - applying for funds. They seek funds )

’ . proportlonal to the projects they

agree to undertake, or renegotiate

commitments to bring.them in line

with available funds. (#7-5)

&t

pressing for The assistance group presses for _ ;

' long-term long=term rather than short-term -3 -2 -1 +1 +2 X
funding funding. (#7-6) . - -

5 using The assisthnce group plans the ends
b e natural ,of $funding cycles‘to cointide w1th <3 b2 -1 FY Y = tda
< bench marks natural bench marks in the group s

RN work. (#7-7) . .

Aruitoxt provided by Eic:
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- expectations
- demdnds on time and energy for the

. .clients.

B

funders'
shifting

The assistance -group develcps
methods for dealing with funders'
changing expectations that minimize

(#7-8)

assistance group staff.

documenting The assistance group documents its
assistance work to establish what services they
work have provided and what effects thelr
. work has had. (#7-9)
., initial The assistance group obtains suf fi-
s funds for cient funds for about three years to

allow an initial period of strategy
development through direct work with
(#7-10)

' 4

about three
years

funds for\an
additional
three gears

The assistance groqg obtains funding
for an additional perlod’bf about
three years to further refine its
strategy through assistance to
clients. (#7-11)

.

.
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For Dlsc&ss10n~ ,f’
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H'Why d1d 1nd1v1duals rate the group as they d;d
<o SPecxﬁac tasks? - ‘”1”5{ . :

i
N - 4

Voo \

’“l DO“you agree that theseﬂparclcular tasks are’
critical to your effectlveness, .or do. you

~si-wbhink. A4hat oux observag&gggwgre mlsguxded‘qr

1nappropr1ate for- you?

§

‘

’n0t at al] R - = .- - - «exaqtly .:m_“ [t <& o
what you do ; what you do ‘
-— ” X e
=3 -2 -1 +1 +2 +3 '
g \ l B
-3 -2 \_ -l +1 +2 3 .
: N o 1‘1 ://:/
- —3 -2 -1 +1 +2 +3 - ‘;:.:,
,/1 ¥ e
¢ AT -
-3 . -2 " -1 +1 +2 +3 N
l . ’/‘/‘ . a ' '
; R A

n Identlfy cr1t1ca1 tasks that are boﬁh 1mportant R

‘to you and on whi¢h you are doing.4 'mood job. '+

- What factoeraccount for your,gffectxveness? BN Do
“ P{ a,-\, LR ‘ .'

l Identify crxtlcal tasks that are both meontant L DY

to you and on whi¢h you are- domng a“ ‘[*b:, s o

What factors account for your problems“an :ho o

*cculdcynnwpﬁrfoxmﬂthese tasks»more effect;

© R ;
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MPRE ABOUT SELECTED CRITICAL TASKS

: Mountmg a Susfained .

Fund-Raising Effort |

Like management, fund raising is a section of -
the puzzle that is frequehtly neglected until a

.crisis puts the group's future in doubt.

Groups who are-ineffective in fund raising do it
haphazardiy. Effective groups devote regular
energy and staff time to exploring possibilitie
for funding. ' They review potential funding
sources systematically, using information fro
such fund-raising manuals as Program Planning
and Proposal Writing by Norton J. Kiritz. (THis
manual and other fund-raising resources are
available from The Grantsmanship Center, 103
South Grand Avenue, Los Angeles, Ca. 90015.)
They master the mechanics of writing & clear
logical propqsal, and develop procedures for
preparing proposal needs statements, budgets
and all the other documentation needed to
support a request for funds.

Perhaps most important, they work constantly to
cultivate personal relationships with funders.
*In almost all ingtances where funding was

obtained (even in supposedly neutral grant and <

contract competitions), there was some personal
contact and relationship between the assistance
group and the funding agency.

Dive sify Sources

Another aspect of succegsful fund~raising is a

.persistent effort to diversify funding sources..

If an effective group obtains funding for a year
or two, thwyg/use this period to explore other
funding sourdes, rather than taking their

. o N

 pressing funders about these constraints.

-
‘pemporary success as a s1gn they can relax. As
one successful fund raiser sald "The harder
we work, the luckier we get."

N egotiatihg Realistic
Commitments with Funders

found that less effective groups tend to
accep i0Us limitations imposed by funders '
without question. They agree to unrealistic
commitments, short funding periods, and dead-
lines that make no sense for their work. They
go along when funders shift concerns in the
middle of ‘a project.

Of course, thd ideas and priorities of funders
create constraints on your group that cannot be
ignored. “However, we found that it is worth
Often
when you do, you find that funders are open to
adjusting their procedures and do not have
strong reasons for them.
gle to make realistic plans and timetables in
applying for fynds, to press for long-term
rather than short—-term funding, and to plan the
ends_of funding cycles to coincide w1th natural

" bench marks in your work.

»

Look at Yourself — How Can

Your Fund Raising Be Improved?

In this exercise, we ask you to prepare a

.chronology of your funding and use it to reflect

on how well you incorporate the tasks that we
found critical into your own fund raising.
Lo

\

It is worth the strug-

.
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Use the Rate YourSelf exercmse at the
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Have the person most knowledgeable about 3. hegin~- -
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THE PIECES OF THE PUZZLE: 86 CRITICAL TASKS

PUZZLE SECTION 1: .
FORMING THE ASSISTANCE GROUP

PUZZLE SECTION 2:

LEADI

(rate yourseif on' page 48)
»

2-1.
29,
2-3.
2-4.,
2-5.

(rate yourself on page 41)

initial strategy provides focus
strong leadership

.

. ™core staff

initial funds for about three years
initial clients
resource netwo;k

NG AND MANAGING THE ASSISTANCE GROUP
A\

strong leadership
management skills

‘work tegdms-with skilled leaders _ _
"balan 1ng coordination and 1ndependence

headquarters versus field staff
work team size

clarifying jobs *
work overload

. dividing responsibility for

~decision making

. creative decision-making technlques
selecting staff

training staff

. monitoring and supervising work

group commitment

. internal communication

resource network
geography problems
. changes in staff size

.technical skllls o . . K

u:u:u:u:u:u:%:u:u:u:u:u:u:b:

c~$~:«c~$~b

2-20. routine administrative and
clerical work

2-21. increasing administrative support

2-22. clear personnel policies

PUZZLE SECTION 3:
REFINING A SCHOOL IMPROVEMENT STRATEGY
(rate yourself on page 74)

focus on refining a strategy
cycle of assistance and analysis

s

conscious shared strategy
second period of direct assistance
leadership interprets strategy
human systems perspective

central aspects of human systems
focused strategy -

school principal is key

insiders or outsiders

adjusting to local situations
clear language for key ideas
flexib}é materials

|
= wo o~ WLWN

WM O
.

[
—
.

PUZZLE SECTION 4:
DEVELOPING THE ADVISOR'S ROLE
(rate yourself on page 98).

initial period of direct assistance

-1. defining the advisor's job
2. advisor's style
-3. personal relationships with clients
-4, hiring advisors
-5. training .advisors ,
-6, -avoiding advisor isolation. ‘.

v




PUZZLE SECTION 5: ) PUZZLE SECTION 7: p
BUILDING RELATIONSHIPS WITH CLIENTS | ’ RAISING FUNDS . -
(ra;e yourself on page 110) (rate yourself on page 144)

L] ' Y
5-1. taking key people and groups into account . 7-1. regular emphasis
5-2. wunderstanding local history 7-2. diversify sources
5-3. shaping ‘initial meetings 7-3. writing skills
5-4, building credibility and trust 7-4, adjusting to funder pr10r1t1es
5-5. nature and limits of help 7-5. realistic commitments
5-6. needs assessment 7 6;,,pre851ng for long-term funding
5-7. match with client's situation 7-7. using natural bench marks
5-8, agteements om mutual respopsibilities 7-8. funders' shifting expectations

7-9. documenting assistance work

L 7-10. initial funds for about three years
PUZZLE SECTION 6: 7 -11

PROVIDING ASSISTANCE

(rasf

c~d~c\c\c\c\c\0\c\
]

\.ooo\lc\ur.;.\umv—o
L ]

1

6—10

.blending five assistance methods ‘ -

funds for an additional three years

yourself on page 125) ‘ . iy,

doing things for clients ‘ RN ;T - .
blending process skills with substance
concrete help

critical ‘masg among clients

broad network of support

encouraging independent\action
euphasizing skill development

broadening Cllﬁnt group leadership -
client mapplng skills

6-11._cycle of analysis and action

clients become trainers

. making clients conscious of progress

building a vision

internalizing a standard ‘
part.of .a.movement

emotional breakthrough
collaboration among client groups
long-term advisory help [

5.
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We hope that assistance groups across the
country can profit from our analysis of the
experiences of some of their predecessors.

If you do, the four years of effort that went
'into this study will be justified.

Many people contributed to this effort,
including the leadership and contact people
from the assistance groups participating in
the research. They include Doris Beasley,
Jim Wilkes, and Preston Wilcox of AFRAM
Associates; Tom Wilson of @enter for New
Schools; Rosemary Ralph and Floyd Page of
Experiential Systems, Inc./Creative Teaching
Workshop; Jon Paden, Chuck Willis, John
Bahner, and Samuel Sava of /I/D/E/A/; Carolyn
Hunter, Jane Arends, and Rowan Stutz of Rural
Education Program; and Lorraine Montenegro,
Mattie Faulk, Richard Aguire, and Evelina
Antonetty of United Bronx Parents. These
people, along with several hundred of their
colleagues arid clients, gave freely from
their scarce time and were uniformly open and
self-critical in responding to our questions.

*

The original .research team was talented and
dedicated in putting'together the design,
data collection, data analysis, and write-up
for the project. Members of the research
team, directed by Donald Moore, included
Emile Schepers, Manford Holmes, Kathy Blair,
Carol Taylor, Rachel Rosen DeGolia, and Paul
Shane. The research was carried out under
the auspices of Lenter for New Schools, .
Chicago, -Illinois, The ideas of our collea-’
gue Stephen Wilson exerted a major influence
on the .design of the study.

2?4

'A'WORD OF THANKS - .

The principal writer for this handbook was
Donald Moore. Kathy Blair developed the
handbook's design and also contributed to its
substance. Carol Taylor played an important
role in planning and carrying out the book's
design. Jean Newcomer did the handwritten
parts of the exercises. Mary 0'Connell
edited the text. Sylvia Smith ‘and Carol
Robinsom expertly typed the text in its
complex format.

Several people commented extensively on an
initial draft of the handbook. We appreciate
the thoughtful comments of Edward Glaser,
Beverly Taylor, Earl Durham,’ Frederick
Mulhauser, Marjorie Martus, and Robert
McCamant.,

One earlier publication was a particularly
useful source of ideas for the handbook:
Mapping New Schools by Beverly Loy Taylor
(New York: Center for Policy Research,
1978). The exercises on pages 22, 31, 33,
56, 87, and 92, as well as the map-making
metaphor (see pages 84 to 86), were adapted
from this book. |

The original research was supported by a

grant from the National Institute of Educa-
tion entitled "Assistance Strategies of Six
Groups That Facilitate Educational Change at
the School/Community Level" (NIE Grant Number
NIE~-G-74-0052). The resulting report can be,
locaged in the ERIC system (ED #140395). The
héhdbook preparation was supported by another
NIE,Grant (NIE-G-78-0056). Points of view or
opinions stated do not necessarily represent s

.
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the official National Institute of Education
policy or positien. ‘

”.
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We wish to express special thanks to our
Project Officer Frederick Mulhauser and his* ~
thoughtful colleagues in the program on
Educational Policy and Organization at the
National Institute of Education. We appre-
ciate his understanding, support, and } -
constructive advice, ' )

Once again, we hope that the collective

efforts of s§ many who have contributed to . ’ no
this project can be madd useful in achieving

the goal to which all those studied devote so e

much energy -- improving the quality of ' .
school experiences for children.

ERIC .-,

DA i text provided by ERiC




