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- ~ Introduction:

-

- The Response to Educational Needs Project is highiy complex: it encompasses a

P staff of approximately eighty~-fivepeople; operates in fifteen schools; functions
?: within the educational and political context.of the District of Columbia Public
- Schools in general, and specifically within Region I; works with multiple - .

gr constituencies; and, administratively, is directed by several layers of management.
— Given the iﬁherent intricacies of the program, and the numberous and- diverse

£~ actors who together comprise the cast of RENP, it becomes important to understand
f7 how broad, educationalipolicies are generated for the project, and further, how
- thesepolicies are "transl;ted" or operationalized into educational action.‘ That
;A _is, it is.critical for policy maxers and funding z2gencies alike to ascertain the
- degree oflcongruence between the intent of the proéram, as defined by those

L responsible for generating policy, and the reality cf the on-the-ground program.

In the case of RENP, there are several potential contributors to the pelicies

re whichngovern the program. First and foremost of these is. of course, the

~ - Anacostia Community School Board (ACSB), which, according to the origihal program

r? proposal and subsequent continuation proposals is the "major poli:y-making body"

:: for RENP. Thkere are however, several other formally-constituted groups which

;: should and do impact upon program policies. The RENP committee for example;--

(. Tepresents the operationalized invoivement, in many cases of the ACSB. This

R committee, c0nstitute&cboard'memﬁers is responsible for déciding several policy

B issues, and for monitoring the Project under the aegis of the board. Further,
each parficipating RENP school must, as a prerequisite to its participation,

N form a Local School Board (LSB), which is responsible for setting the educational
policies of its particular school, and as part of its duties, for setting RENP

- policies idiosynchratic to that school. Finally, each participating school
must constitute a Unit Task Force (UTF), which is responsible for the daily

monitoring and policy operationalization of RENP within its school.

4
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In many respects, the RENP Committee and the Unit Task Forces serve analogeous
functions, the former at a regional level, and the latter at the level of the

local schools. They are further similar in that each shares the same mandate of

ensuring that broad policy decisions, made by the ACSB are accurately transposed
into educational activities.

The purpose of this study is to examine, in a limited fashion, how policies are
made, communicated, and operationalized. Given the short duration of the'study
(about fhree months}), it does not purport to reflect an exhaustive, éompre-
hensive analysis of the program, Rather it focuses upon three broad .policy
issues and related sub-questions. The;efore,.this study should be construed as

a preliminary examination of project policy generation and operationlization.

How were the issues to be studied selected?:

The selection of issues to be examined as the foci for this study entailed a
three part process. First, the contractor proposed the broad question delineated
above; namely, "How&%é Broad policies‘beccme operationaliz€d?" The contractor
further suggested that this issue be resolved through the examination of

three recent policy decisions made vy the board. This suggestion was simultaneously
submitted to the National Institute of Educafion and selected members of the
Anacostia Community School Board. Subsequent to the approval by thé Institute
and Boazd meﬁbers, of the major purpose of the study, the contractor reviewed

all of the Board minutes for the past two years, to generate a tentative list

of policies which might be examined for the study. This list was submitted to
the Institute and the Board for simultaneous éo;;ideration. After receiving
input from Institute and Board personnel, the minutes of the meetings of the

RENP committee were culled, and a final list of policy decisions was selected
for scrutiny. Thus, the decisions which were ultimately selected reéfgct issue§

considered iﬁborpant by both the Institute and the Anacostia Community School Board.

5
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¥What are the issues that were studied?:

~

The process described on the Previous page culminated in a list of three policies

-

generated by the RENP committee and approved by the Board, which served as foci
for this study. Those policies are as follows:

© The Local School Boards shall have a direct involvement in their schools!
dealings with concerns of importance to their local community.

T T

© The Anacostia Community School Board shall have a direct involvement
in the schools of Region I, dealing with concerns brought to them by the

{“ Local School Boards as being untreatable at the local level.

- O The Unit Task Forces at each school shall include in their composition

~ at least three parents and one student, to provide direct input from the —
?; community to RENP. -

.. While there were several other policy issues that could have been studied, the

- nbove were selected for two reasons: first, because, in their aggregate

Tf the issues listed above touch upon three of the most critical policy-making and

N administrative components of the project; the Board, the Local Schools Boards,

:} gnd the Unit Task Forces.

f? Organizations of this Report:

The remainder of this report is divided into three sections, each corresnonding

o

to one of the policy issues delineated above. Within each section the following -

{_ kinds of informztion are presented:
. What does the issue being studied mean in the context of the program?
L What are the sub-issues, if any, which relate to the primary issue?

Who generated the policies under discussion?

How were these policies communicated to those affected by them?

How were the data collected?

What do the data indicate?

What preliminary conclusions can be drawn about the issue being examined?
What are the recommendations, if any for improving the operationalization

of similar policies in the future? :
What were the "policy facilitative strategies" Present in the implementation
of these policies?

—

OO0 0 0O OO OO

s
(o]




158

— . 3

Y

5

Facilitating Successful Implementation of Policies

As mentioned in the introduction, it is the intent of this study to examine
;hree selected policies of the Anacostia Community School Board. . Specifically,
the study will focus upon the origin of these policies, how they were communi-
cated to those whom they affected, and finally, how they were implemented. The
literature on planned educational change suggests that policies which are suc-
cessfﬁliy implemented, that is policies whose operationalization is congruent
with the intent of policy makers, share certain characteristics. In other words,

previous studies of policy implementation have revealed that there are certain

“’strategies which policy makers can employ to augment the likelihood that their

policies will be successfully implemepted. Conversely, in those cases in which
policies have not been implemented or have beén imperfectly implemented, most of
these strategies have been absent. In this chapter, we will briefly describe

ten strategies which have been used in the past by policy makers to augment

the likelihood of successful policy implementation. We hope that these
strategies, while not absolute, may pfs;gde a context within which the policies
analyzed in this study can be examined. In subsequent chépters, we will note
which of these "policy facilitating strategies" were present in each of the policy
issues examined in this study. These facilitators which are normally present in
instances of successful pgl}cy implementation have been largely gleaned from three
sources. These'are as foli;ws: 1) selected literature on planned educational :ﬁfﬁﬁ
change, 2) our own experience in working with both RENP and other programi 3) the

experience of key staff at the National Institute of Education in working with both .

RENP and other programs.

The remainder of this chapter will briefly deiineate and describe ten such
strategies whose efficacy has been tested historically in both RENP and other

successful educational change efforts.
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Value Orientation of Policies: In an article written in 1961, Robert Chin .

and Kenneth D. Benne suggest that one characteristic of successfully implemented
policies is that the pattern of actions and practice implied by those policies are
consistent with the sociocultural norms and committment of those individuals re-
sponsible for implementing the policies and most affected by them. Chin and Benne
state that policies are most likely to be successfully implemented when the actions
called for in the policies are consistent with the values and previous behavior of
individuals who must live with those Policies. Another way of stating this point is
that successful policies are usually considered ™wise by those who must live with
them, in that the former are congruent with both the historical goals of the edu;
cational program and the values of the brogram people. Conversely, should the pol-
icy stipulate modes of behaviof which are rot consistent with deeply held values or
historical educational goals, the policy has less likelihood of being implemented
in that it wo&ld force péople to behave in a manner which is contradictory to

cherished beliefs regarding education.

Rational Justification of Policies: Barnes, Chin, Miles, and others have

often stated that policies, to be successfully implemented, must be rationally‘.
justified to those responsible for their implementation. This is to say that those
most affected by the policies must perceive that it is somehow in their self-interest
to abide by them and strive for their implementation. Chin calls this aspect of
successful policy iﬁplementation the "'rational calculus of self-interest," in that
people should perceive that the policy will in some respects, help them to foster
either individual ends or shared, group-related goals. This aspect of successful
policy implementation has the effgct of reducing policy statements from abstractions
to the arena of personal utility, and implies that individuals are more likely to

strive to implement a policy which they perceive will generate some direct and con-~

- crete benefit to them.

8
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Clarity of Policy Statement: It is axiomatic both in the literature on educational

change ard within our own experience that policies which are_Egggggggnd:;;;:;;;ipﬁ)
likely to be implemented. This suggests that policies should be stated in un- °
ambiguous fashion which leaves little or no room for possible misinterpretation of
intent. The premise regarding clarity implies that to the extent that individuals
are free to interpret policy statements in ways idiosyncratic to them, the likeli-~
hood of successful implementation of the policy is severel y vitiated. This premise
further suggests that any ambiguities in the language of the policy statement should
be clarified at the outset, and should be anticipated by those responsible for gen-

erating and stating the policies.

Formality of Policy Transmission: Our own experience and the experience of

others to who we have spoken regarding this preblem indicates that policies are
more likely to be implemented if they are set within a written, historical
context. Simply étated, this means that there should be a written record of the
policy which is communicated to all of those on whom that policy will have an
impact. Further, the series of circumstances, events, and actions which culminated
in the generation of a given policy should be documented in writing and availablé
to those affected by the policy. This does not denigrate the effectiveness of
oral communication, but does imply that policies must exist in writing, and should
be communicated via this medium to all of those Tesponsible for the implementation
of those policies. This premise is closely related to that mentioned above,

in that the existence of a written policy statement decreases the likelihood of

misunderstanding and misinterpretation at the operational level.

Non-Contradictory Nature of Policies: This point is closely related to the first

policy facilitation strategy vhich is mentioned above. “It means that new
p011c1es which are generated should not contradict in substantive fash1on policies

which have already been 1mp1emented. In light of contradictory policies, it is

9
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likelythat confusion will ensue on the part of those responsible for implementing
policies in that the latter will not be cognizant of which policy has priority. 1In
that event, it is further likely that the older policy, already operationalized, will

continue to be followed.

Policy Follow-Up: Even if policies are clearly stated, communicated in written

form, and are not contradictory to previous p011c1es, the chances for slippage be-
tween the intent of the policy makers and the operationalizationof those policies

On a programatic level are great. For even if the aforementioned cond1t1ons are

met, those responsible for 1mp1ement1ng the policy still might not understand its
importance, the priority placed upon it by policy makers, or its intent. It is
therefore essential that those responsible for generating policies devise strategies\
may run the gamut from informal observations, to written reports, to formal or
informal interviews. The form which they take is not as important as their
existence. Concisely, those responsible for the generation of policy should also

be responsible for assuring that their policies get implemented. _ {Jyit Ufzéﬁgffgjd.ﬁf
o A

Level of Skill Required for Policy Implementation: One of the inevitable con-
sequences of implementing a neﬁ policy is a change in behaviors on the part of those
responsible for such implementation. Bell and others have stated that "successful"
policies do not require changes in behavior which exceeds the skill or know-how of
those most responsible for implementing the policies. That is, policy makers must
take great pains to insure that those who are most responsible for implementing their
policies possess sufficient skills and/or knowledge to act upon those policies.

In the event that such skills are not possessed by policy implementors, those
responsible for generating policies should insure that the implementors will be

provided with the opportunity to learn the requisite skills.

| 10
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Brezdth of Participation in Policy Generation: Louis Barnes among others,

suggests that policies are more likely to be successfully implemented if those who
are most affected by them are given the opportunity to participate in their gener-
ation. Barnes argues for the widegt possible input into policy content from all
constituencies who will be affected by the implementation of the policy. Our

this point.

Legitimate Exercise of Authority: Warren G. Bennis, in addressing the notion

of effective educational change suggests that the generation of policies which

will necessitate changes'in frogram operation and/or behavior of program staff must
be generated by those whom others perceive as having the legitimate authority to

do so. That is, those who are affect;d by a given policy must perceive that

those generating the policf have the the right and the authroity to generate —_—
them. This characteristic of successful policies suggests that personnel at all

levels within a given educational system or progranm must understand the formal

and informal lines of authority inherent within that system.

Narrow Range of Variables Upon Which Policies Should Impact: Both Miles and

Chin among others suggest that the behavioral and/or operational changes necessi-
tated by any given policy be severe}y Testricted in scope. Their point is that
human beings can only accommodate a certain number of changes at any given point
in time. Therefore; it is incumbent upon those who make policy to ensure that
the number of changes necessitated by that policy is sufficiently small in scope
that those affected by the policy can effectively deal with those changes. This
facilitative strategy implies that planned change need not occur all at once,
bu£>shou1d be characterized by an accretion of smallér steps which in their

aggregate will sum to a major change in program operations and/or procedures.

11
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Such a tactic permits those affected by policies to internalize any radical
changes in sma2ll, discrete steps, and further to vecome adept at the management
of these changes before moving on to encounter another series of changes in pro-
cedures or behaviors.

In citing the 1ist described above, we do not mean to suggest that all success-
ful policies are characterized by all of the strategies described. Depending
upon the policy under coﬁsidaration and the socio-political context in which the
policy is generated, some of the strategies may be more appropriate at certain
times than others. Our intent in this chapter has merely been to sugges%{
certain possible "policy facilitators" which may prove helpful in insuring the
successful implementation of policies generated by the Anacostia Community Schoél
Board. 1In the chapters which follow, we will attempt to cite which of these
strategies appeared to be operative in the three policies which were analyzed in
relation to this study. .

The First Policy: 'The Local School Boards shall have a direct involvement in
their schools' dealings with concerns of importance to tneir local community,"

What Does it Mean?" The Local School Boards within Region I are intended to

function as the locus of community control of the schools. That is, they represent
the primary vehicle by which community input is solicited, and community concerns -
q;e addressed, both in terms of general educationalpolicies, and in terms of
policies idosynchratic to the RENP program in any given school. To facilitate
responsiveness fo community-perceived needs, the Local School Boards' membership
is drawn from a spectfum of constituencies including the principal, teachers,
parents, community representatives and paraprofessionals working in the

school. The ﬁumber of individuals from any given constituéncy serving on

the local school board varies from school to school; the categories of membership

however are uniform across schools.
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The composition of the Local School Boards suggests the intent of the policy
decision stated above: that these board will be sensitive to and will act upon
school-related matters which the community feels are salieqt. As the major
governing body'for'Region I, it i§ the responsibility of the ACSB to ensure

that the local boards are fulfilling their mandate.

. Related sub-issues: In studying this policy, i ¢ ar .rent that
there are three important sub-issues, posed here as questions, which, taken
together would facilitate an examination of the responsiveness of the local
school boa:ds to community concerns. = These issues are as follows:
o What constitutes an operational Local School Board?
o What different kinds of concerns and issues do the Local School Boards
address, and who brings these concerns to the attention of the Boards? .

o Does the role of the principal, in relation to the Local School Boards,
differ from the role of other Board members?

Who Generated the Policy?: While this policy, as 6thers to be examined in this
study was endorsed by the Anacostia Community School Board, its genesis lay within
the RENP Committee. This committee, constituted of ten members of the larger
Ana§05tia Community.Schoollsoard; iS“directly résponsible’for'suggesting RENP
policies to the larger board,” and for monitoring the progress of the implementation
of these poliéies.‘ Our interviews with three key members of the RENP Committee
Suggest that the policy was formulated out of a concern that the local school
boafds were to serve as sounding boards for community éoncérns. Prior'to the
generation of this policy, members of the RENP Comﬁiftee (which inclﬁdes among

its members i;diViduals who are also members of the local school boards), were

not certain that the local boards fully understood their obligation to be

responsive to community needs.

How Was the Policy Communicated?: Qur‘%nterviews with members of the RENP
Committee and members of various local school boards suggest that the policy

was communicated informally at.ﬁwo levels. First, the RENP Committee orally

13
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to the local school boards via the local school board representatives.who
serve as members of the ACSB. We could find no evidence that the pollcy had been

communicated through written channels.

Data Collection Strategies: Data were collected on the operations of ten Local

School Boards. The rationale for limiting data collectlon to ten Boards, rather
than the full ‘complement of twenty such Boards is addresse in t+ -~ ’low1ng.
sectlon, which answer the question; "What constitutes an operational Local
School Board?'". Both observational and interview data were collected for each
Local School Board as follows: at least three andﬂoften.as many as five meetings
of the Boards were attended by at least one staff person from the contractor's
Loffice; the average number of meetings observed for a given school was four.
Observers in attendance at these meetings kept careful field notes on who
attended and participated in each meeting, hoth Local Schooi Board members and
non~members, ‘the issues discussed at each meetlng and who raised what kinds of
1ssues, the action taken by the Boards, if any on glven_lssues and finally,

" the kinds of issues on which the Local School Boards seemed reluctant to act.

To supplement the observational data’*{nterV1ews were conducted, at least once-
with all pr1nc1pals at whose schools the Local Schoecl Boards were being observed
The interviews concentrated on the pr1nc1pa1s' perceptions of the kinds of issues
and concerns brought before the Boards by various members. Further, interviews
were conducted, at least twice, with the RENP.Community Organizers at whose

schools Boards were being observed because the contractor felt that the Communlty

Organizers were sensitive to and cognizant of community needs. Finally, interviews

were conducted with at 1east two Local School Board members at each school (1nc1u-
ding the Board Chairperson) to determine their perceptions regarding the effect-

iveness of the Boards and the latters' sensitivity to community needs.

14



13

Both interview and observational data were content analyzed around salient
dimensions embedded in the data. ‘That is, categories of response were ﬁot
established a priori, but "fell out" naturally from the data. Once content
capegories had been establiéhed, frequency tabulations by category were
performed and partitioned by school and membership categories. Finally, all
tabulations. were entered into a 10 by 20 matrix which summarized frequency

of response by data category and by school.

What do the Data Indicate?: In large -asurc he data collected pursuant to

this question suggést that, of the Boards siudied, all are generally responsive
to and cognizant of community concerns. To fully understand the data which were
collected, it is important to examine:inisome detail, the sub-issues which

were cited earlier, and theﬁ to retuéﬁu£o the larger policy-related question.

Each of these sub-issues will be discussed in the order in which they were

originally. presented.

What Constitutes an Operational Locallschool Board?: It is axiomatic that to
be effective, a Local School Board must first exist; not merely as a papef
entity, but as an organization which holds regular, announced meetings, with
people in attendance. This axiom, in turn, provided the basis for generating
two criteria which, in thé ju&gment of the contractor constitute a standard
by which to determine which School Boards were operational, and which were i
not. The criteria utilized for this étudy.were as follows: -
o Did the-Local School Board hold regular,:-announced, monthly meetings?
o If regular meetings were held, were representatives from all intended
constituencies in attendance at most meetings?
On the basis of the criteria cited above, the contractor determined that, of
a possible twenty Local School Boards, ten were fully operational. This does

not mean that the remaining ten were entirely moribund; it suggests only that, at

the time the data were collected, the former had not become entirely operationalized.
i5
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Of the ten schools which had fully operational Local Boards, nine were Phase. I

schools and the remaining school had been designated by the project as Phase II.

What different kinds of concerns and issues do the Local School Boards address,
and who brings these concerns to the attention of the Roards?

This question in actuality, reflects the crux of the answer to the larger policy-
related queStion, in that an understanding of who brings what kinds of concerns
before the Local Boards will in large measure determine_whether or not the Boards
are being effectively utili- it for constituencies. Both of the

major dat§~squices utilized in relation to this quescion; namely, observations

and interviews are congruent in what they suggest.

The kinds of issues with which the Local School Boards dealt primarily may Be
classified into six, broad categories which are defined and described as follows:

0 Issues relating to Buildings and Grounds: This was the most frequently

'~ recurring issue addressed by Local Boards. Essentially, such concerns
fell into two sub-categories: effecting repairs to building #nd. grounds
occurring either through acts of vandalism or deterioration #f - the
physical plant.

0 Issues regarding the.Zafety and Health of the Students: Prir :ily this
concern, which was™the second most recurring issue addressedr iy the
Local Boards, focused:upon the physical safety of the studeniis i
their travels to amz==rom school. Often however, such issues; -lmn

- concerned health hazzrds which parents, principals aund/or oth- ‘s felt

that the school possd for its studeats.

o Issues concerning-purchase and/or distribution of Materials and Books:

* This issue had many facets, Tunning the gamut from who should be respon-
sible for paying for materials lost or stolen, to the quality and condi-
tion of materials and books, This issue represents the third most
frequently recurring concern addressed by the Local Boards,

o ‘Issue concerning Staf=Sng: This concerm, which represents the fourth
most recurring issue h=ndied by Local Boards related both to the assign-
ment of specific tmacthers to given schoals and classes, and a2lso to the
number of teachersa=assiigned to any particular school.

o Issues pertaiming to- =Hucational Quality and School Administration:
This issue, which i= —he fifth most frequently recurring one, focused
upon the academic px<szram at a particular school (including RENP as
one aspect of the agasiemic program), and upon administrative concerns

- such as the school budget -and the hours during which the school would

be open and accessable to parents and students. ‘1(3
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o Issues pertaining to Increasing and Stimulating Parental Involvement:
This final concern, which recurred less frequently than all of the above,
centered around ways of broadening the schools’ base of community support
and procedures for effecting meaningful community involvement in the life
of the school. :

This 1ist cited on the preceeding page represents a distillation of those issues
most frequently addressed by the Local School Boards. It now remains to examine
each of these issues in some.detail to determine who brought the issues before
the Bo;fds, why these issues were perceived as iﬁp;rtant, and what resolution;
if any was made by the Boards, in relation to each of the issues. It is most
efficacious to examine each of the issues separately, in that different cﬁnf
§tituencies brought different kinds of is$ues to the Boards. Examinatioﬁ of
each issue then, shouid provide some insight as to which métte;s were considered

most important by parents, which were most important to pincipals, and which

were most important to other membership categories.

Issues pertaining to Buildings an : ‘rowmds: This issme represented the point at

which the concerns of principals, perents and teachers most frequently coalesced.
That is, all of the constituencies “mwriwed in the operation of the Local échool
Boards were vitally concerned with the=se matters, and supported each other in
their attempts to femediate.perceiveﬁiproblems. For the most”part, concerns
relating to this issue centered aromnd muck-needed repairs to the school buil&ingé,
yYet occassionally theyfocused upo: . the adiequacy of facilities such as providing

sufficient and appropriate space foxr EENP-related activities.

it is difficult to determine with any degree of precision who, as a =ale, bripgs
Building and Grounds issues before tihe Local School Boards. 1In the case of
emergency repairs (such as bursting wa—=— pipes, or explosions in sci=nce lab-
oratories) issﬁés were 5imost always imitiated by the principal, usuaily, acco;ding
to our interview data out of a sense of fremstration. That is, in the case of

emergency repairs, the principal attempted to secure the necessary remediation
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unilaterally, often without success. He or she then brought the problem to the

Local School Board for its consideration and resolution.

In the case of buildings and grounds issues of a non-emergency nature however,
parents and the principals tend to bring such issues before the Boards with about
the same degree of frequency. In most cases of this nature, Parents and principals

will conjointly raise the issue for Board consideration.

While issues related primarily to facilities improvements and repairs may, on the
surface seem mundane matters for a policy-making Board to consider /caoser
scrutiny reveals that the issues themselves have ramifications which are greater
than might at first appear evident. This is true for two reasons; first, issues
relating to Buildings and Grounds are both visible'and tangible, not abstract
or philosophical. This neans that when results are forthcoming, and the Board

) hashbeen-successful in effecting the necessary repairs, the results are immediately
-appaient and gratifying. They represent tangible proof that the Board can do
something. Secondly, issues relating to Buildings and Grounds represent a common
point on which principals, parents and teachers can agree. As one Board member
expressed'het point: 'You can't disagree that the paint is flaking or the pipe
has burst, and you can't disagree that the playground is littered with broken
glass." Conversely, it's often easy "to disagree about which program is best,
or how this or that subject can best be taught".l Thus, these issues can be construed
as a starting point which establishes the precedent for an effective partnership
between principals on the one hand, and parents on the other. As one princ1pa1
said: . 'When parents act together in'a group, they can get things done that I

just can't, acting on my own as a single individual®.

Thus far we have stated that buildings and grounds issues are most frequently
brought before the Local Boards and that parents and principals support each

other in an attempt to remediate conmonly perceived problems. It now remains to
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examine how these issues get resolved by the Board.

It should be noted here that, in many cases, issues which necegsitate the expen-
diture of ample funds do not get resolved at the local levei,'but are referred to
- the larger, more powerful Anacostia Community School Board. The involvement of
the ACSB in 1oca1-school concerns will be the subject of the next major section of
this reprrt. What is important to consider here is that solutions to problems
pertaining to buildings and grounds are, without exception, initiate& at the‘
.1eve1 of the Local Schobl Boards, and in many cases are solved at this level,

Our interview and observational data indicate a fairly uniform patterﬁ of response
to these issues at the local level. The pattern was described, in identical texms
by two members of<different Local Boards as "trying to bring as much pressure to
bear as we can'". In most cases thls means that parents on the Local School Board
will actlvelw solicit support from other parents whose children attend a given
school, and will ask them to demonstrate such support by writing letters or

making phone calls to “significant individuals'", in an attempt, as one Board
chairperson said to "touch based with_as‘many of the powers that be as possible".
Usually, if such'ractics do not bring about the desired results, the mafter is
-referred to the Anacostia Community School Board. Usually, but not always. In
one case for example, drain-pipes at a particular school becaﬁe clogged and -
resulted in the playground's becoming inundated with water. Parents attempted to
resolve the problem through the tactics described abdve; such attempts wer=
ineffective. Consequently, a group of parents, spearheaded and orgahized by parents
and/or principals resort tc extraordinary measures. In most casés'however, as
suggested above, the Local Board tries to utilize its network of contacts through-
out the Region and/or the District, in attempting to resnlve Buildings an& Grounds

issues.
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Issues pertaining to Safety and Health: As mentioned previously, most of the

concerns which pertain to this issue relate either to students' safety in trave’-
ing to and from school or to potentiél health hazards posed by the school itself.
The specifics of health and safety related issues vary from school to school:
some pertain to traffic problems within a particular school neighborhood; some

to the type, cost and amount of.food which children are served for lunch; still
others relate to securing the fundsvnecessary to employ a school nurse on ° ful?
or part time basis. One such issue which recurred across six different Local
Boards comzerned the selling of dope to school children by '"pushers" located

in the proximity of the schoals; in particular Board members were concerned about
reports that candy and ice cream trucks were also engaged in the business of

selling dope to school children.

In the discussion of Buildings amd Grounds issues, we indicated that often thé
Local Board was unable to secare adequate resolucion ané thus referred the matter
to the ACSB. Such is not the case in terms of kealth and safety related concerns,
which are always, in the instances which we observeﬂ, defined and solved at the
level of the Loéal School:Board. The reason for this is that, for the most part,
health and safetf matters are particularistic issues, and the means for their
solution is.largely external to tﬁé pufﬁiew of the Region or the District.l

By and large these issues are successfully resolved by the Local Board, often

by utilizing the "parent network" tactics described above. Essentially such a
tactic entails locating parents of children in the school who may have important
contacts which may be of use in solving a particular problem, and grging such
parents to utilize these contacts. As a rule, such tactics are employed with the
knowledggfghiiconsent of the principzls. Yet the various safety and health issues
are often different enough to warram: situation-specific kinds of strategies.

The foliowing-examples, each drawn Zrom a different schobl, highlight the kinds

of creative solutions utilized in an attempt by the Local Boards to remediite
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health and safety problenms:

o EXAMPLE: At -a given school the position of School Nurse was effectively
removed from the personnel allocation. Both the principal and
parents felt that the lack of a School Nurse provided a potential
health hazard for the students. They tried to have the position
reallocated through the usual "network' tactics and were not
successful. In fact, they were told, that the program which had
been paying the salary for that position had been cut and w24 not
be reinstituted. After exhausting their .ietwork capabilities,
parents and the principal decided to seek & coalition-partnership
with other parent groups in the school, and rzised sufficient
funds to hire a nurse on' their own. '

o EXAMPLE: At one school both parents and the principal were comcerned
about possible safety hazards resulting from a heavw—flow of
traffic on the streets abutting the school. ‘To voirme
such concern they formed a committee which attempteil: to persuade
the D. C. Department of Public Safety that a traffiz= 1ight should
be installed on one of the corners on which the schxol is located.
Their initial attempts were rebuffed because the agency responsible
for the installation of such lights contended that the committee
had not demonstrated that they represented the wishes of the
entire community. To further—streagthen their case, the committee

b (WS [ 734

ertire—cemmunitys To .further strengthen their case, the committee
then designed and implemented.a community-wide survey which
elicited sufficient data to demonstrate that the installation of
such a light was a matter of concern to the community. In this
they were successful.

‘The generalization that may be drawn about issues related to safety and health

‘then is that parents and principals do'tend to work together to seek resolution

.of problems; that the problems are usually resolved at the local level and that,

while the use of the "network'" strategy may be the tactic of first choice, the

Local Boards often respond in unique ways to the problems. of the moment.

Issues Comcerning Purchase and/or Distribution of Materials and Books:

This is an extremely broad category which encompasses a wide range of issues,
from purchase of school supﬁlies for library or classroom use, to problems with
the allocacion of materials. While there are many issues considered by the Local

Boards in relation to this category, most occur on a one-time-only basis and.mre
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. idiosynchratic to particular schools. There are some issues in this.categpry
however :which recur within and across schools. Essentially, the recurring issues °
may be summarized as follows: parents having to pay for books which their children
lose, coupled with the fact that if t‘e - - later found paren:t re not
reimbursed; misallocation of textbooks (i. meiet 1s sent to the wiong school);
and finallf the issue of teachers utilizing their own funds to buy books which aréd

used to augment "inadequate" library stocks.

~ Those members who bring issues 1ike the above to the attention of the Local
Boards tend to vary according to the issues being raised. In the case of parents
having to pay for lost books for example, parents as some might suspect, brought
the matter to the attention of the Local Boards. In these issues however, they
tended to be firmly supported by principals. In cases concerning the incorrec:
routing of textbooks or other materials, principals are most likely to bring the
matter to the Boards' attention. In the cases observed which concerned teachers
purchasing books with their own funds-to supplement what they felt were inadequate
library materials, tezchers ~a1sed the issue, but were firmly supported, in all
cases by parents and other wmembers of the Local School Boards. ‘Thus, in
relation to the issues cited above the membership categories initiating Board
action are roughly eveu divided among principals, parents and teachers, each of
whom receives the support of the otherncohstituencies.of the Boards.
As was the case with safety and health issues, these concerns tend to be addressed
and resolved at the .Local School Board leVel, without recourse to -the ACSB.
One of the reasons for the success of Local Boards in dea11ng with these issues
is that the latter have gained some expertise in Mg dealing with this general
area. As to the tactics employed for successful resolution of the Problems, these
tend again, to be situation-specific but almost always entail parents and principals

coming together to formulate a strategy. The following examples .are illustrative

of this point:
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o EXAMPLE: At one school teachers and parents were extremely concerned that
the former were spending their own money to broaden the selections
available to students in the school's library. Utilizing normal
network channels, a Board committee determined that there were no
Regional funds available to purchase additional library supplies.
Thus, parents planned and held their own fund raising activity
to secure the necessary funds. -

0 EXAMPLE: In one school an entire order of textbooks were misrouted to
another school in the District. Both parents and the principal
were .concerned in that these books were critical to a given
program in the school. Parents on the Local School Board informed
the principal that they would hold her/him strictly accountable
for the expeditious return of the books and would closely monitor
his/her activities in securing their return. As the principal
indicated "I took responsibility for getting the books, but those
parents kept on my back until I did it."

o EXAMPLE: In two schools parents were very concerned that they had to make .

restitution for books allocated to their children, which the
school claimed were never returned. Often, parents felt, the books

were :subsequently located, yet parents were not reimbursed.
While ‘this issue has not been totally resolved, parents, teachers .
and principals are working together to develop a better procedure
for keeping track of textbooks within these schools.

The major generalizatiom that can be drawn from the preceeding discussion is

that, in relation to issues concerning materials and textbooks, Local School

Boards are usually successful in generating strategies to cope with the problems

which occur. Further, this success seems to result from a close and cooperative

alliance of parents, teachers and the principals on the Local Boards.

Issues Concerning Staffimg: The concerns addressed by Local School Boards in

relation to staffing largely focused upon the reactions of individual Boards tp the
”eéualization" concept mandated by the District of Columbia Public School Sys;em.

" Essentially the qualization mandate stipulated that teachers would- be allocéééd '
to schools on the basis:.of the population of a given school. In several cases,
Local Schcol Boards became involved in this issue when the policy resulted

in the forced transfer of teachers from one school to another. In still other
instances, Local Boards Brcame involved because the District of Columbia Public
School System decreed tha— administrative positions were to be "'frozen" (i.e.

no new hiring would take mlace) which, in light of new schools being constructed;%fﬁ&f
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meant that certain schools would have a given portion of their administrators
transferred to the new schools. One case in particular entailed the transfer
of a principal popular with the Local Scﬁéol Board. Thus, the entire issue of
staffing represents an attempt on the part of the local communit} entity (the
LOcal School Board), to maintain effective control over its school in the light
of District-wide policies.

Most of the cases brought before the Lbcél Boards concerned the transfer of
teachers from the particular school undef the control of a given Board to another
location. In all of these cases, the principal brought the matter to the attention
of the Locaiﬂgggzg_ggz_ips consideration. Interestingly however,jjlca§e§ which
involved ﬁge transfer of administrators commuriity residents (parents) brought -

the matter up: for Board action.

In many cases, the Local Boards were able io resolve the issues concerning teacher
transfers at the local level by utilizing the paréntal network described earlier.
Interview data indicate that, though the network was operated by concerned parents,
precipitated into action by parents on the Board, the strategy was jointly

derived by the principal and the parents. The.strategy which was developed as

a response to this concern was simple and effective: the_principal at .a given
school would write a letter to appropriate offici#lslof DCPS, céncerned parents
would then support the principal's contentions by writing letters of their own

and make phone calls to the same officials protesting the transfer of the teachers.

In most cases, the Local Boards were successful in having the teachers reinstated.

In cases concerning the transfer of administrators, the Local Boards attempted
no resolution at the school level. Instead, they immediately broughtsuch issues
to the ACSB for its action. In so doing, the Local Boards demonstrated, in our

view a sophisticated appreciation of reality, in that they realized that admin-

24



23

istrative transfers should be resolved at the Regional level, in that such transfers

actually involved the whole of Region I,

The case of staffing issues, particularly as these related to teacher transfers
substantiates some of the generalizations made earlier; that parents and principals
were able to forge a viable and effective working relationship which produced

desired results.

Issues Pertaining to Academic Quality and School Administration: The preceeding

discussions have emphéSited that, in relation to certain issues, the principals
and‘parents supported each other as members of the Lecal Boards, as each membership
category perceived common areas of cancern. In the area of academic qnality and
school administration, which is at.least one level removed in abstraction from ‘
the other, more tanbible issues mentioned previously, our data indicated that the
alliance becomes aomewhat vitiated because principals' perceptlons are not nec~
essarily congruent with those of parents in what constitutes ''good" education,
either programatically or administratively. OQur interviews with parents and
pr1nc1pals also suggest that the latter are reluctant to permit the "1ntrusion"

of parents into their professional domain. Basically the issues addressed by the
Local Boards in this area centered either around the assessment of the educational
quality of given programs, or around such administrative concerns as budgets

for individual schools. Two of the Board chairpersons interviewed expressed the )
belief that, in the future, Local Boards would become more involved in issues
such as these, particularly as the Boards gain expertise in learning to more
quickly gain satisfaction in concrete areas havinﬁ'to do with Buildings and

Grounds and the 1like.

Given the point made above regarding principals! reluctance to include parents

in "abstract' academic areas, it is not surprising that Board action on issue$
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Telating to these areas was usually initiated by parents. We did however observe
one instance in whiéﬁ the principal brought such a matter before the Board.
In the latter case the Principal wished to enlist parental support in improving
school discipline. 1In one other instance the principal and parents joined
forces to determine a viable means of assessing student progress in reading and

mathematics.

With a single exception, all of the issues brought before the Local Boards that

fall within this category were resolved at the local level. This could be construed

as an indication that, despite differences in interests between parents and
Aprincipals, botk groups wish to work out sqlufions to their problems at the school
level. The exception to the above océuffed in the case of a principal who decided
to change the hours that the school would be open. Such a change would have
necegsitated a later dismissal from school fqr'the students; a change which the
Parents refused to accept.' In this case the Local Board saw the issue as residing
in the ACSB's purview and they iﬁmediﬁfely brought the issue to that body's

attention.

-

The strategies employed by the Local Boards in dealing with these issues vary
among bbth schools and issues. For the most ﬁart, when an action is initiated by
parents, théy are asking for a greater voice in theVaéédemic/administrative
decision-making that occurs at a particular schooi. 1In those cases in which a
Principal initiates a request for Board action, she/he is usually looking for
support from the community. Some of the interview data suggest that each of the
two sides (principals and parents)Zare gradually'working towards a mutual
accommodation or compromise position. The fact that, in most cases, parents have

not felt compelled to bring their concerns before the ACSB {(to "go over" the

‘head of the principal), substantiates these data. It is entirely possible that,
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as the Local Boards gain more experience and trust in working together, roles
will become more sharply defined and the two groups will come to support each

other in this area as they have in others.

Issues Pertaiqing;to Increasing and Stimulating Parental Involvement: Interviews
with principals and Local Board members indicate that, as a Tule, only a small
core of parents are willing to volﬁnteer their time and efforts to become active

- in school~re1afed issues. Therefore, most of the Local Boards are vitally concernéd'
with increasing parent participation in the schools. Pareﬁfal members of the
Boards feel that an increase in parental involvement will increase the-sensitivity
of the school in making the latter aware of community needs and desires and wxll
further augment the power and influenée of those Board members who are parents.
They also feel that an increased awareness of parents, regarding school activities,
will help to raise the quality of the education being offered in the schools.
For fhe most part, issues raised in relation to this concern centered around
informing parents of schoolfprograms, soliciting timé from parents to act as
blayground chaperones and classroom visitors, and urging more parents to'par—
ticip;te in fund raising activities designed t6 directly impinge upon the quality

of educational program (i.e. generating money to buy needed materials).

In almost every case, such concerns were brought to the Board's attention by

the parents. Principals' support for_inéreased parental partiéipation was

generally positive, though tinged with caution. Presumably in terms of these
issues, as with the preceeding, principals were slightly leery of something

which might impinge upon their areas of expertise. Here'again however, in most
instancés, principals and parents did actively work together to generate‘ifzifggiEEﬁ
for increasing the involvement of parents in the school. The tacticsraéﬁeloped =
for increasing parental participation were, at the time of our data collection,

still in the formative stages, therefore, it is not possible to assess their
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effectiveness. Yet several sound promising. Two in particular seem extremely
innovative and are offered below as examples of the types of strategies parents
and principals are evolving to meet what they perceive as a problem.

o EXAMPLE: At one school, the'principals and parents developed what they
called the "40/80 plan". The terms of this plan were that
parents on the Board would attempt to get a minimum of eighty
additional parents to commit themselves to eighty hours of school-
related work during the year; forty of these hours would be .
spent in providing direct services to the school and the
remaining forty hours would be devoted at attending meetings,
participating in forums, travel to conferences and the like.

The group of volunteers would be known as the "40/80 Club.

0 EXAMPLE: At one school parents and the principal orgaﬁized a "Spring
Seminar" at which parents and teachers got together to discuss
school-related problems, and to explore future avenues of
cooperation. :

While the above stand out as the most novel of the approaches attempted by the
various Local Boards, virtually all of the latter expend a great amount of time
in preparing and sending leaflets describing forthcoming school activities, and

Physcially canvassing the Community to enlist parental support,

Virtually all of the issues addressed by the Local Boards within"this:Capegory.
are resolved at the school level. This is entirely logical in that principals and
other Board Members tended to define these issues as specifically related to

their schools.

The examples cited above lend furthef“éredence to generalizations maqe earlier;
that parents and principals, through the vehicle of the Local Boards are developing

a successful working relationship. ,

This section has attempted to examine and describe the kinds of issues with which
Local Boards predominantly deal; it has further depicted those categories of .

members who most frequently bring different kinds of issues before the Boards

for appropriate action. The section has not dwelled extensively upon the<role of the
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teachers as members of the Local Boards, nor has it discussed at all the partici-
pation of students or paraprofessionals. Yet at virtually all of the meetingé which

were observed, both paraprofessionals, teachers and students were in attendance,

Our observations however, corroborated by interview data, indicate that the
participation of these three groups is minimal. For the most part, Local Board
meefings are taken up by discussions between principals and parents. In matters
requiring input from teachers and/or paraprofessionals, the latte¥ are 1ike1ylto
echo the sentiments and opinions of the principal. -While the lack of such parti-
cipation may deprive the Boards of valuable insights and potential resources, it
- should not be surprising.

Does the Role of the Principal, in Relation to the Local School Boards, ‘Differ from
the role of other Board Members?

In the previous discussion we have indicated that principals tend to raiée certain
kinds of issues, parents some differént kinds of issues and parents an& principals
together sti;l other types of concerns. This in itself suggests some role differ-
entiation between parernts and principals. We have also demonstrated that teachers
and paraprofessionals, while members of the Local School Boards, tend by and large,
to reflect the proclivities of the principals. It is evident therefore, that

the two major role categories which should be differentiated are those of the
principals on the one hand, and the parents on the other. All of our data, both
interview and observational suggest that the character of a given Local Board is
largely defined by and through the activities and predelections of the Principals,
Consequently we will turn first to an examination of the principals' role iﬁ

relation to the Local School Boards.
" The Role of the Principal:

Our data indicate that, for the ten Local Boards studied, principa;s fall basically

into two distinct groups, both of which are defined by the attitudes of the
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p}incipals towards the Local Bozrds. These groups may be summarily defined as

antagonistic and supportive.

The "antagonistic" perceptiam of Local Boards militstes against the vizbility of
Tis approach to local contrmii, =nd may be characterized as cases in wrdch the

tzEncipal perceives the Boarsi as a threat to Jlis/he— agtshority =mnd professicn=lism.

TH* follow:zrz quote, excserpte=ire:” an interview wiz me of thke principats in
+kads group i:- illustrative o: —the =crtitudes which serve to define these perceptions:

"They (warents on the Lc.=1 Board) are just tryimg to improve theire...a.

positions and finamcial sz3tpations by serving on the Local School kg isd...
I don't really trust their— zotives..."

0t ier principals, also within <= s :group, have used <such terms as ""opport ist=™
=ad "power mongers" to describe —arents on the LoczZ School Boards. Principals
within this group also tend to perceive parental involvement on the Local Boards
as only a single group, among other parent groups (such as PTA's) which*;}e active
in the school, and feel that parents on the Local Boards are, in fact, less rep-
Presentative of the total parent community than members of other groups. Therefore,
as a rule, these principals are often reluctant to use the Local School Boards,
since, in many cases, they wish to curtail, rather than augment, the latterfs
power. In several instances then,,these principals appear at odds with their
Local Boards, and some even view the Boards' attempts to exercize power as
exercises in 'harassment". As one local board member (a parent) defined- the
issue: |

""'She (the principal) doesn't trust us...except in certain situations we're

always having to buck her or think of ways to get around her..."
It should be noted that, as previous discussions have indicated, the relationship
between "“antagonistic" principals and parents ma} e subtly changing for the
bétter, particularly as the two groups are able to see tangible proof that

their working together often results in positive outcomes (as in Building and
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Grounds issues). To a large «.ient?,. the Iostering of a cooperative relationship
between principa:is and teachers has beer Smstered by several of the Community Organ-
izers employed by the Respons= t¢ Sdiwatitmal Needs Project. Principals and
parents zlike tend to staze thaT ! 2y #usc the Commumity Organizer®+ Vhe latter,

-

in their interviews revealed th=z - "% - ha=my. actively tried to foster i« -lose,
harmonious relationship betweer :he twiopmz—3ies. - Such a shift in att--ude

is reflected in the following compz:x. Te quaznztion, drawn from interviesws

with three qf the principals in ths  znuwyagedistic” camp:

I cdon't know..maybe I've been—z:on lazxt on them (the parents)...they can
definitely get things done to t¥l's arEce= that I can't...It's dit3cult, but
maybe we're learning to trust. exhrwiiee— more but...it's still gzming to take
some time..."
The "supportive" principals tend tc ew, -*lve Local School Boards as vehicles for
getting “things done which the princit;als c=mmt accomplish on their own. Their
view is a utilitarian one which ind: :a‘fg heE=ir realvization that parents on the
Local Boards can often bring great z..ouxtt3 of pressure to bear in certain cases
which the principals, acting unilate~.}ly, could not exert. This perception
holds true particularly in relation tu building and grounds issues where, again,
both principals and parents can often see immediate, concrete results of their
actions. It is also true that princip:z’s within this group, contrary to the
group cited above, tend to view the mar®snrns on the Local Boards as the most viable
parental group of all those in the schomi. These principals tend, not only to
regularly attend Local Board meetings, == zlso to mare fully share information
and concerns with the Boards than is wie case with their counterparts cited above.
The ‘attitudes of the principals in this group have a direct bearing on
the ambiance of the Board meetings, and also upon the way in which they are
perceived by parental members of the Bazrdi. The foIlZowing composité quotation,

distilled from interviews with four pmrent=members of four different Local Boards

is illustrative of this point:
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nye really have started to have a good thing here...usually we can se=
the princiapl's point of :wiew znd she/he seems to understand ours...

. The principal is startimg to tell us aluz about the educational Progrem
now...and is asking our opiniams...this wasn't -true before...we suppeETt
him/her and she/he -supmorss us...we real®=e now that we want the same tidmygs...
we are all in this togezh=r..." :

As the above citation suggests, Local Boards which imclude "supportive'* prir—ipals
-are usually characterized by a symbiotic felationship between principals anc
Parents in which each is generall supportive of the actions of the other. As ==
Pprincipal in this group aptly phrased it:

'"We have begun to work well together...I trust them and can count on thef~
support most of the time...I think they have started to trust me...and mess
of the time I support them (the parents)”

As was the case in the previous instance, parents and principals alike attrimmre

a large measure of their successful partnership to the overt actions of the
Community Organizers who, from the beginning of the year have been actively
fosterting and nurturing such a relationship. While the methods used by the - -
Community Organizers to facilitate the working partnerships vary from school

to school, all of the Organizers interviewed stated that they began the process,

in the beginning of the year, by talking, separately, to parents and principals
about issues in which each could use the other to foster a common end. Illustrative
of this point is the following composite quotation excerpted from interviews

with three Community Organizers:

'""Parents and principals have the same agendas alot of the time..it’s merely
a matter of getting each gromp to realize that many of their concerns are
common...Yan do it by startimg out as a pipeline between the two...you hope
that after 2 while they'll get together on their own and won't need to
use you as eften...I think that it's starting to happen..."

We have stated that to a large extent, the attitudes of the Principals characterizes:

the ambiance of the Local School Boards. It now remains to examine the role that

parents play on these Boards.
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The Reie of the Parents -

As might be expected, Ths roie play=d by parents is - _-ectly related to the
EFarticular category of primciipal wizh which they are vorking. Socoinctly, in
cases where parents are workomg with a Msupportive ~Tincipzl, clke former tend

to becoms actively involwved .Zth ==hstantive issmes rmuch more gmickly than

do parents working with am “==tagrmistic" one. Further, in most Board meettings
which we observed, the types of issmes with which parents bez=me actively
involved was iIn part related-to the agressivensss of the Boar:® Chzirperson in
pushing the cause of parentzl jmvoivement. As one Board Chairperson stated

the case:

"Whether or not issues which parents think are important get attention £rom
the Local Bozmrd has alot to do with the lewel of awareness and the agressive-
ness of the Local Board chairman...If he (the chairman) is agressive, and
can get the support of the other pzrents on the Board...the Board will act
on those issues,.."

Our interviews with Board Chk=irpersoms, 2s well as our obserwations suggest that,
‘as the chairpeopls become more sure of themselves in their roies, they are
becoming more agrmssive over time. This feeling of self-assurance is greatly
enhanced in those cases where the Board has been zble to accamplish something
relatively quickly (as in the case of Building and Grounds =nd safety and

health issues). ‘The following composiite quotation, distilled from interviews with
five Board Chairpersons reflects this .sentiment:

- MAt first I didn't know wk=t I could do...I.thought it wouiid be just another
group of parents like the PTA...when we gumr th=t pipe fixed I started to
think that maybe we did *=ve some inflememr= we =mmld use...I think I am
starting to understand wkmt parents cam z=romplish if they are together.. .

I think I have the right ~to let the Boacd inow aBeout the wishes of the
parents and community...¥e hawe a right to'a vosure 3n decEsions..."
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The Prim=ry Policy T=consid::red:

We began —ais sectic.i by exilairing a policy of ti= Aem=ostia Cemmunity School
Board whico stated zimt the lomal Sthool Bozrds shot3. have a direct involvement

in their =chools' dewlings itk mz—ters that are impoartnt to the local community.
The datz p—esented herein Inficztes that, of the ten lLocal School Boards encompassed
by this szudy, the molicy hex i men=ral been impleme—: ed. While this is certainly
variabl= azross issues and Bum— =, pur dzta indiczte ~—jiat pParents, as community
representaTives are assuming amk. everf imcreasing roZe in the operation of their
Local Boarzs. The d=ta also smpgest that, as time gmes on, and principals and
parents ccme to see =sach other as zllies, parents shou.d zend to becdme more
involved with substantive Mucztiomal fssmes which .affesrt their schools. Essen-
tially then, the discussions mresents& in this section .of the report warrant

the following conclusions: |

o by and large, Local Sthool ‘Soards are Tesponsive to community concerns
as defined by parents

0 the kinds of issues most r=adily raised by parents and acted upon by the
" Local Boards are =hnse frow which immediate results can be expected

0 .parents are becoming increasingly more involwed in substantive educational
issues pertaining t= the quzality =f programs offered at their schools

0 to a large extent.:the atmosphers af the mrwl Bzards is éevermined by =he
"antagomistic" or-'"supportive' z—itude «f <he principals

0 ‘there is soms evience to suggesttha marewss and principals are creating
-a workable, -effecxiye F=rtnership through <tite use of the Local School
Boards v

0 the Community (Frgmri—=rs, emplowed bw the Resmmnse: 'to Educational Needs !
Project hmve grez=iy facilitated the primcipales-parents partnership a

o the effec—iveness o~ zivem. Lowal Board is im part determined by the .;
-agressivemess and s=-iFmssurance of-che Board Chairperson i

0 ‘there is :some evidencs:to suggess: that Roard Thairpersons are becomimg
more self-assured iImzheir roles
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The reacer will note that, for the most part, the as—ivizies of the Local School
Boards @o not c=rectly pertain to tae Response to Ezmcational Needs Project.

Gzven the: kinds-of issues with whica the Boards have .besn primarily concernped
during tke course of the past year, this is not surpris—ng. However, j..t has

besn indicated “that, as the —elationships between p=mc:r=ls and paremts become
more finely defined and viabie, parents and others should begin addressing
more''absrract™ matters of educatiomal concern, Therefore, it is Teasmonable to
suppose that, in future monzhs, as academic issues become mors frequently addressed
in the context of Loczl Board meetings, issues pertzimimg to RENP wiIl become
recurring topics of discussion. It should further be moted that ome of the reasons
for the succes= of ‘the Local Boards in impiementing mmd being respomsive to the
policy dictated by the ACSB is directly related zo REEF, in that the Commnrity

Organizers are in large measure responsible for such =mccess.

Recommendations:

We believe that to a large extemt, problems emrountered by the Local Beazis which
arise out of conflict between mrimwipals and purernts will, over time dwindle as
a function of the evolutionary ’:relationship- Tt augmwent the likelImmod of such
an occurance however, we make =he following r=csmmemdatiors:
o thzt Community Organizess ~=port ¢or = Tsgul=rly scheduled basis, botk:- to.
RENP and the Chairpersom amd Primecimals .»f ~~he .Local Boards, on progrmess
which they have noted irr-the TelEr. “Tonshops ‘betwzen principals and parents
o timt-the administrators of RENP of¥icially commmicate to all Local
School Boards a document which urges those Buards to use Community
Organizers as resources
~o"™that ‘there be regularly schednled meetings between principals and Board
Czirpersons from every Local’Board such that the Boards can become

aware of shared problems and —ognizant of solutions which other Boards
have attempted
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Facilitative Strategies Present in the Implementation of this Poclicy: In the

first chapter we described ten strategies which had, in the past promed suce-~
essful in assuring implementation of policies. We found, in examinimg this

policy, that the followimg strategies were operatiwme: 1) Policy Vlue Orientation

This policy was comgruent with the historical goals of the progr=m =n that since the

inception of RENP, one of the purposes of the local school boards was to be
Tesponsive to community concerns. In most case>thiis policy was al# zongruent with

the values of those affected by the policy. The stngle exception -t= such
)

congruence is that group of principals which ofte=n wiew the Zocal school board . as

a threat to their authority. 2) Self_-Interest -~ TThis strategy alsc was
present in most instances in that mosf of those affected by this'poi";icy (i.e.
Parents, and some principals) perceiwed that it was %mw their self-iwterest

to successfully implement the policy. The most ghmrimg exception =z this
Statement, as above, is that group of principals who: ars mome Times iunstile

.@t the local school bwards. 3) Clarity - Though tihe prilicy dioes mot exist zs

a formally written document, it is clear to most of those affectes By it.

4) Non-Contradiction -~ In so far as we rould determipe hzving peromed the

mizutes of the RENP Committee and the formal mimutes <o the KISB, -his policy
did not contradict others which had already been imrisee=nted. °5) Le=rel of
Skillmc;i:' Policy Implementors - The policy did not excead for the most part, the
skill level of those most responsible for implementiry it. That iis, community
organizers and principals did possess the requisitiskills to implemmsmt this

policy. While it is true that many board chaizmrewmrle 4fd mot, .at i

outset of the generation of this policy possess suSficient skill To smoothly imrclemment

i
1
i
]
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" it, there is some evidence to suggest that this deficit is being over-

c-ome. 6) Breadth of Participation - As mentioned earlier in this section, this
policy of&iinated within the RENP Committee, and was then discussed in the larger
context of the full Anacostia Community School Board. This suggests that
virtually all of the local school boards through their representatives

to the larger board, did have an opportunity to participate in the formulation
and/or discussion and adoption of this policy. 7) Legitimacy of Authority -
It is clear both from the RENP proposal and from interviews with ACSB members
and members of various local school boards that the Anacostia Comﬁunity School
Board is the locus of amthority for making policy decisions affecting RENP.

We did not f£ind eithe#:in ourr interviews or our observations, anyone at any

level of the program who questioned the right of RENP to generate this

policy. 8)  Narrow Rangé of Changes ~ This policy served to affirm one of the
duties of the local school Hoards. It focused sole} upon the latter dealing
with and remaining responsivie to community concerns. It did not require a
comprehensive change in the operation of the local boards, and was suff-

iciently narrow in scope to be understood and acted upon,
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The Second Pollcz "The Anacostia Community School Board shall have a direct in-
volvement in the schools of Region I, deallng with concerns brought to them by the

Local School Boards as being untreatable at the local level."

What Does it Mean?: It has been stated previously that the Anacostia Community

School Board (ACSB) serves as the major policy-making body for schools within the
Region 'l area. Yet its duties are not circumscribed by the tenets of poliéy—
generation. If, in theory, the Local School Beards represent the vehicles by which
coﬁmunityfcontrol is exercised by local schooX, then the ACSB can be viewed as an
analagous body, serving in a Regional cépacity. That is, the ACSB is the vehicle:
by which residents of Anacostia exercise control over all of the schools within
Region I. In this sense, .the ACSB can be perceived as’serving an ombudsmanlike
function for the Local School Boards. The intent of the policy cited above reinforces
that notion, for in executing fhis policy the ACSB wished to firmly state its com-
mittment toward aiding Local School Boards in resolving certain issues which the
latter either had not been able or felt that they would be unable to resolve at a

local level.

The composition of the ACSB in part reinforces the contention made aBove in that a
large portion of the board is constituted of representatives from the Local School
Boards. It is these representatives who are supposed to bring matters of local con-
tern to the attention of the larger board. Such a composition further gives the
Local Boards direct access, on a regualr basis to the Superintendent of Region I,
who serves as amember ex-officio of the board. Thus,'giVen‘its constitﬁtion and

its mandate, the ACSB should'be able to respond directly to Local Boards' concerns

due to its regional, rather than local sphere of influence.

Related sub-issues: In examining the ramifications of this policy, three major sub-

issues were also studie!las, in their aggregate, they suggest whether or not the

policy is actually being implemented. These sub-issues are posed below as questions:
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0 What are the channels, both formal and informal, which are utilized to
bring matters of local concern before the ACSB?

0 What characterizes the types of issues and concerns that are brought
before the ACSB for action?

0 What actions does the ACSB take in attempting to resolve problems brought
before it, and how successful are these actions?

Who Generated the Policy?: As was the case with the policy discussed earlier, this

policy was initially generated by the RENP Committee which then verbaily presented it
to the ACSB for approval. Our interviews with ACSB members indicate that the policy
was -approved though there is no written evidence to substantiate this claim. That

is, the policy does not appear in any-of the formal ACSB minutes which we reviewed.

How Was the Policy Communicated?: .Individuals who were not members of the RENP Com-~
mitteé were informed verbally about this policy in two ways. First, members of the
ACSB were informed by members of the RENP Committee during one of the regularly
scheduled meetings of the board. Local boards were informed of the policy, again
orally, via their representatives to the ACSB. We were unable to determine whether,
in fact, this policy was actually communicated to all local boards, as there is no
written evidence to substantiate that this occurred. However, since most Local
School Boards did tend to bring certain matters before the larger ACSB we infer

that, at least in most cases, such communication did take place.

Data Collection Strategies: As was the case in the previous section, data collection

in relation to this policy consisted largely of observations and repeated interviews.
Three meetings of the ACSB were attended by at least one of the contractor's per-
sonnel. Each observer kept detailed field notes regarding the types of issues

brought before the AéSB, the actions, if any, which were taken as a response to these
issues and a record of who initiated the discussions. In addition, lengthy discussions,

in the form of open-ended interviews were conducted a minimum of three times with
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each of four different ACSB members. Finally, five other ACSB members were inter-

viewed at least once, as time and circumstance pexmitted.

Data were analyzed through the use of a comtemt amalysis —=chnique which permitted
categories of response to be def:ized naturally from ﬂle interviews and field notes.
Subsequent to the establishment :f content cat=gories freruency tabulations were

performed to determine how often :eftain issuwes recurred .zs foci for ACSB discuss-

ions and tc ascertain whether or not there exis—esd #ny comsistent pattern regarding

the kinds of isswes raised by Leral Board members.

What do the Data Indicate?: For the most part, The data Zn relation to this policy

are mixed, indicating that the ACSB is sensitive =v and acts upon certain kinds of
community concerns and that it has done s;> consistently. Conversely, there is
evidence to suggest that the ACSB has only ju=t Ire=zun to become sensitive to and to
act upon.other kinds of concerns with which =hew bawe mot dealt: i_n the past. To
present a comprehensive picture of ‘the data it Tz essemtial to examine each of the
sub-issues presented earlier, relzted to this poilicy. ZEach of these sub-issues will
be discussed in the order in whick ‘they were originally presented. |

What are the channels, both formal .and informal, which are 'utilizecﬂ to bring matters
of local concern before the ACSB?:

The formal channels by whizh local matters should come i ACSB attemtion are clear
and well-defined. Each Loral Sclool Board must elect a Tepresentative to serve on
the ACSB. This representative in turn, is chemged with bringing matters considered
insoluable at the local level, to the attentimm of the larger board. Concomittantly,
the Local Board representatives are charged wich circulating information about ACSB's
decisions and activities to their Loéal School Bmards. The proper arena for the

airing of these concerns is the regularly schedmied public meeting of the ACSB.
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Our observations and interview data indicate that the formal mechanism, thle it is
in blace works effe;tively about sixty percent of the time. That is, in sixty per-
cent of the instances that a local concern should be brought before the ACSB, the

.concerns are actually aired. In the remaining forty percent of the cases, such con-

cerns do not reach the board through the channels set up as a formal conduit for

such information. The reasons for this are twofold, and are discussed below.

One of the major_reasons that issues intended for ACSB resolution never reachbthe
prope;'forum is that some Local Board representatives do not always ''représent"

the viewpoiﬁts and wishes of their constituencies; Several of the ACSB members,
interviewed privately, indicated.that, in certain cases, the Local Board represent-
-ative to the ACSB will stress prioritiés an&/or issues which she or he considers |
important as opposed to the i§sue$ which that representative was instructed to bring
before the ACSB by his or_her Local Board. Fufther, in many instances;'the local
. representative will not :éiSelan issue to the ACSB wﬁich her or his Local Board had
demanded bg.réiée&:' Thi§ éituatibn is eiémplified in the following quotation ex-~
cerpted, as a cdmpésite from the interviews'with two ACSB members:

"You have to understand that they (representatives from Local Boards) are some-
times trying to increase their own power base and..they don't always deal with
issues at ACSB meetings..like their Local Board instructed them to..Usually
this is because they have other things they want to talk about or..they don't
agree with what the Local Board told them to do..." :

The second major reason for 5 partial .breakdown in the'formgl communications channels
relates to the personélity of the individual‘representatives from the Local Boards.
Concisely, those'who_are most agressive and vocai tend to be heard; those who are
.less_self-assured or simply not vocal tend not to h#Ve tﬁeir'concerns addfessed as
readily by the ACSB. One 6f the ACSB members interviewed in&icatéd that, aﬁ the.

Local Board level, the Board Chairperson is usually the most vocal and agressive

member. Yet the Chairperson is not necessarily the representative .of the Local

»
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" Board who sits on the ACSB. Thus, if a representative is not sufficienfly vocal
her or his‘concérns may never get sufficient attention. As a rule, thé Chairpersons
of the Local Boards are sensitive to this point, and, in an effort to coﬁbat'what
they perceive as a lack of agression on the part of their ACSB Tepresentative will
.often attend meetings themselves; thereby undermining the authority and self-
assurance'of théir own representatives. To fprther compound the issue, in most
éases,,the Local Board representative is not aware that hiSjpr her Chairperson will-
" ‘be attending any given meeting. As one such representative stated the problem: |

"I didn't even know that she (the Local Ch#irperson) would be there till I
got there...She talked before I even got a chance...".

It should be noted that, as a group, the ACSB is generally aware of the problem

4
cited above, and has formally urged the,Lbcal Boards to utilize thgir representa-

tives at ACSB meetings rather, present a disorganized and often disjointed front.

In addition to the formal communications.channels described above, our.observations
and interviews indicate that there exists a viable, though informal communications
-network which is:-sometimes more effective in bringing matters before the ACSB than
is the formal one.‘ Actually, the informal communications network is merely a var-
iation of the parental network which was mentioned in the last section. Often the
ACSB is made aware of problems at specific schools because'bf the patterns of com-
munications which exist in the community between local parents and ACSB members, or
as is sometimes the case, between principals énd ACSB members. While fhe informal
network is often effective it also serves at times to undercut the authority of.both
the local representatives and the Local School Boards.in that, rather than bfing a |
matter up before a Local Beard, some parents, whose friends or acquaintances serve

as ACSB members, will circumvent the Local Board and raise issues directly wi;h the

people whom they know. Further, the people with whom parents will often discuss
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issues sometimes will not even bring the matter up for ACSB attention, but will

_attempt to deal -

with- the matter on their owﬁ, thus lessening the likelihood that the

ACSB will ever become aware of a given problen.

OEXAMPLE:

_The point of the

occur; clearly i

At one school there were two Buildings and Grounds issues which
the Local Board could not satisfactorily resolve. These issues
then should have been formally presented to ACSB for considera-
tion and action. However, one of the parents on the Local Board
was friendly with a key board member of ACSB and took the problem
to him/her immediately. The latter, in turn, rather than bring
the issue before the board contacted people whom she/he knew in
the District School System and the matter was resolved.

above example is not that effective resolution of an issue did not

t did. Rather, the point is that the channels designed to accommo-.

date the resolution of such issues were not utilized such that, in this case, the

effectiveness.of the structure could not be tested. B

In the previous

Yantagonistic!" a

section wé identified two categories of principals; we called them

nd "supportive". Principals in the former category often utilize

their own informal communications networks to circumvent having to present issues to

the Local Boards

. Usually, as is the 'case with rarents, principals will contact

members of the ACSB whom they know on a personal basis, and will ask that person

to use her or hi

This tendency is
informal intervi

-"They (prin

s influence to resolve a specific issue.

illustrated in the following composite ﬁuotation, distilled from
ews with three ACSB members:

cipals) know they can call me when they want some action...

Sometimes principals don't want to get Local Boards involved...so some of

the ones I

know call me to see if I can do something..."

The informal network is particularly effective concerning issues related to Build-

ings and Grounds

» though it is utilized for other kinds of issues as well. With

the exception of Buildings and Grounds-related concerns the informal structures are

most often used when parents and/or principals are comvinced that immediate action
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is needed on a given matter, and that action cannot be taken quickly enough on the
local level. In most cases such as the latter, the informal systems are used to get -
the attention of the Regional Superintendent. Because, as one parent stated:
""Sometimes there isn't time to deal with stuff at the Local Board...and then
have to wait and bring it up to the Area Board...why waste time when I can
call a friend and have her get in touch with the Superintendent anyway...
He (the Superintendent) can act alot quicker...:
The informal communications networks then represent pragmatic methods of dealing
with matters of immediate concern. In utilizing such structures however, the formal
mechanisms are often ignored and thus aren't given a chance to demonstrate their
-efficacy. It should be noted here that our interviews with certain ACSB members
indicate that the latter are cognizant of the problem and feel that the board is

dding everything in its power to maximize use of the formal structure.

What Characterizes the types of issues and concerns.that are brought before the
ACSB for action?: . -

As stated with the ACSB policy, those issues brought before the boardl(at least
through formal channels) are those which the Local Schéol Boards feel are not ;ol—
‘uable at a local level. Basically, such issues fall into three categories: Building
and Grounds, Staffing,-and Aéademic/Administrative. As indicated in the frevious.

section, issues within these categories are also addressed at ;he local level,
though those which‘feceive ACSB attention have not been resolved at thap level. The
kinds of issués within thé three categories that are normally brought before the

board for its attention are described below.
Buildings and Grounds: .

Usually those Buildings and Grounds issues which are brought before the ACSB are

those which involve more costly expenditures than those resolved at the local level.
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The reason for such issues being brouglit to the attention of the ACSB is that Local
Board members correctly perceive that the locus of authority for resolving issues
involving large amounts of money resides well outside the local level; often several
layers up in the DCPS hierarchy. Thus, the widef sphere of influence which the
Community Board is able to exert is often needed to effect successful resolution of
such issues. Illustrative of the kinds of Buildings and Grounds “issues which get
brought befo;e the ‘ACSB are the cases below:

o EXAMPLE: Local Board memberé at a given schooi strongly felt that the school
needed painting. - Efforts to resolve the issue locally were not
successful. The problem was brought before the ACSB by the local
representative and the Community was able to have the necessary
work performed.

o EXAMPLE: At one school the football field was in urgent need of major re-

: - pairs. Members of the Local School Board, having exhausted all of
the avenues available to them 2t the school level took the problem,
through their local representative to. the ACSB. Though resolution
of the problem took several weeks, the Community Board was success-

~ful in having the work done.

As was the case concerning Buildings and Grounds, issues which were addressed .at

the local level, such concerns might, at first blush seem rather trivial matters

ticularly given the fact that such concerns represent an overwhelﬁing preponderance
of the issues brought befofe the board by the Loéal School Boards. Yet the issues
are hot trivial to those who are concerned about them. In fact, such issues, while
th;y may seem mundane, may also be construed as;ymbolic of the fact that the ACSB
ié attentive to, and can effectively help resolve matters of local concern. One of
the Board members, when interviewed, stated:

"It's true that most of the local issues we've dealt with in the past year

have concerned Buildings and Grounds. This may not sezm like much, but you

have to understand that these issues are the immediate concerns (italics

added) of the local people...They also provide a way for us to prove to
Local Board members that we can do something about their problems..."
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Several of the membgrs of the ACSB echoed the sentiments expressed above and added
that the Community ﬁoard would hopefully staft to become involved in mofe ""heady"
issues once these immediate concerns had been satisfied. In fact, one of the mem-
bgrs.Stated tﬁat/"I think, in the future, you'll find that Buildings and Grounds

issues will begin to share the spotlighf with academic and ﬁrogram-related issues."
Issues Related to Staffing:

In the previous section we explained that staffing issues usually ensuéd from the
"equalizatipnf concept mandate by the District School System, or from the fact that
administrative positions had been "frozen" by the District, and hence‘adminiétrators -
were being transferred to newly constructgd schools. For the most part, iséues in-
volving the:transferlgf teachers are successfully resolved at the. level of the
Locai School Boards'and do not come to the attention of the ACSB. Issues imvolving
the'fransfer of administrators however,, :are almost :always brought to.the ACSB for
action since these issues are perceives by Local Board members to entail Regionall
concerns. The followming illustration :=mbodies the kinds'pf staffing issues‘usually
brought to ACSB for resolution.

o EXAMPLE: Parents at one school were concerned that a principal whom they
liked was going to be transferred as a result of the adminis-
trative 'freeze." The issue was. brought before the ACSB by the
local representative who asked that the Community Board .intercede,
which it did. The prinicpal was not transferred.

While this example‘is not unique, it 'is not common either, sinpe the ACSB has only
recently become involved in issues regarding staffing. HoweVer, if the freeze on
hiring continues within the District, it is likely, as one board member expressed

it "that we (the ACSB) will have to become involved more and more in issues which

concern the transfer of administrators."
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Acanmic/Administrative Issues:

In the past year, the ACSB k- > only been confronted with one specific issue which
pertained to academic/administrative concerns. This issue, to which reference was
made in the first section of this report, concerned the case of a principal who
wished.fo change the hours during which school would be opén. Implementation of .
such a policy would have nécessitated dismiésing students from school at.a later
hour than had previously been the case. ‘Utilizing the formal communications struc;
tures open to them, parents on the Local Bgard instructed their representativé to |
bring the matter before the Cbmmu;ity Board. Since the Regional Superintendent
Aregularly attends ACSB meetings, and since this issue was clearly within the pur-
view shared by him and the board, the concerﬂ was sztisfactorily'reSOIVed within

the context of the ACSB.

While the above represents th: simgle instance of ACSB's having to deal with :this

kind of issue, it is likely tiz=t, in the forseeable future such issues will become
‘ ) ’

more common, because, as on*board member said "we have Proven that we-can take care

of the Buildings and Grounds stuff...now we're going to get involved in the whole

area of academic quality and prdgress."

This discussion has revealed that, in the past, most of the issues brought before thé
ACSB pertained to Buildings and Grounds. It has also indicated that ﬁany such issues,
which should reach the board through regular, formal communications chammels never do
as an informal communications network is often utilized. The discussion also stress-
ed that, while Buildings and Grounds-related issues have accounted for most‘of the
time ACSB has devoted to local‘éoncern, the latter hz=s started to become involved

with resolving local problems related to staffing and academic/administrative matters.

.
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What Actions does the ACSB take in attemnting to resolve problems brought before
it, and how successful are these actions?:

The ACSB numbers among its members several people who are very--influential 1n both
Reglon I and District System in general. Certainly the Regional Superintendent,

who regularly attends meetings is the most visibly influential part1c1pant on the
board yet there are others who are not only influential in their own right, but
have 1nf1uent1a1 friends as well~ The point of stressing the influence inherent..in
the composition of the ACSB is simply to indicate thzr the lafter is a powerful
bo&y, and often capable of resclving local concerns zmong ité own membership. In

‘cases whers the membership is-tot.able, by itself to.resolve pressing issues the

former possesses ample experti=s in knowihg where to 2o to get things done. Givea-
the power and influence which-r=sides in the ACSB's m=mbership the responﬁe of the:
Community Board to different cztegories of issues vary by the kinds of concerns

being addressed. The actions taken by the ACSB in relation to different categories

of issues are described below.

Actions Taken In Relation_;o Buildings and Grounds Issues:

Since Bui}dings and Grounds issues constitute the buik of concerns brought before
the ACSB by Local Boards, the former devised a stratégy to deal with such concerns
en masse. Basically this strategy entailed convening a lengthy meeting of key in-
dividuals within the District School System who are responsible for expenditures of
funds relating to Buildings and Grounds; in additon to these individuals the meeting
also included a representative from the City Department of General Services and
members of the District Board of Education. During this meeting, which 1astgd for
five hours, every issue peftaining to Buildings and Grounds which had been brought

before the ACSB was presented and discussed in detail. All but one of these issues

- 438



. .

were resolved at that meeting, and necessary repairs to local school facilities
were undertaken. In the one case where resolution could not be reached, the ACSB
decided to make a presentation directly to the District School Board Subsequent

to thlS presentatlon the needed repairs were made.

The strategy as described above proved so successful that the ACSB appointed a
Buildings and Grounds committee which was charged with the follow-up of all local
concerns in this area thét had been brought to the Board's .attention. The form-
ation of this committee 1ed, in turn, to the generation of‘1mportant contacts wlth
- key individuals=in the Buildings ‘and Grounds Department of the District School
""System. These contacts are constantly utilized, and permit the ACSB to regularly
monitor their own progress in meeting the needs of Local Boards ih relation to

these issues.

.The formal structure then; set up by the ACSB to deal with Buildings and Groﬁnds
issues of local concerné has beén successful. The ACSB thinks that it has 'proved
we c#n do SOmething for Local Boérd‘mémbers." The Local‘Board membexrs in turn,
feel that the ACSB has mangged'to effectuate the resolution of such iséﬁé§ that
the Local Boards were unabie tobreéolve; as the following odmposite quotation
indivRtes: |
"They "(the :ACSB) have gotten alot of this stuff done that we tried to do and
couldn't...they have better contacts than we do...It's probably better to
let them handle the really big things..."
Unfbrtunately however, there are, according to our interview data_and observations,
-dozens of similar issues which are never brought before the ACSB either because the
local representative does not consider them important, or because he/she is not
| sufficiently vocal.  In these instances then, though through no fault of their own,
the ACSB ‘has not been as fully responsive to local needs as it potentizally could

have been.
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Actions Taken in Response to Staffing Issues:

Local concerns related to staffing are alwmys resolved within tﬁe.cnntext of ;he
ACSB membérship. As a rule, the reason that these matters are braught before the
‘ACSB is that Local Boards are fully aware that the Reéional Superimtendent attends
the meetings. fhe ACSB functions, in these cases, as a forum for the explanation
of thé problem which, when discussed is then resolved by the Regiomal Superintendent.
Most of the ACSE members interviewed, as well as members of the Local Boards. ex-
preésed their belief that the Regional Superintendent takes appropriate action on
these issues whenever he can. They also state that, in cases where the Superin-
tendent feels that there is nothing which he can do, he-is very careful to explain
the reasons why, in.his view, ﬁothing caﬁ be done; The followihgﬁcomposite quota-~
tion, excerfted from interviews with both ACSB members and members of Local Boards
is illusfrative-pf this perception:

"He (the Superintendent)Areally tries to do something a2bout these prsivems...

usually he can do something...even if it%s not exactly what we wanted. ..

When he can't do anything at Zeast...he tells us why and...it"s wsually
Pretty reasonable..." .

Actioms Taken In Response to Academic/Administrative Issuss:

As mentioned previously, the ACSB dealt with only one issue during the-past year
which concerned academic or administrative problems at the local level. As was the
case above, the ACSB served, in this instance as a forum -for the discussion ofthe

problem, which was resolved, during the meeting, by the Regional Superintendent.

The Primary Poiicy Reconsidered:

We began this section by addressing a general ACSB poiicy which stated that the
Community Board would deal with concerns brought before them by Local School Boards

because such concerns were not soluable at the local level. In the case of Buildings
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and Grounds issues brought before them through formal channels, the ACSB has been
sensitive to and effective in dealing with local concerns. To the extent that these
formal channels have deteriorated, or are not used as a~consistent conduit, the sen-
sitivity and effectiveness of the ACSB in relation to staffing have been handled
'effectively, though the Community Board ﬂas only recently become involved in such
issues. Finally, in the single issue pertaining to academié/administrative matters
with which it dealt, the ACSB was also successful in its resolution. As previously ~ ¥
_ sﬁggested,'the ACSB contemplates that, as time gdes on, they will become mdré'in-

volved in substantive academic/administrative issues.

In general then, the ACSB, by virtue of its large'sphere of influence and the power
that such influence conveys; by virtue of its access to key individuals responsible
for getting things done, and bewause of its unique relationsﬁip to thé Regional
Superihtendent, is sent issu;s whiéﬁmfall beyond the jurisdiction and/or power of
the local schools. The ACSB in many cases serves to bring salient issues to the
attention of important officials and to mobilize its strong contacts in the District
Schbol.System's administr#tive hierarchy to generate action in cases where individ-
uals have failed at the local level. Our intérviews with ACSB members.also“jndicate.
that the ACSB has actively -encouraged Local School Boards to devote more time to
solving their own problems before bringing them before the larger board; hCSB mem;
bers feel that as Local Board members gain.more expertige in problem solution and

in relating to the administrative structure of the local schools and increasingly
large number of issues will be resolved at the local level. Our data further sug-
training function, in that, through their participation in ACSB meetings, local
Tepresentatives will in turn be able to teach their constituents to operafe rela-

tively autonomously. Once this has occurred, the ACSB feels it can begin to becone
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more involved with the formulation of educational policies at a Regional level.

The discussions presented in this section of the report warrant the following
conclusions:
o most of the issues brought before the ACSB, for resolution concern Bgildings
and Grounds, these issues are usually successful;y resolved

o the formal communications procedures‘designed to facilitate the bringing
of concerns to the attention of the ACSB work when they are utilized

o the informal communications networks which are often utilized to bring
matters before selected members of the ACSB, while effective in resolving
certain issues, decrease the sensitivity of the ACSB to local concerns
by circumventing the board

0 as a rule, the ACSB has not dealt with academic/administrative issues,
though it plans to become more involved in such issues ‘in the future

o in those insfances where staffing assues have been brought'before»thé
ACSB they have, for the most part, been successfully resolved

The everarching conclusion which may be drawn from this section is that the ACSB
is generally sehsitive to local concerns wheﬁ such concerns are brought to their
. attention. It is_noteworthy however that most of the issues brought before the
ACSB do not directly relaté to RENP. The reason for this is_simply that most of
the issues with which the Community Bodrd-dea;s felate to facilities, not to the
quality of academic programs. It is likely however that, as ACSB incréases its
iniolvement in the issues pertaining to the quality of education in the Region,

they will deal with more issues pertaining specifically to RENP.
Recommendations:

The major problem for the ACSB in remaining sensitive and responsive to the con-

cerns of ghpcal Boards centers arotnd the fact that in many cases ‘the larger board

is never made aware of such concerns, even when the latter represent appropriate
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issues on which the ACSB could act. To ameliorate this problem, we offer the

following recommendations:

o that a sub-commit%ee of the ACSB bz formed and charged with Treviewing on a
monthly basis, the minutes of the meetings of every Local School Board to

~ determine whether issues were raised at those meetings which are appropriate
for discussion at the level of the ACSB

o that the ACSB strongly urge each of the Local School Boards to adhere to the
formal communications networks designed for the purpose of bringing issues
of local concern before the ACSB

o that the ACSB require each of the Local School Boards to submit regular
Progress reports detailing the number and types of issues with which each
Board has dealt -and their success in resolving such issues 4

o that the minutes of all public, regularly scheduled ACSB meetings. be cir-

culated to all Local Boards such that the latter will be kept fully informed
about ACSBpolicies, actions and decisions

Policy Facilitative'Strategies in Evidence: Of the ten strategies described in the

first chapter of this report, we believe that the following were operational in re-

gard to this policy: 1) value Orientation of Policy - For the most part this policy
was congruent with the historical mandate of the Lécal School Boards, and wiih the
valués of-thcse most responsible for implementing the decision (ié. local board
chairpéople, members of_thg ACSB, principals, and parents). As we have noted in the
body of this séction héwévér, some principals and parents operated along value di-
mensions which made them ténd to circumvent the formal procedures implied by this

policy. 2) Self-Interest - In most cases, it is apparent that local school board

members perceived that adherence to this policy was in their own self-interest, in.’.
that the ACSB was often capable of effecting necessary changes at the local level
which the Local School Boards acting unilaterally, would have been unable to accom-

plish. 3) Non-Contradiction - In so far as we could determine, after reviewing

existing policies, this policy did not contradict any other policy which had been

generated by the ACSB. 4) Breadth of Participation - Since this policy originated- ..

within the RENP Committee, and was then discussed and adopted by the larger board,
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the Local Boards were given the opportunity to participate in the formulétion and/or
adoption of this pelicy through their representatives to the ACSB. 5) Legitimacy of
Authority - No one whom we interviewed, including parents, principals, or‘othe¥ mem-
bers of Local School Boards, questioned the right of the Anacostia Community School
.Board to set this pciicy. Those instances in which the policy was circumvented on
the part of either principals or parents had more =o o with efficiency or prag-
matism thah with questioning the legitimate exezrcise .of authority;

The Third Policy:."The Unit Task Forces at each .schmpl shall include in their

composition at least three parents and one student, to provide direct input from
the community to RENP."

What Does it Mean?: The Unit Task Force concept was developed by RENP program

t

planners as. a means for adapting the RENP service delivery system to the particular
needs of individual schools. Idéally, each Unit Task Force should devise a plan
which adapts the services which RENP provides to the overarching and idiosynchratic
“educational programs offered at a given school. The Unit Task Forces are constituted
of a wide variefy of school-related personngl including teachers, aides, Community
Organizers, Trainers of Te#chers, and Maihematics and Reading Specialists. To en-~
sure that the Task Forces would reciéve input from the community, parents and
students were added.to the membership. Our intent in studying this policy'was to
determine whether or not the parental and student components of the Task Forces did,

in fact, provide regular input from the community.

Related sub-issues: In examining the policy stated above, the following sub-issues,
stated here as questions were also studied:

0 How many schools have fully constituted Umit Task Forces?

0 How were parents and students recruited to serve on the Unit Task Forces?

0 What kinds of input do parents and students make?

By answering the questions delineated above, the contractor felt that the policy

could be studied comprehensively. Unfortunately, as the discussions which follow
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wili reveal, neither the questions mnor the policy it:elf coild be studied in the

depth with which the preceding two policies were examined.

Who generated the policy?: As was the case with the pthér'two policies, this policy
was initially gemerated within the RENP Committee, and later discussed and adopted
by the larger Anacostia Community School Board. The Policy was generated out of a
concern that within any given schooi, RENP be responsivé to the nee&s and concerns

of its clients.

How was the policy communicated?: As was the case in the other two instances, com- /Lé
—

munication of this policy depended upcn verbal rather than written procedures,

That is, the policy was verbally presented to the ACSB which then verbally approved
it. We could find no written record of such approval. The policy was communicated
to the Local School Boards both through the latter's representatives on the ACSB

and by key members of the RENP staff.

Data Collection Strategies: It was our intent, in studying this policy to supplement

extensive interview data with observations of Unit Task Force meetings. Unfortunate-
ly, this did not prove feasible since, during the time that data were collected for .
this study we were able to observe only two Unit Task Force meetings which, inSofaf
as we could determine, were the énly meetings scheduled during the time of data
collection. Field notes were kept in reiétion to these meetings however and the
oﬁservations centered upon comments made by parents. At the two megtings which we
observéd, students were not in attendance. In addition to the limitéd obsérvations,
interviews were conducted with nine parental members serving on six different Unit
Task Forcég, VMore extensive interviews with parents were planned, but the remaining
parents could not be contacted during the time of data collection. Finally, all
Commuﬁify Organizefs were intervie;ed regarding their perceptions of parental input

as were all principals.
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As in the previous two policies studied data were analyzed through the use of a

content analysis technique which permittedArgsponse categories to fall naturally
from the data. Subsequently, frequency tabulations by response category ahd cat-
egories of Unit Task Force membership were performed. The reader will note thaf
no students were interviewed. While siich interviews were contemplated, they did
not prove feasible as we were unable to locate any students who had participated

in Unit Task Force meetings.

What do the Data Indicate?: Our data suggest that,.for the most part, parents do
participate in Unit Taék Force meetings when and as such‘ﬁeetings are held. .The
data also strongly suggest that students do not attend such meetings regularly,

if at all. The factors which impinge up6n students' non-participation will emerge

in the examination of the related sub-issues which follows.

How Many Schools Have Fully Constituted Unit Task Forces?:

.As simple as this question seems, it is not an easy one to answexr, for the data are
sketchy and often contradictory. According to our interviews with pa;ents and the
Community Organizers and ourAperusal of the Unit Task Force Plans, twelve of the
fifteen Phase I schools have three parents serving on the Unit Task Forces and ten
of the fifteen have students included in the membership. Interviews with parents
however suggest that in over fifty percent of the cases in which a parent is iden-

. tified as a member of a Unit Task Force, the parent .is unaware of such membership.
Often, in such cases, parents identify themselves as being members_of the Local
Scﬂool Boards but not the Unit Task Forces. In still other cases p#rents identified
themselves as being Local School Board representatives to the Unit Task Forces, but -
not voting members of the Task Forces. While it is éi;ar that in most schools some

parents’ are voting members of the Task Forces, the number of ‘parents on each of the
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Task Forces was. at the time of our data collection, impossible to determine.

In the case of student membership the picture is even less clear. As mentioned
previously two thirds of the schools have indicated in their Unit Task Force plans
that students are Task Force members. Inferviews with parents, principals and
Community Organizers however, all of whom are reluctant to address the topic direct-
ly, suggest that in reality, student participation is at best very sporadic, and not
encouraged, and at werst, does not exist. These interviews further suggest that, at
least among the parents, Community‘Organizers and pfincipals whom we interviewﬁ no
one was quite sure why students were to have been included as members of the Unit
Task Forces in the first place. One principal summarized the dilemma of many of
those to whom we spoke, in saying the following:

"I don't know why they (rsferent undetermined} insisted that we have students
on these things in the first place...What does a child know about educational
planning anyway?...I don't want a sixth grade child helping to make edu-
cational policies..."

To summarize the points made above, it is unclear how many schools have "fully
constituted" Unit Task Forces. If, as the plans suggest, the concept of "fully
constituted" entails the ihclusion of three parents and a student; it is possible
that none of the Task Forces are fully constituted. This dogs not mean that they

are non-operationél; merely that they might not have the full complement of mem-

bership which the plans call for.

How Were Parents and Students Recruited to Serve on the Unit Task Forces?:

Our interview data indicate that there are twelve Phase I schools in which the
Unit Task Forces have met at least twice over the past. academic year. In ten of

these twelve sé;ools parents and principals agree that the latter asked specific

parents to participate on the Task Forces. In the other two cases, parents were

recruited by the Community Organizers. In all of the twelve schools, regardiess of
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who recruited the parents, the latte; were selected priwarily from the membership
rosters of the Local School Boafds. This suggests that parental participation on
the two most potentially powerful community related groups in the schools (the Local
School Board and the Unit Task Forces) tends to be somewhat insular in that the Same
groups of parents tend to serve on both bodies. Principals and Community Organizers,
while agreeing with this contention, argued that they tried to select those parents
whom they knew to be the most "active and dependable parents in the school," and
vthese usually were Local School Board membefs. We are aware of four exceptions to
this rule. These exéeptionS'relate to parents who either specifically requested to
Participate or who volunteered, when askea. |

i

In many cases, principals, in recruiting parents to serve as Unit Task Force members,
simply told parental members of their Local School Boards that their participation on
the Task Forces was a condition of their duties as Local School Board members. The
point is simply that there are rarely zny discontinuities between Parental member-
ship on the Local School Boards and membership on the Unit Task Forces. When asked,
in interviews, whether they thought having the same People serving on both Unit Task
Forces and Local School Boards might be detrimental to the principle of a broad
spectrum of community repfesentation, principals were ambivalent. The following
'quotation, which is a composite drawn from interviews with five principals is illus-
trative of their reactions to this question:

"It does mean that a smaller number of...parents are actively involved...but
these are...the most active parents in the s&hool anyhow...Maybe it's good
that the same people sit on the Task Forces and the Local Boards.,..because
they can understand the whole picture...not just what we're trying to do
with RENP...but they can put that into the larger picture of what we're
trying to do in the school in general..."

If the original intent of the policy was, as some ACSB members contend, to ensure

as wide a range as possible of community input, then the recruitment processes have
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not been successful. If, as principals contend on the other hand, they actively
triéd to Tecruit parents whom they knew would participate, and in-so doing were
forced to fall back upon Local Board members with the only othar alternative being
a lack of parental involvement, then the decision was sound. Principals acknowledgea;;“
that the range of community input would be limited. Conversely,'they felt, sume in-

put is better than none at all.

What Kinds of Input do Parents and Students Make?:

As stated previously, our data suggest that students have iittlé or no input into

the Unit Task Forces. While not anxious to discuss the issue, those parents whom

we did interview reflected the sentiments of the principals which was mentioned

earlier; namely that students should not have an input into educational plénning.

The following quotation, which is a composite of two interviews conducted ‘with

parents, is illustrative of the viewpoints of the six parents who would express any

opinions at all in relation to this matter:

, ‘"Teachers and principals are professionals, they know what they are doing...

- parents have been through school before and have been out in the world for
awhile...but how can students have the experience to make educational plans... -

_ it's ridiculous...a child in fourth grade is just too immature...he doesn't

g know enough..."

The characteristics of parental input arc difficult to define. Such input seems to

vary from school to school and almost frou meeting to meeting. Qar inter&iews with .

parents, principais and Community Organizers suggests that parental attendance. at

Unit Task Force meetings is highly sporadic and further indicates that in many cases

parents are confused about the purposes of the Task Forces. Most of the twelve

schools with act&ve Task Forces had, at the time of data collection, held from two

to three meeting over. the course of the year. Insofar as we could determine, usu-

ally one parent attended each of the meetings, though most frequently the same parent
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did not attend subsequent meetings. This suggests that there may be a strong dis-
continuity regarding parental input. On the basis of available data, we could find
only two parents who had attended more than one Unit Task Forcé'ﬁéeting. The sit~
uation may have changed somewhat since then however since, during‘most of our data
collection, Unit Task Force plans were still being updated and several of the Unit

Task Forces were in the process of being reconstituted.

As stated above, it is difficult to generalize about the kgggs of input made by
parents into the Unit T;sk Forces. Most of the principals and parents interviewed
héwever said that they had "discussed" the goals presented in the Unit Task Force
plans with members of the Unit Task Forces. This does not, of course mean that the
parehts actually had any input into the fﬁrmulation of these goals. Principals for
the most part contended that parents did have such’ input. Parents, by and large
contended that they did not help formulate the goals,”?gt that the latter were

"presented" to them, for what purpose is unclear.

Of the nine parents interviewed, only two indicated that they had actually had input
into the Unit Task Force; one stated that she had helped other Task Force members
formulate a plan for evaluating student progress, and another stated that she had
worked with other Task Force members to develop strategies to monitor the impie-
mentation of the Unit Task Forcewplan at her school Conversely, all of the princi~'
pals and Community Organizers sféted that parents provided regular input into such

. diverse area$ as setting educaitonal goals, developing strategies to monitor the
_implementation of plans, deciding what materials to purchase, helping to design
mathematics laboratories, and helping to determine what additional components were

needed as part of a mathematics curriculum.
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- The Primary Policy Reconsidered:

The clear intent of the original policy was that parents and students would serve

as active participants on the Unit Task Forces. It seems Teasonably certain that /
students do not participate on a regular basis, nor is their participation desired.,

- It iSWaISﬂ clear that while parents do Participate to some extent, the intensity and
continuiry of their participation remains uncertain. It seems reasonable to conclude
in the light of thc above, that the policy, while implemented to some extent, has not
been sitrey fully implemented nor operationally defined. Admiétedly the data col-
lectes ip Teizzion to this Policy are incomplete, yet the available evidence suggests
the fclinwing 25 tentative conclusions:

0 stedenis do not participate on the Unit Task Forces and their participation
iz uwl perceived as désirable by principals or parents

0 parents who serve as ﬁembers of the Unit Task Forces also tend to serve as
members of the Local School Beards

0 pare¢stal attendance at Unit Task Force meetings is sporadic, and the same
Parents do not attend each meeting

o most of the schools do not have fully constituted Unit Task Forces
o the Unit Task Forces do not receive regular input from a broad range of
community residents
Recommendations:
Presuming that the original intent of the policy relating to Unit Task Force member-
ship.still holds, we make the following recommendations:

o that the notion of student participation be seriously re-examined at all
levels of the RENP system

o that the Local School Board at each School be required to submit regular
monitoring reports of Unit Task Force meetings to the ACSB documenting that
meetings were held, who attended, and what decisions if-any were made

o that the Community Organizers be encouraged to work with principals to develop
a wider base of parental membership in the Unit Task Forces

0 that members of the RENP management staff attend meetings of the Unit Task

Forces on a sampling basis to assure themselves that parents do attend meet-
ings, and are making inputs

61




60 -
".‘,

Policy Facilitative Strategies in Evidence: In relation to this policy, we were

able to observe only the following facilitative strategies: 1) Non-Contradiction -

In so far as we could determine, having reviewed the minutes of the ACSB, this policy
dié not contradict any earlier policies which had been operationalized. 2) Breadth of

Participation - As was the case with each of the other policies, this policy was gen-

erated within the RENP Committee and then ratified and discussed by the larger Ana-
costia Community School Board. Therefore, each of the Local Boards, through its
representative, did have the opportunity to participate in the generation and/or

discussion and ratification of the policy.

Ipplications of Policy Facilitative Strategies: The preceding discussions of the
three policies which were examined as parf of this »tudy suggest that there is a
definite relationship between the number of policy facilitative strategies employed
by the ACSB and the likelihood of successful policy implementation. The reader will
note for example, that the first policy,uwhiéh was the most successfully implemented
also employed tﬁe greatest number of facilitative strategies.' The second policy,

though implemented, was operationalized to a lesser degtee than was the first, and

also had a fewer number of facilitative strategies which were related to it. Finally,

" the last policy, which was the most poorly implemented of all of those examined also

had the fewest number of facilitative strategies related toc it. While examination

of three policies from an entire spectyum of policies which could have been examined
dp not in an absolute sense constitute grounds for generalizations regarding pqlicy
implementation, they do strongly suggest that in generating policies which it wishes
to see implemented, that the Anacostia Community School Board simultaneously gener-

ate facilitative strategies to help énsure Smooth implementation.



