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ABSTRACT .

A program development and implementation change agent
must be a perceptive individual who: (1) can readily identify all
facets of a given situation and can choose the most appropriate
alternative available; (2) is knowledgeable about the day-tb-day life *
and politics of small, rural communities; apd (3) is perceived as
belonging by the community people. In order to guarantee stability
and permanence of a newly devetoped program, the change agent needs

to involve as many community and school system staff members as possible

in every phgse of the change process, Community members can be useful

co-workers when conducting ¢ommunity surveys, needs assessments, planning
meetings, and public support campaigns. Professional staff members can be

involved in identifying and writing program goals and objectives: .
identifying instructional materials and strategles whjeh~can be used in
the program development process; establishing an ins
sequence; developing a professional staff in=service tMs
and determining the most appropriate evaluation strategy ¥

at hand. Time is the most important commodity in the process of unfreezing

(creating motivation to_change), changing (developing new responses

based upon new information), and refreezing (stabilizing and integrating
changesY’, (ﬁQ; )
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STATEMENT - ‘ﬁ

Although necrqy sevehty-five per cent (75%) of the

nation's populatlpn llves in urban centers, &dpproximstely
[
° 50,000,000 1ndividpals live ip rural bohmunities. Nearily
[ “1' .r" o C

~ tWOfthirdS of. the hatiénks 18;;00 échool,districts are

located in ruralipreas with student bodies of less than

WA
.4 '

2,500 pupilsy = ' ' 5

4

. T 2 . 2 T . .
Thus, tnere!ls 2 need to pay particular atfentlon to

the process of Program deve lopment and 1mplementbt10n in

~rural schools, "hether the system structure is/a multi-

[

"““’Eoﬁsidéreé}j T

Y. APPROACH
" The change agent mus} wérk:with the system staff and : .o

. éommﬁnity memberg;/’UﬁEfof the general characteristics of

rural communities, especiélly in the northeastern gection .

of the nation, is fhe alodfness of the inhabitants., The

o « i -
fy

. typlcal 'Yanree' character can best be described as, one

F;» -

of ‘caution and a recerved trust that must be earned.

K -

It is best,;f the change agent is from the“iocal area

or is, at leest, well agquainted.with the character and

t
‘
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‘nature of small, rural cormunities...The change agent. : '

~—

- —

must work closely with the loczal inhabi%anfs, keéping.

them informed as to'the purpose and activities of the
b N 3 .

] 3

» Chenge process, *

: - . r. ]
Change is generally a threatening process.. liany Y

. -

individuals immediztely perceive loss of .esteem or oo

status, _They'hgvé a tendency to either ignore or react
- [ N -t .

« . ps . . » .,

to tié-situetion 2t hend, Thus, it ig important that

. the change a2gent develdﬁs-community contdbts and takes

-the, time to explain the program development process =

« '

S .

- in ordér to calm anxietie$ and unfounded fears. It is

.
- . <

. -
XY .

vitally important that -community members be.involved in . -
. . ‘ . oy

mindtion and public:relations,. .. .

- both information disse

A

Community lembers. Human inpabitants aré’fhe

5

—_—

greatest resoufcé,possessed by a given communit&. The

‘humen factor decides the character and. nature of the
‘, . :,. ' . // .
community and it is human labor whieh sustains and

gquﬁres‘the system.' It_foliows,thérefore; that if the o

7

process of change is to,occur within the confines of a ™

\
. .

given community that influefitial members of the commupity
. I s . . -

should be directly invblved in implementing that'procéés.

‘ - . ' . - N

-
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- . —— In order to insure the success of change in 5 .
LY /
, -2 - glven community, it is important thzt- community
— K ' . .
=members be directly involved in eveny zspect of
4 . . s A . ‘
. progren development and implementation. with direct

involvement schieved 2t the initial stages of program

deve opment, community inhabitants can be useful

- co-wor:ers when conducting: ,

1. community surveys. Oral and written responses Cos

-ciologg_and'pglitics éf,the local community.

_ ’ 2. needs assessments. Determining the perceived e ’

needs of the community inhabitants regarding the.

.

, ' educetional curriculum and physical plant facilities.

3. planning heetings. 7bfgéﬁizing represéntgtives. Com
7. .

of several community interests and sectors into a work .

D . ’ .
— - ’ -

force for purposes of accomplishing stated goals and

P~ * N objectives. S oo -
, public support ‘campaisns. Activities within

-

¢, . . ) . y o e . ' y_.-\ 4 o B ‘s
the community which are a1ﬁéd\at informing the ‘community- - .

.
3

: ' N

inhabitants and gaining ‘their support for both program

development and implementation.

» . ]

5. task forcé organization. llembers of the

pfbfessional stsff, as weli,as'othgf‘members of the

Qo DT e . ' =) ;

annyg g : M
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- ~ . . i e . . . *
‘cormunity, are icdentifiecd and are directly involved
' \ in progran development é%d implefentation activities.
The change agentshould assess the community ' <j,

s 14 .

. A " . » '3 i . ' . T
. low- eyed disseminetion campaign aimed at gainfng and

. ¢ [}
sol;@ifying>5p§ﬁunity suppi;} for change. =~ . _ . ‘

<«
kY

. ?

/ : '
¥ith thg community's perceived needs identified

.
1

and goals/oﬁjectivéé'for proéham development establishea,‘i

i

/ A}

S

. -the change/égent_caﬁ begin to identify materials and .
- —sfrétegie%{

which can be used o timplement ehange.-

L. . . 1 . :

/ , Again, the change agent must; involve both

S ' . - A . ,
professional staff and communjsy members 'in the.process

of program development, Task force ‘members should be

involved in the following types of adtivities:”
. . s

l: identify{ng an

» . A

Wfiting program goals and

objectives.

2. Identifying instructional materials and strategies|

- —

L - ‘.

1008 e

“

. 4
the .change agent shodld then develop and conduct s 5}

) . . . : ) {

I

\.

» j ' . . *
I, PRO}ZKM DEVEIOPMENT :

. N . . . \ -
~ L.

v

\

trhich can bg employed, in_fhe process of'program deveiopmenfq
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O+ LstaBlishing an instructional time sequence
I *

/ - [ - v -

(2.5, 50 minute periods, modular’ schedules, independent R
, ' \d i - e .

study periods).- e
L . . r \ . .
&, Developing a professional ‘staff in-service :
N .
traln;ng\program. » ) o

-

. . 4

p . . L .
5. Deternining the most appropriate-evaluation -

. . [

- 3 .

strategy for the tasks at hand.

7 o .

s, . L4 - » . . .
. .

‘ihen agsessing the importance and role ¢f each -
. / 3 o o o |
factor involved in the process of change called program S

2

development, there is a need to prioritize the ~

. - . . Ol
¢, - . ‘ v
[ - - hd

-

. ¥ el . o Y. o« 47 . .
gnifieance. of each factor in a-given situation. -

d « & nw'
- S . . »
‘ - : . v
.

/s . i . ."?x\, N . .,
: ﬁoweyer«tﬁqse factors\are-arranged in”om@gr of |

—-effect and- ‘signi flcance toa g1ven s1tuat10n,‘they are. " » 70
- - - ce \ /“ )
,simply'TOOIS that can be used to acddhplish‘anéwimplemenﬁ

‘change. Some of -thege factors ares - . - . ” . -

s
- d

. l‘jstafffviéitatiops to models;lothef clqsgpooms,
f . ‘ . ‘:\ . .
other schoolsL other programs of rnstructlon. L e

monez ,flnancbal reoources.-'

N & Y M

3 neople- staff consultanto and communlty members\ . L

\ L]

L, resources; 1nstructlonal and support materials.,-

e

d 5 phys1cal plant f30111t£e"~ floor space and equlpment.

o

.
Ve °

6. release time and modul&r*schedules.
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14

7 in—service training program(s); demonstna{ions,

. , —
. ~ - . -
-

lectures, materials wor’shops. N ° .

. * T

L 8. community facilities and services.

v

The most important change process commodity is
L] » *
L]

TiMﬁ*ﬁ If the change agent does not provide sufficient
time .foni, - S T . ‘

¢ * ‘ . .

1. organizing oo

. . - 2. plaqning

) ’ . . A
’

‘ 4 developlng | ' N,’_ f

5. implementing B

. 6. evaluat}%g _ R

7. reVisingu.qe then the’%ried and tested\ehange

process strategy Whlch 1ncludes the stages ofV

. {° \,. “r
., .

, L responses based upon new 1nformatlon) and refreezlng \\\
~ (stablllzlng and 1ntegrat1ng changes) cannot’ ocecur,

N . 9 ; ¢
’
.

. Ulthout ample tlme, a program cannot. haVe broad - ’.V

] < based support. Wlthout support a program cannot hag;

. E Y

, ' stabrllty. Ulthout otablllty, a program cannot survive -
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How To "chieve Time. There are several ways by
/ ‘ L) - *,
. ) _ ] S 3
which the chenge zgent can guarantee the time necessory

P
I3 a

to bring 2bout program devbJounent. The cﬁange agent
- A" * v . . . N ' - P
et Ce kqgnly cwvere of the community ~ttitudes and e,
+ ., .
¢ . . L ) - W
vslues,regardipg Zn f*?nluﬂtional 2pproach .and structure
that might smack of bureaucrzcy. If the climgte of’
opinion regerding grganiéation and strucfure is on? of
. LUy S
. ke = o .-
«lxfavor and 'dis truct then the chan*o ageht shou}d’not »
i ‘ v _ . - .
attempt to-develop = highly scphisticated,ﬁhigh%y,publicized

- N te

organizztionsl strategy. To ignore communlty gentiment /.

\, \

and to nrocaéﬁ~w1 th the creation of an elabogpte ,/'-" J
N ,\ ' “x m
oroanlzatlonai §§ructure will only result 1n communlty '

"» o

\\' \ 1

tcust and no. Qﬁ@phrt for program cnanges If’%ﬂ% program,.

,,:',~ ‘ ‘\\( [ '

is not occepted by thew%scél communlty then it; Wlll diel ~

If, on the other hcnd an assessment of the communlty' . ;/.i'

o

. 4 : - ,
encouraging, then thé chenge agent must procée&ﬁ@h 2 ma ler

attltude Toward- organization and strucfure is positive,ajg :
. A . 4

.
2
g

which will insure the strucfture needed ﬁn'o%der/%b ae mblish

tasks., ~ . K .

.
7 -

If it is adylsable for the change agent to initiste \
£ g p

. N \ N ‘:;' ° ' A " ‘/
f . s /
, | ‘ % !
oy k\! \ A\‘,\" ! ¢ [ ’ .
i ) | N
. s ‘(] 1. ”/l\' . / .
" //'- : =
. "\A/ ' \:; ' &. 'i\ )
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and enploy a8 strete 5y that prov;deSvfor time gnd its

—e .~ proqet utilizgtion, then he/she canz{“ o
1. develop a PERT (Program Evzluation and Review

{

“Technique) or critical path networﬁ for the purpose of

£ N . T \ .
igentifyinziiach step in the ‘process of program o
~development and for determining the amount of time

‘necessary to accomplish gach identified tasf . 2
. A ' . {
) . - . 3

. © 2. obtain from the school: system atimini stratien
t \ . / ) ’ 0

. - a compitment to sypport fhegtime;y process ‘of change;
oy : _ This cSmmitnent will be evidenced by changes in -teacher

scheoullng to allow tﬂih to dlrectly partlclpate in )
3) .

L. . _Sﬁ process act1v1tres. o T . : : _ ,

.’

e 3. develdp 8 ménagementkbyAebjectives'(MBd) fonmat

o e et ,\‘r"- ST U R

L ) o thch-nlll clarif& teacher roles and tasks. The 1BO

B ] -\ - 5 o ”

approach.w1ll enable everyone 1nvolved in the chan

Process o clearly understand the part uhey Wlll play : ST
. . in thehtdtal'PfoceSS. Everyone will.be'able to‘identify v T /]

. . . . .
- . : . . LI - .
. ' . ™ . . N\, . . R R

s ¥ o anﬁ‘undenstend both self and other'"s expectations.
U VR ,
- I > " . ' )

L

<L Lo ‘cbntinuai attentionmand-dif%pf invdlvementldf the,changé

-« ’ ~ " Lt N »
s » . . - -

o - e . . , : o
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L’ s 2agent and teacher‘s/admmsi;ratgrs. If a2 program is to . .
Lo e : o .
be relevant to the needé of the instructional process,
" then it must consténtly be evaluated and revised.
- “. . . . B . . B . -
< . N ~
. - VIS R
™ e : = U » -
E A .
N '_"\, A . - ‘.- .
. . ’orgaffiization
i L L Lanming
R : - . \ ‘p amlnb
o | 3 |("
(‘/ ~c ¢ N
t . N . A . \ -
o . > \
&a AN L] ’
}”
¥ . . .. . '
g evaluation . attitudinal/ >
2 ' R behavioral
E . revision ' change(s)
"j!_\ ’ > - -
.‘. . s »
. ,f-,{f', - o o ',": LS el
\ ‘ . . ‘ . v
R - N X - .
! . : )
i -
. ' S - " " development .
- ) . ! " . b4 ¢ . - ‘ \/ i .
|~ - -implementation . . ) . "
* - ¥, . .- [ .
‘. ., PR .
Q d v 3 i -‘ - .
§ v Diagram II. " The Cyclical Process
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- N qv °
[t o .
. [ < e .
L4 \ 5 ~ ’ » . o .
. , ' . - 014, '
) * ¢ ’ i . . ¢ '
‘ » » ’
‘, . — 2 __




- ’ o . A B . A ) ©
) . If change is to Ei/zﬁfgslng, teachers must have  *

- . 3

a vected interest in both thé process ang the product.

It is-the bngnge agent's responsibility to see to it ;
-0 ’ BN . T ’ <

*

that direct teacher participation is achieved. )
. * . . ) ' s

‘ —

-

\ ' . - M

-

\ ! Staff Development for Instructional Enrichment. In

- . LY

most'rural school systems, in-service training for”.

purposes of staffeﬁevelopment is unheard of, lost
' . ’ !

teachers in fhesegsystems look forward to the college or
: . Y . : . .
‘- unplversity level summer Session program as .z eans of 7
1] . LA . . = .

i \:S ] N

¢ : VU 1Y o . :
' v igcq@gil§h1ng oxe or more goals: S _,;;;7—~—*;>

-

Dhe , ' , . " _."{ N
1. enrichinig one's knowledge and/or skills in‘a’

3

13

’

N T t N * .
B

e l_' ... .. given academic;or activities area.. ... ... .. s ﬁ\\ SR
e © + 2. accumulating a specified ‘number of credits for ) 'f

. ’ : ) . 5 ' , . . '
' .purpases'of professional recertification. R » .

3. enjoying & restful, relaxed break from thé Ce
- \ v

- . . Y -
.y
o

‘b ’ Lo . . . \ . . . '
daily rdéutine of teaching. : co S o B

S
» B -

. RPN
4. an opportunity to meet old acquaintances and to - ¢

LY

make new friends: - = . . L

pinion .ef mén& teachers} direct involvement

{oqess of khowl&dge and skills enrichment

‘\ . ~ . -

~ . - . ig a.threatenilhg ‘tpafion bebause‘zloselyﬁallied with




~

seek answers to thelr questlons. " -

!
i - o . v, 1}
.

", . " ﬁ B .
in-service training is the concept offaccodntabi;ity,
Co i . .

z

- !
Fhus,\go oe involved in a program of }n-serv1ce‘?)}
B : ‘ | ' T ;! Lo
training may well lead immediate supervisors and

- . . /
L]

‘gommunity nembers to.ﬁold 2 higher level of performance

# A * woo R ;

expectations. To other professional
e - )‘.' Y. hd B . 1 .
i&ea of receivingﬁinuserviceﬁtraihing.is not only an

ftaff'members,-the

. .,
] LI '

apﬁeallnﬁ opportunltj ta 1mprove one s performance,

~ but’ also a hlehly profe%szonal way of meetln teacherS'
; P . .
1mmediate needs - during the schdol year - when They -

)
) »

B ~\ .. e
' -r- Y
. SR T
y ) b - ' pRY . ‘: .é - ' I3 * ) ,-
The advantageagpf in-sgrvice enrichment are .°

i T

N 4 N ‘. . ‘
\ :\._ " E .«"‘\‘ » . ’ - ’
. several: ‘ o N e T

P -

.

1% locally developed_ppograms 1nvplve classroom

-
- <

. teachers in both goals ‘and objécfives.dévelopment and

haY -, s

- " q . .
K . -

.

gram plannln Thus, these progiems are eftuned to

-

prog

-

_the real’ needs and _concerns of classroom teachers.

-
[

2 1ocaJ% rural school systems can assess the“

-~

“

L3 M ) ”‘

>

.

needs of their staffs*more readlly than can 1ns%;tutlons

L

»

of hlgher learnlng w%ﬁoh are phjSlcally removed from

»

}’che 1mmed1ate claesroom sétting

-

Tpus, in-service
0:. ‘

programs'can be developed which meef immediate needs

N
.

~

tha t zre relevant to the. local situation.

N [ L I

v

|

—~




-

_are developed which meet the specific need

and pr;ofe .35101;1&1 tralmng.

—13— A £ \/
» o Lo
« ) 4 " 6 o o
- . , I
3+ commercial ‘worishops, geared to the needs of

both rural systems and théir facultigs; cen enlist the

A L

well-knovm experts and specialists

N

cervices and talents of
A ¢

who would not normzlly- be mede zveilable to smeller,

-~

. . .
nore-remote systems and staffs,

'+ the thilosdphical bgsis of in-service workshops

.

has

dual chargcter; immediacy and relevancy.. The

>

chertge agent shoula see to it that tralnlng prqgramS'

@

s of teachers .

ané can be conducted 2t a point-in-time “whern most i
~ i - . . N
advantageous to the learning process of students and"
N o : :
teachers, ~ ' | : o \
‘ N N PN ’ .
':/// lhen attemptlng to effeet change w1th1n ER glven

/ -~

‘school or system,wthe change agent will be confronted,

. 'S - -
v . N . . . i
with a wide spectrtunm of teacher attltudes, experle ce

!

Because of this.divarsity

.t\,_.a - v
. % P . o e
in backgrounds and’ ex perience; there is a need for the -

A
RN

chan e . agent to identif and ce 1talee upon 2 common
£ By P

.
-

Aonaminedkam, +hand 3 dm anlas 4Ly L e s

. o -
ERIC .
» W

.

e

L L

] ™,
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&

“w
\ify or ouantlty tha%\epastc w1th1n the characier.
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.
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[ » B
. o » o s t . ~ . 4
- ~In-service training is 2 valuable tool for effecting. -
change in staff attitudes and behaviors., The charzcter
. of staff development should fit the need(s) of the °
: particular situation under consideration. Relevancy to )
Z ‘ " ~ l, - \. . ) . /
* the needs of ‘The local system is absolutely necessary
,' R 1 . . - . K
. 2 T e - . . | ; . v
if the progrem being developed and implemented is to °
y g . c Ll .. /
survive 1nfency and it to blossom iqrto 2 mature, stable
< ".1 ’ " - ' a ., . . ’
entity. The chgnge‘agq t 1s responsible to =see to it that .
' all ‘systen personp#l who are either directly or indirectly
L . o oo . . N
. A N : AN
involved in the:e'ducational change process are identified .
" Srer ! N i oo & !
. ' * and participate in the in-service training program. - !
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A
The atructuré\of Cellular Iearnlnb.

\

process conslsts Lof tfb 1nterrelated phenomena;
. v .
The'se 1dent1flable cellg 1nteract

1

and Secondary cells.,
S ,:.“
constantly to form honeycombed gomplexe§. ‘Jhile Primary
. . . oL Tn L ’ .
cells are directly related tolthéﬂpompetehcies of |
instruction &nd learning, other cells perform secondary \ f ;
' Lo . . . i '
functions which enhance and reinforce affectivey cognitive- \
[y ' B M j,
v, U N f /:.'
and ysyché~motor skills development. : P
- ..n/‘ . . - qlf 'ﬁ
: Ry
» "’ o
A :

N / ‘ . . < .
' . . i M
L° e, ‘/ Loy Ve
. - £ . “/

. . - .’: " ! . .
RS , Diagram IV, _ Primary Iearning Cell
e ) P N - .77 ~ ’ . N e . . o )
) . S : T SR . g . o .‘, ‘
| R N e
: Y Lt .o
L . The environment of the Prlmary Iearnlng Cell U
consnsts of the~da§7to Qay lnteractlons of students}
/;;1:::’ e ) . .ﬁ -~ [} ’ ] . LA
‘tea'-cher%‘z" and o'tudents /studentsl .
‘e e \ . . ’ - N S
) 2 “a . ’ . 5 s C .. : . . N sl L. ™ _‘ R
- “ 'v\'\ _' ° R . « ‘. '- - 7 : '.' v ‘ N 'f\




L .
. ) - .
There .zre several devices 2nd qualities which can

n.‘/

irectly #nd indirectly effect and influence the learning

process. These entities are called Sebondary'Iearhing
: ; : :

. !

i .
9 ‘

Cells.( - . , . . ,E

[

Instructiongl l.edlie Cells'(ILC). A Qariety of -

-

audio-visual media hardware and software can- be used

.

' both in the classroom and outdoors to affect 2nd enrich .

¥ deit— >

. the learnihg process which takes place in the Primafy '

tor -
i

-

Iearning Cells.'fThe prime value of IC deﬁideg lies! .o

“in their ecce351b111ty for utlllzatlon when most

e

Pdvontageous to the processes of. 1nqu1rj and skllls <

-

deveTopment .,

cameras

¢ *

Disgran Vi .Y An IKC liodgl o

wmw | . | g | . _~ . . ”“9\1 ;_:“‘w ..‘. . ,. . ,. .
N 5 N v o . .




tion of the Priﬁg;'

*

of Secondary IliC devices.

curriculum

) organization i
curriculum’ - o financial
specialists - , — ' resources

- B e g .

" elzssroon “*\\\\\__ : _ building

- * N '- i .
. aides _radm nistrat}on

bhysical .
plant - -
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Rural school staff members must be provided the . ~
‘opportunity for in-service exposure to and continual | L

interaction with learning cell devices and strategies.
It is importént to~teachérS'thgt'support.staff personnel

. be recruited from the surrounding erea(s) and be méde

availaPble to assist them in the implementation of

.
-

» L

classroom activities. : : ) . .

The supporj. staff can function properly only if | R

3

adequate local fipencial resources zre made available

f employ{ng.thése“in&ividuals on a short- . -

L]

term contracted services basis. In-most rural communities

in-zervice tralmnb prdgram.‘ The avallablllty of local'

N v

funds is' a real pfoblem which the change agent must

-

& DA . . ¢
recognlze and confront, The ansver to the problem’mmghﬁ

_.“_.o . . -

be 2 one- shot anproach to Sklllﬁfdevelopment wherebyua

1

resdurce person presents 3 release tlme worksnop for 411" .
f\ fooa

teadhérs-at‘a particulir grade level. fThe ¢hange'agent - ¢

can then follovw up this present@tion vith g series of .

>
- .

e
minishaps which are directly relg ed to the toplc and .

[ . , .
. .

are conducted by the change avent or. teachers from W1th1n ‘ /

\ e \.,u

' “ fm‘,:} o
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. 1n—dentn tralnlng program, the support gtaff may presen%

.the system. In this manmer, the classroom teaché}' -,

/
~ becomes a Tesource to fellow teachers and the system !

gains meximum usage of ity professional tedching staff.

Uith adequéte aricial resqurces,available for an
. A R '~

~

demqpstrétion'or micro-teaching lessons, cohg&ct small

. . -
4 L

3 . ' . .'. . N i ’
group wo%kshap follow-up seminars, provide necessary x L
- u a -, ~ /

instructional materials, assist teachers %p\classrooms as

_ instructional aides or video tape classroom agt1v1t1es for .
= , . - . -
teacher %5 evaluatlon. : ' oo

b

e v LD : L
co Community Resouroes. Those new to the'teach;ng .

L]

profe531on, as well as vet rans of the classroom,\should
- g

Ay T
.

-

J
can direct eﬁyd f attentlon to Jthe totalmty of MAN's = .
/ - . ra P

_y/,»dal{y lLfe and be the Veh10£§ by/whleh youngsters are exposed -

1 .

Studenfs e&n be made

aware of the env1ronmeﬁ}él ph@nomena which\effect ahd influence

» Ak o

B o A A S
',"“ ‘ . ,' N - ’ - 4 . - t

« N -
v -

-

~~
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A . o/ . 3 .
~. human inhabitants of their rural community manage

\

v

!

‘ //’- video tapes.Cg/ e e T

o

their attitudes, habits, cognitive learning and values,

. ~
-~ - N

They can oagln to see how their local, communitv is
vy ﬁﬂ‘a * \‘ '
dependent upon the land and nature s resources for its

— I,
. T

existance and survival, They will also. learn how the
,»-\ .

resources, utilize the land and determine their own
l/.

destinies. o

b. Vocational Education. "A program . which emphasiies

~ :‘Q

. on-the job. training can. capitalize upo% 8 w1de variety of, ¢
available community facilities. For those cural or small

N B /

schools that cannot duplicate'the facilities and human

"o

t

reSources of social enterprises*(é.g}, manufacturing
; 3es 0 ( \

plants, retail stores, hospitals, banks), an awareness

[ [P S S e g e v~ e S 7S

of eyz.stinb faollities wltﬁ

\ step to be taken in the

n the communr%y l° the first

v I R )
worPs1tes for purposes of SPlllS acq/;sition and application.
v \ l( .
Student awereness can "be enhanced w1th the use of :

-

, :
l field trip touré'to local reSource f%cllltleS.»;
J / / - . ,J..J"*‘””‘-I: > N ;

+
/ r J
. :\~ P J,»“"‘ e, ,{‘s
. .
{ v F

I

.

: 3. & st speakers who go 1nxb classrooms to Aiscuse

.
I L
N / . .~ N




The” value of resource sitel utilizstion

.

in the

} ' H
instructional process is that sp&ll\schools with limited/

i

‘ , « ,
financ¢inl resources can supplenent ekisting facilities,

» . —

. . '0
‘v staff skills and school)services|of using the
. ~ . b

V- ’
facilities, human skills and servicés of resource sités
— - w2 ‘. ‘ s ' :
' .
ag 'community classrooms* . "In this way, the power of . . . ‘
- ' . ‘\ . 'S . g . . o >
. ' . 4 . : . ' c
»khe, school system and staff fo edudate studepts is .
n ' ' g : - . f “ K
enhanced #nd the, physical plant facilities of the school PR
4 . P ; % Lties che S

< " -

are supplemented arrdl instructional floor space .is intreaged.
. - s " ]

L4 -

. . . .’ - v - ' % B
The utilization of communityresource faellltles g&s . ! c et
., X . . - " o K A - . ~

' claesrooms eontrloutes to the development of ‘a more broad

A

\‘// S .’h - . . " ‘- > ' . -'./“r. ) ” - . ”
hasgec currlculum. ,2 5 :,\ : o ,% ‘ e -
N , \ . \' . o
-One tesk,of'tne ehange ageni ls.tooheln ldenilfy the ,w.e4wvw?_
\w \"- o_‘, ' .
1nstructlonal resburces of the communlty and then t _
- i v ‘ f " ‘ i
\ . . . A . (\

descr;be the 1nstructlonal value of each 31te.. Thie

- B A . v
cataloging of,éite‘phenomena can be pdﬁbiled’inxg'a
hiaw e St > 2,

~ resource document and distr‘butedkto’claésroom teéchers.&
The feachers can use the Jocumept as a community resource + .
. “ . . f(\\ ol . N L ) L * . L
.‘guide and can plan Student ekposurg to selected. sites ", |
. - , .. . L - * N . _' .
4 -y .t « ¥ ‘ h N . '. L . ' { R

when most appropriate to instruction’and ledrning. This~

L]

type 6f document is relatively inexpensive to produce, and

.~

resource which teachers can use for sjveral years,

x ‘ 4

. . - R

f
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S AR
AR ‘I’hus, for, thé‘KSmathl nChOOl SJstem thet cannot
e - N TN Y
) 2fford e:f,pensn.ve resource materwals, the commumt" . . -
. . resource guide ,.cfeveldbed within the community -ausing - .
. c. * - l . - .
. X - community members to assist in the tasks of compiling
. s ,.—-»:’A“',‘ . - . ‘. - . ’ : . . \i ) . ’ ' 4' J
. < s and vwriting, is pn-inexpensive instructfonal tool., .
. R ' - ) . L. . ‘\ . o . S )
’ \ N ! . . * . hd . N
o The School D\ay Concepts Traditionally, the.school ' .
.- 7% " .day hes been defingd by schoo boap‘@é':\sériaol
. ) -\t ; " . . . . D *
< o toL L. . 7 - , s . )
. ! . a@ministrators, teachers, students, parents and - . :
LI ¥ .‘ . . ' - ' . M ‘ ‘ v
' "1 community members, in ggneral, as from five to seven . ..
) ‘ ',’ ) o ‘ ‘/’ . ) . ] . . <
’ - \ ) - ) * ‘e " . co "':/ s . . * ' )
e \  hours of direct teaglfler-pupil contact time. Jathat 1is y
. R 2 . S ' .- e
o " s\ more interesting/ contac} time has generally been - .- ~
. ' . \ , {‘/—\ N " . ..3 . ’ -: i * - - -
) o \\' confined or péstricted to the classr%.u . B
S ' B L - - ' A
. 3 1. THere 1s a need "’f‘,ﬁ’riwéé“ 'pdf‘ﬁ'ﬁ the \7) 1d, OU"GSJ-@E'{ ”‘“_””'h"""“
N . . ' . v , ‘ . N - ” . . . , . -: :"( ..'
, o . - o ., . . . . . M N : \‘\““
S ’/._ o the\ sgfool into thes'prooess of 1nstruct10n.. PR
. o oo . ' . . ) ) a’ C . -. . . . . H .
v - 2's There s‘ ‘8’ need to'build“'a- g'l?eq"t\xwarié‘ty"of Lo
D ‘ . g ) -. ‘ , , -~ R
;k w . - /teacher ac es 1n'to theﬁg h.m, -3 p.m. school day.
3 AT S 3. Lhere is: a need to 1nvolve teaghers in the L ’
. N L
N . ) : 4 ’ ' : [
. . nrocesses of program devalopment and program 1mplementatlon,
N - ) ™.
; . There As-a feed” 'bo :anolve ‘teachers in an in-
\ ‘a “ ~} . .
" selrvice ‘traihi & programy N ' )
. . .'- nc p ) ,'*rg;;-. ' ]
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¢ With the advent of experimental'educatidn prpjects

» P - B - - -

“both in rural*aﬁnfurgen schools' (e.g., ESE: Title I,

N ‘FSEA Titl 'III, NIE's Experimental Schools projeégs)t

. L/T R .
e past fifteen years, a greater emphasis has
\ k. S A
r ' . -

laced on direct teacher involvement in curriculum

-

v

efe lopment an;\team teaching/team plannéﬁg. p

(3

. Mo longer ezn the schoollday'be defined simply as:
- . . _— - ’

'élassroom~relatedefeacher&pupil ethitact time. Increased —
» . ] . , 3 T ~ X

. N

.o . , .
expectations of - teachers, as held by others, regarding'’

- .

-

) o . . ' 1.( -
lesson planning.and progwam development require that

-teacherg;ggrfreéd during school day hours to meet, £;>\\\\—7

- 1

. * “ . ]

discuss and to plan.

- . ' ~

. There are’ several.ways by which certified classroom.

~ el N
. IS A N
s - . - . -

- , - B

" teachers can be released from teaching duties. to become

.
b k=3

involved in some iépeqt of .program develXopment (exg., .

.
| .

i T " ) ) <

R pl%nniqg sessions,. lesson writing, workshops, visitations).
Loy N g . . . - P

[ N ' -~ c R

: _ ‘ ' L . .
" I.:The hiring of certified teacher aides-or;the

“ﬁéreationvof'a pool of.ceftifiqd'*shqrt duty* substitutél
. ] ) .o . - ' x(\

i . . '

! DA Y

. teache%§§ AN
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| ) .
©2. lodular scheduling plans. 2,
s - 14
o . - . - - -, - ' "’r i - B
- ¢ . 3. Early student ditmissal in the classroom.
SN .~ b, Activities are scheduled prior to the start - )
“‘7‘« v N * . B * ’ ¢ :'
. . ¢ ’ . -~ . . . i .
. of sahool in the moxning hours.— .. T, Lo
e . ’ T R <7 ¢ -
. ' DR . N
‘ e . ® —_— )
~ . 'e
‘_' . '~ ;\\S“: . - -
IV. OBSERVATIONS - : \ . -
- . \\ N R .
, . _ t . PN
iy Phere are three other var:.al}e's whlch have a drrect.
. \\/_ - "-.

ct upon small, rural school systems in the northeastern

‘ section o:E\the nation. At times, the three vazl@iables s
. inYsract and have a combined effect upon a decision or w“'-mu..' ..... ‘-'
£ an issue\clarification. In ogther instances, each(varl ble |
) .
_____rately - often moving in opposite directions ~ o
. B .. - N

- u:Lth dlﬁier::.ngﬁd,egreesr oimomentma mLthfust M

[ .
”‘l'\ vt

1, Org@mzatlonal Structure‘ In the northeastern - -

v . section of tne nati\on;_‘speci'fioal].y, northern New Englan/

onNe

'('r&aine, New,:HamI.)shire and Vermont),ithe change agent will
v . Ry

. N\
:«_u.,‘ \ ' ez\qc‘o.unter a x"lde spectrum of orgam.za‘gna:i patterns? " S
‘ 1 '\\ . K ’ 2, -Sohool system t 8 legal- entity (e g, towri or'_.
\ \ - '.!.'chrity) financfailly supports ite oWn schools. 'Thé.sc'h'o'ol't
\L _SJstem is managed by an'elected schoolm‘b*oard and a '-_o 4
. , ) . < :
superintende{nt. of school's: . o . Yook ’ ‘
Lo . . : S -

<

b

tx"‘ T . S N029  : v
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- . . . _
: b. School district: a rural area financially"®’ :
. - [} v
. "~ supports its own_schools and.accepts students from all
S . seetlens of the district. L4 district can encompass more . T
: ‘ R - —
\\\\ ’ . N . i 3 3 - . ; " ‘—
~ \ than one town within a given geographical area. The, -

N system is managed by an elected ‘schdol boand’and a

- \\\{\& .
. supgrintendent of schools. - . " - : ' :
-~ _ |

. t

0

c. School union: a composite-of sevérsl rural ° -

-~ N .
) . * .7 . . ) . .
. & . " ~ . .t
N communities which are'autonomous -~ havipg an.elected L .t
% . - . o sl .
I3 N . 1 ". .v& . - .
g - school board. Each district comprising'the-union . = - ..
. v . ’ . ’ - Y ' ’N‘* - . *
.’, maintakns a school board and the supézintendent of schools
. - ’ ." - ' .‘ . .
. Q. ' . - * T - o "'.I,“ - ’ O .'
1s*generally the.élngle'unlfying force within.the union -

R \-\ . - . N '- . . '.‘J '{1- A . .e' . . . .‘0~
e, X construct. . - T S T SR -
. ) i . ' . ., ' H - s : : . ’

- ' o R * . R . ) ‘: . NS ,;‘ . N
r . d. School administrative. district:‘a legal .
’.\” o ' - c =, ’ - a0 . ' . o
feorganization of previéusly autonompus school districts. ,
. - > ) . '__“', v g . ‘. N N L . '
. * ‘or systems.® Autonomous distriet or system school boards : A
. . .. .o . . . .. .
’ & - R \ _ } ) N o T T I
‘are legally dissolved and a SAD-wide board is elected R
S 1y . N B R . . ., .
. © ot " R - b R * &
" to. terms of office of from three 4o five years., Both
-~ » . . - . . A t . N .. ¢
the reorganigzed .school board znd the superlntep&ent of .
e R TR . . ot . : . L .
- 2 - o - : . A l‘ - . y
PR 'schools zre the system's unifying. forces. R — .
) . ‘. ~ . . . Lo, s N o . o 3 ¢ ]
v MR ot e T .t . - L
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The “organizztionsl structure of ’che\sms&l, rural -

e

- rSysten grestly effects the change agent's performarice

rd

of duties,” The larger, the ‘system in size, the gréester -

. . LA REERENCI -
is the econonmic. base’ of financialkbuppoft, the more-

«

modern the physicel plant(s), the greater the ability

of the system to attract highly.qualified professionals
2nd the, greater the degree of'communi%y support‘for

. . . ¢ \‘n - ) ‘
innovatlon ‘and program development. T
’ ‘N

>

o~ . | .
Since the Korean ‘ar, many independent school

¢

systems have been forced to allied ‘themselves with

>

neighboring systenis for bpfh economic and political

réasons.l Thus, there has .been a growth in the number:

A
o

of school unions and SiDs in northern New Ehg;and.

r

< +
e e ¢ e e e —an 2 g s o e s e — S

over the past twénty years. Cons@l{ééfibn of resources . .

ems that can. . l

v - S

and finances has resulted; in rural syst
S - R

& L )

begin o Bargin for thé sérvices of better teachers,
Q- : : ' \ " o
afford the most up-to-date equipment and materials, and

[T
§ ] _ I -
. .

.provide their students with the'best instructional

P .

programs aveilable.- . . * .

N A




P

A

. .. e )
" 2. School Boards. whEther~in:;ural oq;nrbanf S

N v .

.0 eentersL school boapﬁ/;embers ére'eleéted H&‘the

. N . . Tx v
- ‘,-"f

community populace and ere'charged‘with the responsibility
of overseeing the o¢peration of the schools. In turn,

.tﬁe'board will employ the services of a professional
PR | '

.

advisof;f%he superintendent of schools, and charge him

with the day to day management of the syStem.

" School boards both(ég;e.directioﬁ to and reflect

—
- \

the climate of opinion and politicsfof the oommﬁﬁityl.
“y )
Teachers and other school sysiem personnel are- subordlnate

1
’,

to the board and‘afe hlred and flred by the school board -

-~ ’ ’

with the recommendatlon of the superlntendent of schools.

¢
l

"“"“**”ﬁﬁéhéiéf‘étte ting to effect change Wlthln a rural
AN

\ -n@ LY ! ’ o a
System, the'change agent must« . N

- .

N ’,
- i_q » X,. . . PN
R . -

a. acknowledgs’ the exist%nce of the School board(s)
. " T

—
N

‘/ . - N ., ® 5. . : 5
%~b.\be,%amiliafgwith‘the character and political
o oo T -

o~ ! ' . Cos .
persuasion of eachiand evéry; board member.

‘ . ,

c. Eeep boarﬁfmembers éontinﬁally'informed as to T o
the'progress belng made in program development. _ s )\
+ - d. galn board member suppbrt for the prescrlbed.( ~’{

<
7- o. 3

process.of change that 1s taklng place w1th1n the system.
e, drrecxgy?invqlve board members in sevexnal aspects
' w N .
of program development (eﬁ§jd:?ommuniﬁy surveys, needs -
. . » g "'v o

RN <4 -




-

essessments, in-service tra¥ning, advisory beards). . ‘.

I L ot .o . . ’ '
. R e s R St e e S -

. © The change agent must also develop 2 good Wwdrking

‘relationship with the‘supefinteﬁdent dT'schools."The‘

sunerlntendent 1s not only the change acent's 1mmed1ate ?i-

. ,/f
. 8 s

superidr'and contact '‘with the school board, but aISp ‘the.

.

'épgtact with the.day %o daé oﬁefations of the systen. g

LS

It is the superintendent of séhools who .can bring both
. : . ) ’ " . C
influence and pressiire to ‘bear on individual schoql}boerd o

members and their collective decisions. " ‘ s

>

-

-

% -superintendent of schools can function in one‘of
. - ® v .

£

three leadership éfyles.

The style which he/she chooSes

. ‘ A " “u * K

to adopt as a personal modus operandl w1ll have great

L) e o

. S e

=

t
and 1mplementatlon w1th1n the

4\
s, 0 N
\ -

- .Stzle i l. The authoritaria‘fadmihiéﬁratbf‘make all
1 . t. . \‘ .-V

o decisions and expects others in the chain-of-command to

. ' - effect upon the degree of success of program development .

Ven‘system. R oo e

ta  carry out orders, Decision meking is shared .with no-one.
. - N N .'.4‘. : . . <

\ B : vy . T - - . Yoo T
Style # 2, The laisses-flaire administrator assumes

- . (1} ,‘{ .« * ‘ . o . R . ’\, .
. very little authority and pppvides.almosi-ﬁb leadership. o
T o - . ':,-’ "/ﬁf . -
- . Members of the organlzatlonxgggiete'fbr'power and ~. -(1. ’

b o

authorlty. The leadershlp

, ' 'power is shared by many.

rolé 13 1 S

h“,

\
|

eRsl
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Style # 3. The democratic zdministrator shares his'_ e

authority with others - delegating autnofiﬁy and decision i
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ma ing responsibilities to othérs within the system. The

democratic leader does not #lone make arbitrary decisioris
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v but reiies.upon group consensus for direction and support.
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3. Town lieetings. The town meeting is tradltlonal

in ooﬁh Zhe'. governance and polltlcs of the six New England
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'x " states; Malne, New Hampshlre, Vermont Massachuse ts, "Rhode
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support for Drogram developme t ana 1mplementatlon. . 7

V " publz.c 1nforma lon ~program can mploy. [* .
a. presentauzons to commun1 Y basedfsa;vaéa organ;zatlons. .
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c. presentations to the schiool board(s).
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d. the'é&céuntingfoflaétivities in the annual
.

town report.

SUMMARY . & .7,

s

-

The program QéVelopmént and implementation;chahge

agent, has a responsibility to.involve community

memﬁeré’and school system staff'members in each and-
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evé;y phase of the process of change; from inifial
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planning discussions through to evaluation of tﬁéh/
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Tﬁé'change'ageﬁt must Be a perceptive individual
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- and can choose the most appropriate alternative . ’
févéilabie»to~him/her. The change agent.shéuld be an
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‘indiyidual who is knowledgable about .the day to day
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© life and. politics of small, rural -communities and who
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"+ is one that the.community people-can perceiveas
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- The process of unfreezing, changing and refreezing =~ °
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is both time consuming*and physically'éxﬁausting. Ih
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proqéss:and respoﬁSibi;iﬁy for the product will result
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in commitment -to and .mainteffence of the program. - . . ‘
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