"DOCUMEHRT RESUME

.ED 111 887 . gD 015 315
AUTHOR. : Wayson, William W. \
TITLE Good Multi-Racial and Multi-Ethnic Inservice Prograns
: for Urban Schools. ) '
PUB DATE 22 Feb 75, ‘
NOTE " 14p.; Paper presented at the Annual Meeting of the

American Association of School Administrators (107th,
Dallas, Texas, Pebruary 21-24, 1975) ". ‘ -

. EDRS PRICE MF-$0.76 HC~$1.58 Plus Postage
DESCRIPTORS *Adpinistrative Principles; Administrative Problenms;
Decentralization; Decision Making; Bducational Needs;
Educational Policy; Educational Problems; *Insérvice
Téacher Education;-*Intergroup ,Bducation; Race
Relatjons; School Administration; *School
Integhetion; *Urban Schools; Urban Teaching

\

ABSTRACT . \ : .
This paper examines urban schools serving minorities,

and begins by arguing that inservice development is the greatest neéd -
of"the American school system, one that needs many things. The time
that a teacher spends in effective inserwice activity is more . \
important for the future of pupils than the same amount of tinme spent .
with those pupils. Though the impact of formal instruction is. as
ineffective in an inservice prdgam as it is in most other settings, a-
program of formal instruction is an integral part of inservic
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“Brief quotations may be made with proper citations, L. .
Charles Silberman wrote a book in 1970 in which he described the aeneral atmosphere
of America's classrooms as “arim, joyless" places, qoverned by "oppressive and petty"
rules, in an atmosphere that was "intellectually sterile ang¢ esthetically barren",
He was indignant because he saw children subjected to multildtion-"Multilation of .
spontaneity, of joy and learnina, of pleasure .in creatina, of sense of self," If
he thought that instruction in the classroom waS that bad, he should see the -
instruction we give ourselves, Nowhere in American education is instruction so

" poorly done as when we design it for ourselves. As a consequence most educators
think of "inservice" as "a waste of time, unrelated to my work, which hopefully. . .
will be entertginina." Small wonder that teachers resist or pesent inservice

. training and seek every opportunity to play truant. ' ’

Nevertheless inservice is bia business even if poérly run. The Educational
Research Service recently reported that inservice training costs a total of $8
billion a year. Some portions of that expenditure ao unnoticed because they are
in forms not ususally considered inservice, For example, the best attended, most
supported, most costly in time and money, least effective inservice efforts in
the world are the Masters-dearee proarams for teachers and other educational
specialists, They probably are well supported because they &re'not thought of

as "inservice." They probably are as ineffective as they are for the same reason.

We have too often placed inservice in the hands of the very people whose original
teaching created or at least perpetuated probless in the first place. It strikes -
me.funny that it is considered unethical for a teacher to take pay, for tutoring
one of his students, but no one ever questions a professor chareina to be a cgn- .
- Sultant for his former studeits. But resardless how bad it is, inservice education
e May be expected to continué as a major function in the American school system.,
1> Indeed, colleges and univérsities are turnina to inservice efforts in an attempt
+i to bolster a market that’has sagged because of decline in oreservice enrollments.
© They may find a ready market, because the people in the field, faced every day
€@ ¥ith weaknesses in the system, are avidly even desperately seeking solutions to
the problems they face. The combination of poor results and public pressures
assures that inservice will be bio business because it is necessary for restruc-
turina and rejuvenating an educational system that lost much public confidence
during the 1960's and 70's, ’
| /
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An illudtration of the'neéd, to which I will return later in this talk, was stated °
very well by a teacher participating in a practicum in which arfothes professor and I
‘have consciously structured the phvsical facilities dpd both professorial and student
roles to force each teacher to define a problem that is real for her (they are all. -
women). They are to @o on to_identify several solutions to the problem, Then they

are to select one that will be put into_zetion hefore the ‘quarter is over. All of

the teachers are enqaced in masters—of post-masters work. Qne who alreadv has a

masters dearee and 8 'years teaching experience evaluated the class at mid-term by
bluntly stating, "You dre assuming that we know how to define a problem, to identify
solutions, to ect one and then to implement it. You are wrona. None of my
training or experience to this point has even hihted that I ouaht to know how to

do those things. This is the first class I have ever had that really demands that

I do those things on my own.," ‘
So, I come this morning filled with the conviction that inservice development is the
greatest need of the American school system that needs many thinas. I am convinced
that the time a teacher snends in effective inservice activity is-more important for
the future of her pupils than the same amount of time spent with those pupils., Not
only in_our large city schools servina disadvantaaced minorities, but throughout

the school system the time spent in personal and professional development for staff
members must be areatly increased if American schools_are toe.meet the demands of the
last fourth of the 20th century., Moreover, my comments will be as applicable to a
suburban school servina caucasian children of professional parents as they are to
schools serving a minority ghetto. :

A Sober Look At the Urhan Schools Servina Minorities

The need for inservice is nowhere as visible as it fs in the schools in which minority
students are served, Actually, the need does not become visible except in those schools
vhich have a chanaina school population, 'Ye have neqlected to enable teachers to
understand minority relations both, in the schools which have traditionally served only
minority students and those schoo]k which never see minority students. But in the
desegregated school (whether desedrenated through policies, court orders, or natural

" processes )’ the need for inservice training is made immediately apnarent by visible
evidences of conflict and by lack pf conaruity between the school's .traditions and the
newly arrived child's 1ifestyle, MNowhere is the educators' lack of ability to- teach
children who need teachina more clparly visible. But lack ofpvisibility is not proof
that the same deficiencies do not exist in other schools. Once anain, the needs' of
neqlected minority students may be|the imoetus that brinas about improved education for
students of all other tvpes, if thg problems of deseareratina focus attention

‘upon the need for effective inservice development of professional skills and attri-
butes that have been neglected thrduqhout the pre-service training programs. -

Let us take a sober look at the sch?o]s that serve minority students.

Nearly 80% of minority students in the United States are in schools attended mostly
by minority students, “ost of those schools are in depressed and depressing neiahbor-
. hoods-~crovded, nealected and exnloiged by every form of economical leech our society
can produce: from pimps to politicians, number runners to narcotics acents, ladies
of the nicht to landlords, muasers to manufacturers, evangelists to employers, loan.
sharks to lawyers, thieves to teachers, rapists to,real estate anents. It is a seeth-
ing, all-encompassing curriculum that teaches fear,. insecurity, lack of.confidence,
worthlessness, alienation, and despair. “Inner-city" is a euphemism for a place
where society has forced a hunch of, children to live where they.are associated day
in "and day out and at every institution ¥ith a densely packed population of people
who've been neqléected and forgotten by society. .
) - | .
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The 1nner-c1ty\js a place vhere all of the depressing factors in America ggggety ’
wind up _in one big mess, It's a place where none of the institutions be?&n, nd

where far too many of the people who serve the area feel Jn their hearts that )

"those people" aren't quite worth the effort anyway. Public servants feel that *
the residents are there because the resijdents want to be, not becausé they've

been forced there by extraneous circumsignces. If it really is the inner-city

jt's the bottom end of the totem pole, Yf it serves immiarant populations like

the Irish, the/Polish Jews, the Italians 3nd so on -- it's the beqinning of

something, It takes two or three generations for them to escape, but they generally

do, However, if it serves an indigenous population -- that is Native Americans,

blacks, Applachian'whites -- it tends to be the end and not the beginning. {

"Inner-city school" is a euphemism for a place where society forces kids to be in

a place that cannot achieve its stated objectives. The society that built the
institution is the society that forces the kids into it. The society, .or the system, .
makes it # place where it is very difficult for teachers to feel success and for .
kids to have success. The slum school is a place where all the ideals of a society

come up for tests and fail., It's a place where,.if you have a heart, vou see” human
misery perpetuated and the process causes you to lose the enthusiasm, the zeal and

the youthful idealism with which you came, You either leave it or turn into a

bitter bureaucrat who stoos relatina to peaple as human beinas and beqins to classify
themalnto a few cateqgories, most of which are neaative.

The {nner-city school" is a place haunted by stereotypes. It is seen in an unreal

way by everybody, even by the peonle in it, The stereotypes are all exaaanerated.: One
of the things that destrovs the inner-citv school's potential in the United States

is that the professionals tend to nerpetuate the stereotynés. Teachers and admin-
istrators go back to their nice bridae club at night and tell "war stories.” They
tell about the kid who pulled a knife once several vears aqo. They tell about being
scared to death because a 1ittte airl in the back of the room called them a name.

War stories lend official support to the nrejudicial stereotypes thdt the ignorant
listener holds. They also bolster the ego of the person who tells them,

The inner-city school is a place where educators work their hearts out and go hore day
after’day. not seeina the real successes they have had because they are bhusy looking
for sorie phony successes that peop1g think they have in other schools but for which
they are not responsible, An inner-city school is a place to which the kid comes as

a respite from the other educational forces in his 1ife. Kids in suburban areas go
into the schools alreadv knowina: But in the inner-city we deal with those kids who
have not already learned. The inner-city teachers have to count successes in some
other way even when they aet success in the traditional vays it is easy not to see
them because of the expectations that the child ouaht to already be where he needs

to be tauaht to be, '

In short, it is important that we recoanize that the typical urban schools seryinq
minoritv students, whether they are black, Spanish speaking, newly arrived immigrants,
Appalachian whites or anv. other aroup that is poor -- are not schools in which more
thar a handful of the suberintendents (or the professors) in this country would
voluntarily teach or administer for even a sinqle month., Even if they formerly taught
in such schools, they would not now want to have to qo "back.,! They certainly

are not schools to which those educators will sub'ject their own children.

Thus ve are faced with the soberina reality that the inservice efforts we seek to"
install are desiened to help people do that which we-would not dg. That is a
source of great conflict between the school system that initiated inservice .
programs and the school personnel vho must participate in them, 2;l)at is a major AN
cause for failure in the inservice effort. .

~more - 4 - ,° .
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-So.what Can We Do : ‘ S

%

If those sobering observations have not been too stagaering, let us move to some des-
criptions and prescriptions that might produce an.effective staff development proaram,
I use the term staff deve]onment here to indicate that we must draw away from the"
traditional semantic meaninas attached to inservice. I also use the term to distin-
aguish staff development as a nostt1ue, consciously directed, planned effort to counter-
act the teachings that are 1nherent in the everyday funct1on1ng of school districts;

Inservice education I would def1ne as any activity or force that influences the adults
in a school buildina to affect their students' learnina either by bringing about

new behaviors or attitudes or by reinforcinc a]ready established behaviors or attitudes.
Thus inservice, like all learnina, may result in behavior that is positive or neqative,
conscious or unconscious, planned or unplanned, Inservice education takes place every
day whether we will it 'so or no. The inner-city school has it's own 'compellina
curriculum that presses upon teachers and students alike. Overcoming and transforming
that curriculum is a major requirement for any staff development proaram we create,

Our discussion this morning will focus upon two forms of staff development which are
inextricably related. The first, with which we shall deal only briefly, is the

formal instructional proaram which will take place in the form of classes, courses,
workshoos, faculty meet1nns, and other traditional forms. The second, which we shall
give more attention, is the informal- climate of the school district. This division -
we shall further divide into two parts. The first is the climate within, surroundina
and permeatina the school buildina and communitv, The second is the climate:in the
schaol district which shall be represented by the policies and prodedures that are
visibly used everyday. These three divisions constitute the outline for the remainder
of the discussion. . ! .

?

But before we proceed with that, I must share with you my assumptions about what
education is all about, for any instructional activitv has to derive from some qoal
to which we ‘attach va]ue. I will tell yqu what my agoals and values are so that you
may examine the subsequent discussion to see to what deqree I am true to my qoals.
Furthermare, you may, if your aoals are different, take from the discussion only

. that which will assist you in achieving vhat you wish,

It is my opinion that the predictahle needs of the next 25 years make it imperative

that our schools produce mature adults, persons who can .stand confidently, participate

fully and learn continually in their world, The responsible citizen-adult has the

independence, the freedom and the skills to approach the world as. a series of sur-

mountable probiems over which he has some control, He has the ability to reconnize

and choose from a wide variety of alternatives and the strenoth of character to

accept fully the consequences of the actions he takes. This nation cannot risk the

danoers of cont1nu1no to educate a silent, 1rrespons1b1e easily-duped majority.

by

The one sure thing about the future is that it “be. $1]1ed w1th chanqes, hence, our students
© mbst graduate with the ability to, adapt to and to,exert some influence over chanq~n0

conditions. The inevitable result of that requirement(}is that the araduate will have

to make a variety of choices, the precise nature of wh¥ch are unknown to his teachers. . ¥

The process of choice-makina should be ore of the most important outcomes of educaticn,

Al
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It is my belief that all students, and mot just a select few, have the ability to -
develop those skills for more productive citizenship, It is my further bhelief

that the public school is responsible for ‘developind them in all students reqardless
their backeround, renardless their political clout, reqardléss their acceptability
to-polite society, renardless the difficulties of teaching them, It is mv belief .that
those goals require instruction that enqanes students in the types . of behavior toward
which e are strivind rather than just tellina him about them. PFe pust explore the
world of the school and of his community to resolve probtems that are relevant to him.
Re must learn to collect information, explore alternatives, make choices, take action
and learn from consequences. - . <
If that is true, then the strongest curriculum we can supply is a staff of adults .
who do the thinas that they are trying to teach their students. The staff must enaage
in ‘adult behavior, must be problem-solvina and must bear responsibility for their
choices and actions, .The staff is best develooed to exnress those skills if it is -
surrounded bv a climate of policy and oractice that requires adult problem-solving
behaviors related to the daily 1ife in the school. Practicing those behaviors is

its own inservice proaram which serves two purposes simultaneously: .

. One, it is the process that most effecti ely helps teachers learn the skills-and
knowledae fgr effective professional problem-splvina:

1

Two, it effectively teaches students to enqage in problem-solvina tehaviors by
surrounding them with teachers who are endaged in problem-solvina. It is a living
curriculum which focuses upon what should be the major concerns of ducation‘in a

free nation-in the~1a;te5 quarter of the 20th century, <« = -~r-<~

The Formal Inservice Prodram

Though the impact of, formal instruction is as ineffective in an inservice proaram.

as it is in most other settinas, a proaram of formal instruction is an inteqral

part of inservice development, It should be desioned to supplement the proarams

which ve shall discuss as being part if the informal climate of the school. It

can do that instruction in specific skills, attitudes, knowledqes that will com-

pliment and reinforce the problem-solvina in which staff members are engaged in

their daily 1ives, The heart of any long-ranae plan must be to develop school

personnel to deal honestly and directly with the issues that confront them in their

daily work. They have not agenerally had any education in how to deal with the issues-

currently facing schools; therefore, they must fall back upon practices which have

little utility unless they are provided a oroqram that makes it possible for them .

to learn and to engame in anorooriate action, The school system, just like a

bus{ness enterprise that faces new marketing problems, must redevelop its personnel,

The school district miaht establish an office of Assistant Superintendent in charge

of staff development, student ‘relations, and minority curriculum, Or, the school

district-minht assian these functions to appropriate and able assistant Superintendents

already on the staff. This office must be installed in the school district in

ways that qgive it more chance for ‘success than the typical emasculated Human Relations

offices we've-established in the past ten years, The persons who fulfill the functions
- should be chosen on the basis of having skills to develop effective inservice proarams

and tq communicate well with teachers, students, community,members of all tyoes. In

larger cities these functions would need to be assigned to the-sub-district rather

than the central office because it is essential to have the programs and the services
. Closer to-the schools, y : !

3 ~,6 .
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3 .
The functions of this office should be staffed sufficiently and supported financially

well enouah to provide staff development services to all schools in the jurisdiction, .
That staff should provide continuinn staff development to the schools most affected

by minority enroliments. In addition it should oprovide inter-arouo exneriences for
=schools that serve predominantly white middle-class students, whose teachers also need
instruction in minority relations and in mninority 9ontributions to our Society., Staff
members in this office, supolemented by outside co sultants, could provide reaularly J
scheduled courses for the teachers that could stpfke directly at problems that are

keenly felt by teachers and administrators. e state education department and or/some N
collene could be induced to provide credit fot such courses if that is felt to be an
inducement; thouah many teachers would take/the courses in order to solve some of their
evervday problems, The teachers association or wnion dlso micht sponsor scme of these
courses, The kinds of experiences that staff members in these cities indicate that they
need deal with such topics as: - ‘

¢ The effect of Drejud}ce on one's self and one's puﬁi];

° Inter-aroup relations and conflict manaaement .
® Classroom manacement (including not only dicipline but new organizational

patterns) \&
Social class influences upon learnina and upon the schools in America Y
Black experience, culture and role in America Y

Appalachian experience, culture and role in America
Minority national.arouns in America .
Organizing schools to teach self-discipline
Participatory manaaement for schools .

Urban problems .in our city

Problem identification &nd solution

Group decision-making.

“0¢c0 0 0-0 ©

¢ ©o o

Obviously the staff development personnel need skills for workina effectively with
adults and they miaht he of the tvpe we hope to find teachina collene courses, but so
seldom do, Some miaht be recruited from the staff in the school district and others
may be found in other places. The staff in this office should have three types of ,
personnel: full-time,part-time, and consultent. Such personnel are now beind trained
at Euqene, Oregon; Ann Arbor, Michigan; and at Bowling Green and Ohio State in Ohio
among. other places, < ' )

The personnel and human relations, office should heln school staf?s-develbp'power to .
solve problems, They should provide services to the schdol faculties beyond the of'er-
ing ofsreqular courses, These personnel should be selected, educated, and organized

1

1. Supplyina human and material resources necessary for,better“hhman : .
" relations in the school, ., : ‘ : _—
2. Securing additional resourc es upon request, from schboT buildina
staffs, This mayv be done partly by establishina agreements with other
community agencies. . '

3. Helping school staffs identifv problems, They should help peoole see
that somethinn.needs to be done, but should not attempt to'go it for them,

"
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4, Kssisting local staffs in the community to deveiop skillsfor solving
_ their problem, - - _ Sy .o

s N -

. . -t P -
5. Informing the total cormunity abog} the problems and”successes in the
school, . :

6. Holding personnel accountable for tetter human relations in the school,
larcely by brinaing to their attention the contribution that they make
to particular human problems, * .

7. "Continuallyv develoning skills and knowledge that will make the central
office a scurce of new and creative ideas and practices for promotint
better relations among all parties in the school commynity.

8. Providina a'sounding board for local staffs to test out their ideas and
proposals, - . .

9. Protecting the riachts of all persons in the schools by acting as ombudsmen
throughout the system,

The formal inservice nroaram, of course, is most effective when it is ipextricably linked
with daily activities. lherever possible, it is advisable to have teachers and principals .
who are to enaaqe in an activity participate in planning it themselves. The Columbus

" Education Association Ruman Riahts Commission, for example, has organized its own set
of courses and has recruited university personnel to instruct them. Heed]ejs to say,
attendance is high and participation is avid. The three courses they have initiated
this year were entitled "Dealing with Pressures Upon Teachers,". "Teachers as Change .
Raents,” and Teachers Roles in Desearecated Schools." They are currently engaged in -
writind proposals to secure f8ndina for some intensive retreats desianed! to prepare
teachers to teach in integrated school situations. )

Much more should he said about an effective forma) instructional proaram. But Since

time is limited and anv formal instructional proaram will have extremely little impact
unless it tdkes place Tn a total oroanizational ‘atmosnhere that supnorts the instruc-
tion, we might moré wisely invest this morning's attention in the necessity for creating
a supportive clamate. A ’ .o : . I

.
.
x

“ The Informal §n§ervice Climate Within 'the School Buildina - ‘ Y

_ Staff developrent must ‘focys on matters that have-gut level (not mind level) sianificance
,for ‘the participant. ‘e have always assumed that teachers were interested in methods of
‘teachina subject-matter and that focus.upon, such methods.was the best route to effectively

" Jdmprove educational proarams, Nothinm could be further from. the truth, Teachers.qenerally

| find instruction in subject matter teachina rather borina; it enmoages their mind but not

* their commitment, Furthenﬁoré.the aut Tevel‘problems in which teachers enaaace are much more

- intense and much more close to" home' than the probleris of téaqhing‘subjects.

Too,many decisdions Have -been”taken from teachers over the past half decade. There fs
nothing truly importint to them or ‘important to their teaching ‘about which they have
to make décisions, It is all done for.them. The schedule tells them when they will
teach,’ The curriculum and supervisors tel] them what .they will -teach and what materfals . .
,they may use. The principal or, the guidarice denartment tells them who they will teach.
There js really nothing important left., ‘hen individual probTems arise, they are sent.té

., some specialist =< the readinn teacher, the. auidance-colnselor, the psychologist, the,

social worker, the paraprofessional, the visitina teacher; or the Title 92 noSg-b]oWéy.A

- N L .
v ’ k4
Q i . 4 8 . Lot -
: R .
’ - M >

1 .
- - .




L .- ‘ & ’ ) Hayson--page 8
- T8 . . N -
K . . BES 1

. ? . % {1' o . .

In large cities the situation is simi for the principal, Mearly alT important
decisfons. are made elsevhere, leavind very few aut-tevel, qut-orabbina reasons for
getting-involved in staff develooment proarams. Each school buildinag should become -
a place ,in which teathers, principals, and all other staff members learn to identify
read probéims--bdth shert and long-term, A1l staff members are motivated by that
involvemest to identify several alternative ways to solve those problems, are encour-
aged to select one of those ways, are endbled to put their choice into effect, and
are permitted to learn from the conseauences without havina their responsibility
eroded or usurped in a manrer that preyents their facing up to another.set of problems, {
Such a problem-solving climate is essential for, the kind of communication, belongingness,
and commitment that is necessary for creating & truly educational school, Good schools
are, in' the words of, Silberman, “less an apnroach or method than a set of shared

. dttitudes and convictions about the nature of childhood, learnina, and schooling.”
Sharina these attitudes and convictions can only take place after many interactions in

which the staff tries to apoly their philosophies to real live actions in the school ~
and do’ so in a way that encourages constructive disputation and learning from the
consequences of one's choices, : : ¢

The school organization and administration. that takes away the teachers responsibility to
make important decisions about the instructional nrocess denies the teachers not only
the opportunity to learn skills but deprives them of the personal self-esteem and self-
confidence that is essential for good learning and qood decision-making. The U.S.
Commission on Civil Riahts in the book Racial Isclation in the Public Schools pointed
out that the weakest 1ink in compensatory education is "in the attempt to instill in a
child feelinas of personal worth and dignity in an environmént in which he is surrounded
by visible evidence which seem to deny his value as a person.” The report went further to
say that better services in a school will be effective "only in a setting which
supports the teacher's effort to help each child to urderstand that he is -a valuable
! person who can succeed," The Cormission has stated the essential minimal condition for
Xlearninq which is that the learner must feel confident that he can exert some control
10ver the environment in which he finds himself, He must feel valuable, and needed.
iSome call this esseritial inaredient “"self-esteem," Such a condition is also essential
for teachers' learning, An effective staff develooment proaram must be founded on a
“‘climate which places confidence in and imposes résponsibility upon teachers as problem~
solvers,  That, of course, cannot hapeen so lona as teachers are imprisoned in their
isolated classrogms and kent from meaninaful interaction with other adults..

Many mistakes ‘are made 'in the process of involvina teachers in decision-making. - We —
assume too readily that a faculty or staff is a oroblem-solvina aroup, when, in fact,

most school staffs are’a aroun of strancers who talk to one another only about insig-~

nificant matters and interact with one another in shallow wavs. They are an aqqlo-

meration of stranqers, A major purvose of any staff development proaram must be .to

create the condition$ which enable them, indeed forces them, to ggcome a problem-

solving group,

N

A part of that same error is the assumntion that people in a school.share a common
purpose or understand any common definition of what a statement of purpose means.
It is not a problem-solving staterent, but a problem-blockina statement, when someone -
in @ group of educators rises to say, !e are all here to serve the children." School
personnel often are in a school foF many reasons_other than servina the children and
very few school oersonnel share in a common meanina of what, actions are best servinqg
,the'chi]d;en. Any apod staff development prcaram must provide an ooportunity for
. people to0 share their meanina, define their purposes, and debate them as thev apply .
"" to real Tife situations in order to hammer out a true sense of common purbose. The two
most common causes of ineffective behavior in an oreanization or a aroun are (1) Lack
of clarity about what the task is and (2) lack of conaruence amona expectations for
Qhat particular.people are supposed to do. The inservice development program must
Qo - : 9 . PRI
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. provide an ooportunity for clarifying both of those %or establishing éommon'basés
from which they will be acted upon, : : ' -

Staff development in schools too oftem has focuséd upon isolated seaments rather com-
plete decision units, Staff development is not for teachers alone., Staff development -
1s not for a group of nrincipals called toaether alone. Rather, effective learning

and productive action takes place when the full ranne of personnel in a school building
are engaged in mutual problem definition and problem-solving when their discussions

are unhampered by status differences. ‘ e . K

We generaTly do not allow enouah time nor do we create the conditions in wﬁ?hh groups .
can form and formulate problem-solvina capabilities. I recently met with a qroup of
scholars and princioals from around the country to work in a.two-day conference to
sdevelop recommendations for improvina the princinalship. It took that aroup well over
half a day to reach a point at which it could make a simple decision to break down

into smaller workina arouns, 1 was reminded of how frequently the principal will call
together a aroup of teachers and say "!le only have 20 minutes but we have to develop
this readina curriculum," It is an absurd acesture agd is not true problem-solving,

The staff development program must permit sufficient time for groups to achieve problem-
solving capabilities, . ' ‘ : :

. ) :

The final problem that we often see in staff development.is related. to'the utilization -.
of Teadership. We assume-too readily that assiqned officials are leaders in the

group. However,in most city school systems, the principal is a newer arrival than

most af the teachers, and he is looked unon as a transient who xill be transferred a

few months or years from now to another district, If we rely upon.assiqned officials,

* then, to carry out the functions of leaders, the qroup will be denied some very
important contributions., lle must create opportunities for "natural” (or "emergent")
leaders to fungtion effectively and to call together the group contributions in a
manner that will be productive, Do

s

The Informal Inservice Climate.of the School District , *

The organization and operation of city school districts often works against most of
the goals and practices that are necessary for effective staff\gfvglopment. City
schools historically were organized to assure maximum contro) to® assure standardized
practices, Personnel were selected into buildina princivalships and central office
positions because.thev were loval to centralized direction over curriculum, finance,

" personnel, and procedures, Decision-making and problem-solving were functions of
higher authorities; thus, few people learned or practiced®skills'that would make them
Hecision-makers,orﬂprob}emesolvers. - . T

[4

. 50, the standard qbeﬁéting policies and procedures of the district are a hidden -
curriculum that teaches teachers and administrators to be dbedient, to deny problems,
to push decisions upstairs, to nlay it safe. And that standard operating curriculum works

‘agginst the welfare of culturally-different students.

Teaciers, |ike any other, learners, learn from the world around them. They learn most
from the people who are imnortant to them, The, teacher who serves minority students is
surrounded by a world that justifies actions that harm minority students. The teacher .
is surrounded by colleaques, bosses, officials, citizens, institutions and policies
that hide, ionore, or are blind to actions that detract from the mifority student's
education and deny him his future, Manv of the imnortant others even punish conscien=

tious attempts to assure the student a proper education. This web of standard, accep- .. .

table oractices and expectations is the hidden inservice proqram that can defeat all
ordanized inservice efforts to imorove -education for minority students.

t
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h Ng other inservice program can do sosmuch for so little cost to improve teachers'
. productivity with their students than creatinn a climate of policies, procedures,
and ‘expectations that unequivocably support teachers whgse actions demonstrate faith
and respect for their students and unyieldingly pnohib&?sprejudicial, patronizingy //
humiliating, unfair or miseducational treatment, e . .
s . . P .
In case there is any doubt, let me say succinctly that the standard operating policies
and practices in most "(but not all) school disgricts teach personnel to do karmful
‘things to students (particularly minority students) and supports themiig\doing so,
a . - v ~

Let me gibe/i:;;/tbnéeexamnles. They came. from particular situationsg Eht you can

:find them in_any school systemi . . -
-“(1) Girls in Galoshes ;‘ \ ‘ \ \;>,\‘

(2) Educator of the Year

[Tell stories from %i]es]
- (3) Emotionally disturbed

(4) Madison was a good school to integrate

The major role of the suverintendent must be to chanae the policies and procedures that
" support personnel in actions such as those. He can do this by clarifying expectations.
*“and by establishing explicit procedures which quarantee that clients will get fair and
ethical treatment, * Me should not underestimate the power of the superintendent's and

board's expectations because subordinate personnel are highly trained to please
. authorities, : :

T e I T I T < e U P A TE 0 ol vapmTar ger my e P
But we should not rely entirely upon expectations. Veteran school personnel are wel}
equipped to nrotect their habits. HMany an excellent educational leader has had his
educational visions destroyed hy the people upon whom he had to depend to carry them--
out., I've seeh qood edycators' rendered helnless by the elementarv principals, by
ytheir own assistant superintendents, or by the P, T, A, in conjunction with key high
- school principals. ° S o

“

So, the change of climate depends as much on a chanae .of processes and orqanization.as
upon expectations, The key is to install practices that push decisions back dofin in .
~ the school svstem until thev are beinqg made closer to the problems and until personnel
vho nmake the decision; will learn from the consequences. Lo ’

There isn't time to treat that very unusual practice in detail. Since it aoes acainst the -
common practices that have slowly and imperceptible taken away responsibility from teachers,
principals, and second- and third-level personnel in the central office, it is tougher to

. do thah it sounds. But there are 'some school districts that are.at various staaes of

doing it, and we mioht learn from them. Some that are tryina to bring about more ..
responsible problem-solving at the school building level are:

‘ Lansina, Michinan _ .
Nashville, Tennessee (on the way)
Broward Countv, Florida ’
Newton, Massachusetts . ,
Berkeley, California , " _ : o

Eugene, Oreqon
L J ‘ - ]

-
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~The general guide]ines{are clear, They arewembodied,ip these seven general principles: |

(1) Everyday practjces should cShse{;ﬁﬁ;support instructional problem-

/ solving in the local school bgiTding.and its community, -
(2) Everyday practices should require teachers+to make the decisions 4
’ about what will enhance learning among the pupils for whom he and

-his coll?aques are responsible, ,.

{3) Everyday practices should sgcure and develop leadership at all levels
of the school district--first, by creatina a climate that causes = . -~
leadership to arise and secong, by recruiting and traintng adminiss
trators who ‘can foster that climate, :

.’i4)- Everyday practice should permjt individual schools and individual
groups of teachers within each school to be different from other
schools frn the district., _ o ¢

(5) Everyday practice should onen the schools to greative participation

by as many community resources as possible.
(6) EVeryday practice should make personnel in the central office serve
as staff for principa]g and teachers,

< (7) Evéryday'practice should place top priority on the auality of
. service to-individual students (no matter what their race, ethnic .
- . origins, or fimancial status), ° . fi/

Although the point cannot be fully developed in this speech, it seems very important to
emphasize the role.ef the principal. Common practice in the principalship does nb%
provide the leadership that is needed, but the evidence of twentv-years of ijrinovation
and change in publ\jc schools makes it inescapable that the school principal is in the
key position for imbrovina practice in America's schools, The normal ways of selecting
and appointina principals not .only do not assure the leadership or the jmprovement

we need, but they us y undermine it, Relvina-on that evidence, we can draw one
message of importance to schobl superinténdents: , . '

" NO OTHER FUNCTION GIVES THE ‘SUPERINTENDENT. SO,MUCH POMER TO EFFECT IMPROVEMENTS IN
SCHOOL DISTRICTS AS THE POMER TO APPOINT AND ASSIGN SCHOOL PRINCIPALS., It is unwise
to miss the chance by letting it hdppen the way it always has. - : \

‘instruction in multi-racial and multi-ethnic school districts. The fou :
inteqratiop, isolation, time, and collective bargainina, 1 shall touch each only
brieflyy but I hope with enough insight to lead to greater depth in our questions

. q R - . |
- Before we close thjs discussfon, I want to tduch upon four issues that v{;illy affect
rare

an answers, . . . .
n nw. // N E ) .
Intearation, It was said to a Congressional ittee, but it bears repeating over
ana over again: . -/ ,
o “The basic weakness of Title I is that it encouﬁaqes )
7 (though it does hot reauire) that somethina special

_be ‘done educationally- for disadvantaaed childreh
apart from advantaaged children, The princioal re-
T source pubtic schools can provide for disadvantaged
children.is close educational contact with advantaged
i “children, = - ‘ P '

.-*“uu‘ﬁ . o : K - § ¥
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> Children in any school learn more from the other ¢hildren in the school than from
all other school resources combinad, For an.educator to force children into schools
vhere there 15 not a full-ranae*of experience to-hbe shared amona the students is_not only
» denyinq students their most educatiomnal exneriences, but it is as educationally unsound
and as professionally. unethical as though a doctori were withhold best medical .
practice simply because his patient.couldn't affor it. : . ‘ .
’ ‘ : . .
I would be neglinent if I ianored what all of my personat dnd professional exnerience
tells me: That minarity and dominant-cultyre -studénts must be educated tocether

if we are-to capitalize unon what each has to aive the nation. Senreaation is the most -</////

powerful curriculum for teachina all citizens that minority children are inferior, 5
- Desegreqation is in itself a powerful positivés curriculum.for improving 1ife exper-
jence for both minority and dominant-cultyre &hilcren,

When deseqreaqation is accomoanied by conscious efforts to teach intearation, it is-
extremely productive not only for improved’1ife-experience hut for traditional aca-
demic learning, Part of those conscious efforts to intearate, of coyrse, is a strong
pervasive staff developrent effort such as we have outlined above:

Isolation. If we truly want to educate teachers (or administrators) to educate i
minority students, we rust not confine our inservice efforts to teaching inner-city -
.teachers to relate better with' their students and 4o do a better job of instructing
them. Ve must also educate.every teacher vho teaches onlv children of the predominant
culture to recoanize that the "problems of the minorities™ are problems that they help to
create. They must learn how their teaching affects' minorities as they pass along

their prejudices or do nothinq to counteract pervasive societal prejudices among

their students who will become the next aeneration of lawyers, legislators, school
superintendents, real estate acents, and employers,

Consequentlv, our multi-ethnic staff development efforts cannot bR isolated and focused
only upon staff,members who are in daily contact with minority children, although the
techniques for staff development probably will differ for staff members who never

see minority children. : 3 - ‘

Time, Mearly every audience I talk to asks, "here will we get the time to do staff
}aevelqpment." If we can aaree that staff develonment is not an extra but vital part
of whi¥jfteachers do, then we can find more time, Ve can trade. off haby-sittina tirme
to get more inservice time, Parents can understand that time spéent with children is
not vell-snent until we have learned rore about what ve are doina with them, . It wil)
be more difficult to aet teachers and administrators to see the same.point, They
believe that they are functioang onlv when they are with children, ) .-

- [ S

There is a areat deal of time that we mis-spend in schools, If we chanae our priorities ’
toward staff develooment, we can find time, and much of that timegyill be considered gqood
use of the normal school day, District-wide "orientation"-sessions are an educational

" waste, Faculty meetinqs are devoted to routine matters,” Large-qroup instruction,
paraproiessiqpa]s and vofunteers can,be used in many ways that free other staff members, -

”

~~The. quality of instruction is in no way related to the time soent im instruction,

Acting upon that fact, we ought to be less concerned about how much time is spent in the
" classroom and much more concerned about finding ways to imarove the auality of the time
vie do,spend. Ve cam re-allocate time from classroom coverage to staff development and
still do as ﬂsll-—and probably better-:in he]piﬁq students learn, 'k

-
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ColTective Baraainina, School principals, “Particularly the less imaginative ones,
tell me that negotiated contracts are preventinn them from exercisina leadership.

They feel that staff development is harmed by contract provisions that limit the numbers
and length of meetinas they can call, Even though we have to grant that some contract
provisions can harm an educational proqran, there is little truth to what those principals
say. Before there was a neqotiated contract, those princibals were blamina something

else for their inability to help their staffs improve their programs, The fact is that
the contracts have depr1ved administrators of nothing but the right to act arbi-

trar11y.

Furthernore, the contracts are decisions in which teachers' oroanizat1ons have
participated; therefore, they share equal responsibility for making them work, The

. neqgotiations process can be a wav of 1nvo1v1nq teachers in activities that they
historically have felt no obligation to perform, It should be clear from the dis-
cussion above that it is hiahly desirable to have teachers heavilv involved in

decisions affectina their instructional practices and,their own 1nserv:ce,deve1onment

For that reason it is hiahly desirable that the teachers' association or qn1on should be °
respons1b1e for operating much of the staff develooment program, )

-
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