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. I Abstract :
- A small school district undergoing f'dermb“ sponsored °“‘A“
‘{ has experienced 1argg£-scale staff turnovor in positiom relatéd to
.;' ; .the :lnpleuqtation of change, The anthropological com:‘l"t °# e

v:lev is dis¢dussed ms useful int undoratanding such personnel change.

4

Conceptxb?s of pupil-centered time and. adult-centered ‘tiue are

developed out of school people* c own discusﬁons and ideas about the

c-n-—: Ar—-"

school district and federal program. This paper nlustu/ten the kind

of contribution ant.hropology can make ‘to understmding Muerican

3

education. ’ . '. .
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ALLAN F. BURNS
WORLD VIEW 'AND EDUCATIONAL CHANGE:

A STUDY OF TIME IN A SKALL SCHOOL DISTRICTY

[
\
S

This paper dr;vs a relation‘s’hip between the symbolic use and plgée .
'Vot‘. time in-a small school system and the process of imple't;l\enttng eﬁncatron'al
change, especially uhe;\ that change has a non-loc¢al impetus. The approach
of the research vhich forms the ‘bas;is for.this discussion is ethnograp! ic,
“although the present report is more of an ethnographic vignette than a ful'l
ethnographic study. For the past two years, I‘ have been engaged in cap ryin.g

out an ethnographic study of the Willcox s¢hools and their community ontext.e.

Through formal and'inf,'onml disenssions and oboei‘vatﬁi.ons with school people

.
”

at all levels of the system, the conception of ¥imé in schools has bepn found

to be central to the/ way education is thought about and carried out.
{ \ \
I stress that the approach of the resesrch 1s ethnographic in o def to
underline the )d.rid,'o!' contribution that gnthropological inquiry can de aj

. ’ - ~
to the study of education. This papér offers an illustration of hoy a

{
significant Iuc&tional issue or problem arises from long-term field

experience, d,ihov concepts derived from the discipline offer ‘é>1 for

subsequent analysis and understanding of that 'problem. The paftic lar kind

of educationa]_.’l change ‘which is of interest here is c;hm;ge in c}wo personnel,. '

or staff" tux;dbver, ,a.ndt how this rei‘atet to educational innovation., Put simply,

‘this paper ?;cmines why so many people com.e'nnd‘ go’s in 8 small scheol system, °
d hov a particular case of extreme _,eAucatic;m.l mobiii y i's related to

a }ocil project of planned change sponsored through the Natior;nl Institute éf

Education’s E;chr!hgntal Schools prc"gram.-j‘ ) | ' -

3
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economy of the area ald have previded a strong base for slow but steady

g

_ 1973, Willcox was selected by the N;tionol Tnstitute of Educati
. . s

.

In a broader sense, this paper brings to surface the issue of
‘ \ / : : g
organizational continuity in schools. Although new programs of educational

change are ideally owned by the system, in reality they sre often associated

.with one or two people who were instrumental for their initial Plapning. ¢
The dilemna of tHis contrast between formal (and legal) ovnership by the -

t oy )
system and informal ownership by school people is confounded by cases of /“\

rapid turnover in staff positiom esgecially those related to such innovative
prograns. The difficulty of soparati?g prongus from the people who run them

was expressed by one lc .‘ed‘ucator\f as I oiscussed resegrcix goals with him:

"I don't );nov how you'll do it. Thei?e vere a lot of pérsonn;iiies vritten

L.
into thet Plan." Y

The Setting md Evolution of the Problem

*\

Willcox, Arizona is a community located about. ‘ninety miles east of

Tucson and about seventy miles north of the Mexican border. Some 8,000- I

people liveiwithiﬂ a fifty mile radiu{ of the ox. Cattle e

ranching, irrigation farming, and support s‘ervicos havc.dorv;inated the

) # '
growth since the area was séttled by Anglos in the late nineteenth century,
The school d'Sstrict.to y serves 3,000 people who liye in the town of Hilloox,
as vell as another Z,000 who live outside of the to‘;n limits, Fifteen S
hundred studm‘t.y/;t.tmd the HiIlcox.schools, -end- e;'e equally divided between /
an elementery/( a niddle, and a high school, The district emplQys some 150
people. seyéyty-l‘ive 6f whom are certified, Clasohoon o,rganizetion follows

a natlonal model. as the elementary classes are self conteined vhile vhe

niddle and high schools operate with subject area dépertmntc. In

‘s Experimental

1 , ' wQa
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‘could become more responsiﬁe to the communitfy in which it resided, how T »

. to receive extensive support in order to implenen a five year proJect of

planned, comprehens:lve educational change.

~ In August of 19:{3, ethnogra;?hic x:se:rch vas b;zg‘un‘in t:\e cohunit‘:y.
The overgll goail of the research was. to study the nature of change in the
school sys'tem and comunity. The recéarch was' esigneg to be docunéntary,
and speciricallv not intrusive into the implementatioh of the\local pro‘ect. ’
I came to the field with a ‘broad ‘vorking hypotHesis that" the planned change
to be documented could be divided into tvo realms, the ideal and the gctual,

The ideal chmge.at\the "beginning of the prog m was eaa.y to determine.

\ .
It existed in the form of a. 'single document, fhe Plan for Comprehensive

_C.)Lagg_e_ in th‘e Hillcox\fublic échools\ (Willcok Public Schoolsll973). This
document resulted in the contract between Willlcox and the Natiocnal Institute.
of Education which speci ied the expected chgnges, and necessary level of
fu.nding for the project. \The document was a[charter for locally determined

comprehensive change, It ‘yas a summation of] how & small school system

the schools could expand their course offerf#ings by bringing in specialists,
.

end how the district could upgrade the qualfty of education by.coordinating

the vay the three schools operated. .The chgrter enumerated five major areas

of ehange: School. administration and govejynance, staff utilization and trsining,:

curriculum, comnu;xity involvement,b and facility use. Within the. area of curriculum, ’

.

major programs were planned: for reading, eardy chiuldhood education, bilingual .

education, counseling and guidance, and media. The local project alsoc had a

_ provision for continuous evaluation to aid administrators in making decisions

about the project as it 5rocee<ied. Without going into the Plan any further,

3 5 :
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) “who was the primry author of the Plan had resigned from the svstem.
g w—

it can be said that the changes planned for were fundamental to ‘the system,|

and extremely difficult to effect./

. o ‘ he
; .

¢

Acfual chaqges .which ‘occurred were not explicit in the same sense

’

as the ideal changes, ‘The actual changes were observajfle only as tiuiy

s 5 o —_—

arose from the day to day life of the school system. For example, during

the first days of fieldvork, I learned that the middle school principal

D

had the superintendent vho had overseen the writing, the docment,dr wvho hnd

logged the process, and the teaohe* who had been a ha.lt-time proJect ‘;.

director. All of tigge ehangcs in ﬁrsonnel were said to have 'occurred as -

" the result of conbihed communﬁ.ty dissatisfaction with the adninistrat.don

. and personal desires for career mo\llity. Of the core atat‘f vho had, plmned

}

. for co-\prehensive change the vear before, only the project’ secretary remained

in the fall of 1973.} During thé next year, the Plan for Com grehensive Ch:nge

-

So toco

-~

\
\

.

T -—

vas 1nplanent.ed by a new superi tendent and nine people brouaht in to t‘lll the

’

vacated and nevly—cxleated positions, Before long, some of these people began

to leave the system, The doc

that tvo separate phenonena \erel ta.)a—ing place. On one hand, the pro)ect

vas carrying out cthanges in currjiculum, organization, and community invelvement

!

‘es outlined in the Plan. On the|other hand, i)eople came and went tiu'ough

/

project associated positions' with suprising freq'uency'. The conception' of:

A\
educational change in Willecox expandcd from the hypothcsis of an 'idegguctual

split to a second level vherc tﬂo actual .changes consisted of (1) chonges

in the running of the schools, ild (2) changes in personnel. Chnnges in

persomel gained importance as ime went on,
; ol

6

During thc first eiahteen

tation carried out during that year indicated




over twéntv-ﬁVe changes in persomel occurred. Poqitionq created L the_

- to tumover. A short. chrono gy of the project at the loctl v vel
illustrat.es the magnitude of th se, changes. .
‘ The project began imp],l'mentation in August of 1973. Ynich vi}l Jbe -
: .referred to as mbnt.h:dﬁe.' It began. as has been noted, with-a nev..stat'f
of coordinators, two new prin_ci’pals, enc} a new superintend.ent. At the ',
utset of month ‘three, .ti;é l?ilin'gual coordinator resigned. Dur;lné month
ur the evaluation.«cob'rdinator reéi_gned: As month five begen, & new '
evaluatidn c'oordiantor vas hired,. _arid during ngnth seven, a nev bil'i‘ngual
coor inator das hired. - At the close o;’-tfie first schqo]:. year (month 10), .
perintendent vho* had ‘been t.h!re for less than a year resigned, as
. did an elementary counselozgland the eav-ly ch:Idhood coordlnator. During
the sun-er (month, 11), t‘ae admnistrative assistant in -cﬁarge of the project
' “

) moved to take over the elementary prmcipalshxp, wvhile the elementary
\

princiy&l became the distnc.. business agent, 2 new position. . As schno]

\

began tl\e second 'year (month 12 and 13) a new superintendent and. a nev
§

early chhl'dhood coordinator ceme into the district. At the same time, -.

the second bilin@ai coordinator res}gned. During month 13 a new

administrative assistast arnved to help run the project; a month later
(month llc) the Second evaluation coordinator resisrxed. During nonth 16
" ., the middle «;chool principa.l left his post and became the director of an

evaluatxon committee for five week$ beforc he became [ fifth gradc t.encher.

$ >

The n'd&le school counselor heesme the. princlpal in that school.’

"This chronology is not exhaustive of all the changes, but serves to
=
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’ indicatg\ the degree of t{im‘over im Uhe‘.'g_‘lsten §incg .the’ incepiibn..'o!' the -

1 percent turnover the first year and twelye percent the second year. ‘l‘hp
'hus been ""{8 pcropnt. Hillcox had become a legder in educationai change.

in the comunity for the tbp years to stumbl¢ on this problom. Pr J'éct ’

o ‘ ‘ ! . . -
look at the Willcox schools allows for different kinds of educational g

. pro,ject. Beyond the statements abogt t

~

local Fxperimental Schbols proJcct. In contraet vith, thi almost nor;’t.hl'y

.

’ .
tumover. the elassroon teaching 'stu‘t‘ has remined stablq, with' tventy-three

!

\ ' =

.turnower rate in positions :‘elatgd to the I:xperimental Schools prograh

R

Et could be arzued that it dxd not take an anthropologist living

>

monit.e*s in Ua.,shmrton were aware of it, as were educntors‘ famli vit.h

\

school districts in Arizona. The point here is thut an ethnograpf}ic \ - P

case, study approa h allows tbis isSue to bjsplgced in the context of

the ‘11fe.hiv5torg of educgtional change in'Will¢ox. The paradigm used vto

| * y v . : / \ a
cb‘Tge to surface beyond those officially |specified-in a2 given plan. \' )

'I‘he Explanatfon .

Extensive forml and int‘oml inte'

. ‘ . \
iews with school people suggested
thet the phenonen. of high st,an‘ tun@v r was not an-artifact of chance, but

rather ret'lects some\.hing about the loca] district and Experipental Schools

need for career mobility and a
more satisfying work environment vas a kind of ambiguity built' into the

positions which the.proJoct created,* Thig ambiguity is vel.at.ed to the

anthropological concept of "world view" as descrﬂbed by Redheld (1953),
Be%d ct(19,la), and m0°t ‘recently Jonee (1972). Briefly stated, vorld .
view is tho'descrxption of how peoplevl;netpselyes carve up the world of |

eipe.rie,nce into ;ncntal reality.
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} C e o ) : me.p;ojeog creagéd positions vhicfi denandot_i simultaneous adherence
l g : "to two ;seporate patterns of world vie§ held .by ‘Willcox éducotors. ?hi'e ‘

: :‘ ambiguity led to the movement déscribed. 'Ambiéuity 1:'1 wor1d7v1ew' s \
{ . more profound than the iciea. of "role contzlicts vhich social scientiats B \
f - . often -turn to in frustrating circunstances. As many studies in the . \

; . R .

'sociological tradition h‘ave igdioated, p,eo;ile can easiily h‘ndle iuny

[ . competing roies‘within‘their social persona, such as mother, teacher,
Astudent‘,“ an}d so on.- On the other hand, as Castqﬁgda (1968) ﬁos .inustrat'ed

{ through his, writings about hi’s stunles wivh the Yaqui shaman Don Juan, people

," ‘seem ill-equiped to ba.n e two separate Yievs of the nature of social and .

{ 8 . K3

T : }natura.l rea.lity. While role refers to the presentation oi self outward

( (Gorfman 1?59) vorld view refers to the incorporation of the uorld invard,

,i. ¢ ‘I‘he spéifid item of u/'orm viev considered here isf t;ie use :t‘ time, ) ' .
Ks ' S Time (‘or Willobx ei\;cators, and for that matter educato:rs in many .

" other settings, is ja central feature of school organization, Scbool people
) create time fstruc ures such as the\ "school yeaﬂJ semester{b grading
X | 3l

periodﬂ) the school day," and "clbss periods" out of the continual tu rn of

. the seasons. | 'I‘v aspects of the use ot time as world view are, important to

{

\
this discussipg. First of all, the structures of time in schools are artitacts.

They are creafed by p'eople and are only indirectly related to the passing

gpe!

L »
of the'seasor/s or the ultimate entropic movement of the universe. Time Structures .

Th.

reflect the o'rganization of  jobs. and work in schools. The human aspect of time .

W s

\

_leads to a ‘second point, that different groups within the system have different

' viev's of time., Educators interact uith the vorld view of time thev create,

&:ﬁe argue fop free time, others for schools without bells. Many urban school

4’ Al

systems have a"day"school for students of one age group (young people) and
A | - 9 !

o

o

-

‘
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: .rbuﬂ)ly corrospo’né to tbe formal distinction in the System between T

_teackers end administrators, but the fit is no;‘fmct. , e S

a "night" schoo} for 'older“people. T o : i ¥ -

At the local level of Willcox, two ways of using €i‘1me occur:, people

VAR
spend time with students or they.spend time with adults."\ These two modes

. t . \ . . .
. The pupil-centered mode of time use exists withip a formal working - S

day vhich begins at 8:15 in the morning and continues until 3:45 in the. . . v

afternoon, while the adult-centered mode exists wit-hin an eight in the
. ¢ .

morning until v!‘ive in the aftcmoon day. The pupil—cmterod’node folliws‘-

astate-mandated school year ofl 180 days, beginging in late August md K
endin¢ in late Hay. while the adult-centered mode is in- effect twel\re

months of the year, The length of emplo&ee cdntracts :Ln the \systm .

v

reflects this sspect of time use: adninistrators norm.lly have twelve month

%, 5,

contracts vhile teachers have ten month cqntracts. The pupil-centered - - R

xode is’orsu‘:ized' into discrete periods of "class periods", signalled by e
. o . . . * ' ’

bells in the high school, and chimes in the middle and elementary school. I

; lesson plans are one physic'al"mmifestation of this type of time division,

The adult-centered mode is organized according to scheduled meetings with

Al
other adults and time for "paper work" or report writing, and is manifested

in the small "executive calenders" used by people in-t:he adult-centered mode. |
Tﬁrouab previous experience, training, ‘And“career expect tién_s, educatBrs ’
enter ?he system and choose to spem} their time in one way or the other.

It the}' are required to use time both ways y such gs in the\\position of "teaching

prfncipa]ﬂ) the dgy is split lnto tvo, parts, a part. g‘or pupdl-contered .

‘ activity and a part for adu)t-centered ae.tivity. . ; P . : .

1 ' ~




There are meny! exmnples of  the way these tvo modes are referred to -

’

I

{ in the .everyday running of the schools. For instance. one pup;tlrcente:ed
- " educator showed hisg disdain for a person of the adﬁlt-cent.ered mode by .
{~ o stating, "{'m tired of sll ti\e;e people drawing salaries and not sl;endir;g ;
S any time with kids." A request for a school board policy change by a

) teacher's organizatlon spelled out the rationale for the pupil-centered moc\e.. B
l ) "Peachers shall arrive in the noming before classes and ' S
l “may leave in jthe afternoon as soon aftex‘- the last i
' regularly scheduled elass in their schools as will,

.

vithin reason, permit them to fulfill professional

o P—?

obligations in connectiad with: °

- 5 ’

1. kvailability to’ students who may be seeking assistance,

il" T - 2. Availabihty'to parents who may wish to discuss
¢ ) . schpol-relat?d problers ,A
l " ". 3, Meeting with staff specialists, o

b Avdilability-to tidl.ninistraiive and supervisory .
’L ' ‘personnel for conferences, . ~ N
g, ' 5. Availability to.collea'gues,
L (6. The mainténance -of classroom 'h'ousekeepin’g : . _ “o
E‘ and organization" "(Willcox Feéeration of 'Peechers) 1975). . - - N
L E " The ideology of the adult-centered mode was described by one admnistrator
gt as follows: ;' : " : 5 . ' . et

o

C T "People agk why I .make more money tha.n a teacher, and L .

v

= §

I tell them that a teacher erily vorks part of al day.

N 2 ' Y
I’n here from eight in the noming until Mve at nigbt, ‘ . : .

P e




all year long."
“It. vas'into this two part system ‘of school t._i‘m‘e use_that t:he local : A

Willcox variant of the Experimental Schools program was launched. The ’

«

positions created by the program were not properly sdm_inictrative in that

f; they often involved teaching sttidents and working with .teaéher:s at.a ‘ _

| peer 1‘ew‘rel. MMeﬁrical guthority relationship§ betveen the Bxpérimta) .
{ - Schoolszcreated p§si£ions and the ‘teaching staff wer'e consciouslg; avoided. .
[ On .the: other hand, the poqitions had characteris\tlcs ‘of' a.dminietrttive X&
( posts in that they c:rried twelve month contract,s, had a salary level
E cclparable to traditional adnin:lstrative posts in the schools,.and i
,14; ) denanded close cgordination v{ith the traditional adminis‘;xjative structure

. 5 of the distr'ict. The nalture of the pésit'ions wvas such that a clea;':}ut

distinction betv"e'eq spending tiné with students gnd spending time with o .

| A ¥

adults céuld(notze'asil.y be drewn,  People in the positions strove to mold

. them'into éne mode or the other. For exanple;" some coord}mtou éttempted

-

to become p\xpil-centered" by putting up bulletin board displays more

appropriate ‘to a classrrom 1n their adult-centered o!t‘ices. O;hers went in

the direction of the §dult-centered world and tried to insulaté themselves

"ﬁ‘oﬁpsgudents, and"dealt with teachers in as much of & s‘upetvisory' vay as

‘ . : L] .
they vould., But although the role.expectations of the positions were

clear enough on paper, 8 ,-. . the conflicting vorid views inherent

in the jobs left the coordinators "spinning their wheels" as: one put it:
. ‘ .

<

"You can't expect them (the teaching staff) tp wdrk with e . N

you if you don't )mou what you're dbing. and if you don't

knovw what you re doinag YOu can t- tell then"'

". - . ..— < 12

=10~ .
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. A further indication of the gambiguity of the positions vas the labed

coordinator which was given them. "coofdinutor' vas a nev lexicsl
1tn expomd from' washington to Willcox which could not be euny sorted
into the locade voc;b\’g.ry of schooling.
 Paced vith thu anbiguity of hov to Apeaa thesr time, people in )
' the Experiuenu.l Schools-rehted positiona began to move. Sevonl vho
bhad been brought in as coordinators but hul a pupilrcentered world view
i ‘ lert and took tuchin. Jobs in other distr:lcta. A common strntegy for
adult-eenterec coordinators was to become "full-fledged" ad-iniatrwor: in
“ the district.» Examples of this strategy include the niddh school ‘ o
_,éomulor'vhb becue the principal in thet uhool, and the counselor for .
" the elementary school who later became the administrative assistant in
‘ "e}mrge of all federal programs. These intem'al moves had ramifications
T thx.-oucbout the netvork of administrative posts. . For eiup}e, the

dissatisfaction of one person with a project position led her to move

.

to the elementary principal position. “This then led to the former elementary

principal béing ’:hced in the superintendgng\s office as business agent,

- . k. N )
Conclusions ’ . ) \ o *\

Some tentative conclusions are in order as one surveyf the events of

-

personnel turnover in Willcox. First of all, the creation of new positipns
Cp g
for i,plevgentiug federally sponsored educational change is no easy task,

People brought 1n to be chmga'cgeutl in schools do not seem to be Able to

= €
° effectively operatejwithout a tudition{ oa o{ﬂwJ spendin; time with puplll

or spending time with -dults. m: is true even of peoplc vho ny‘ not have

been pu\;ne, school employees previously., Like c -trecu. a -chool system

_ . i ‘. . = 13 "‘ ,’ ) ’ )
- | 1 .n- . e
« ’ ; . \ T ’ L.
- ~ B .t "
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must have yoots which give it nourishment, )Im grafting new positions onto

L~

——

the system, careful at.t.ention must be given to the ways of cénnecting to
‘ the roots, ° :

4

_«',‘ ~ The second conclusion which can be drawn from this experigrlse is that the
adult-centered vorld of adﬁinisyators seems more cnpghle ot.inco.xjpox‘ating

new people into its structure than the pupil-centered world, In only two
; : v e

,.__.,M —~—
& . -
T

cases dig cooi«!lnators‘ suc.ces.sfully enger the pupil-centered world. During -

the same time period, the number of adnizaistutive positions in the district

" -~ rose fronv foux" to eight.i ) ‘

) . As this' discussion is based qn‘ rese‘nrc'h which has nat been ‘onpleted'.

s final question awaits an ansver: Is such rapid A hencﬂ.c.ia"l or

| ‘ hamful m‘inphuntini educational change? ) v ;-‘ K .
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' This paper vas presented in an’ eu'lier d!‘aft forn at the 1979,‘§nnunl

1 i o . mestings of’ the American mucutional Retearch Kssociaticn, \h%lng’.on, )
D.C. in the Swposim. A Nultidiapiplinsty Study of Planned C;unge;

i . L Comments by miubeth Eddy, u.m Yolcott, &hd Robert Nerriott vere

1» . useful in the aevelop-em of the paper. 1 retain rea;_:ensibmty for

) ) the interpretations given in the unuscrlyt. ' . ‘ \

‘f 2. Meseirch which forms the basis of the report has betn terried out

. - undgr the guspices of Abt Associatgs Inéoi‘pohtéd éontract \dth 2

E ‘the National Institidte of t.buc.tibn, fOEC=0=77m52k5, 1 vum‘ also

‘ ' .‘seknwledge the debt x ove to the school people f Wileox vho'nave

1_ ' A;-m-ed their lives ‘dth me. Without thei help, huméf, mg'intare-t,

IL .‘«~j this project could not teke place. .

3. The )tational Institute of :’iucoti.ou's Expeﬂnentd Sehools progm
. cve E.
has nponsored ten aall school districts as weil as five urban .ylteht‘

L

" 7 and several "street academies” through 1ba¢--um fuhdihg,

h, m- refers to the Willcox Plan for MM‘_ in thé & 1¢ g
Public Schools (1973).
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