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INTRODUCTION

Frostburg Bute College, together with the Regional Educat

viclegency (RESA) of Appalachian Maryland, of which it is a part along

with Allegany'Comun ty C011ege, Garrett Community-College., Hagerstown

Junior CO1149, and he Boards'Of-Oucation of Allegany, Garrett, and

Washington Counties, applied for ancsubscguently received funding under

Title I of the Higher Education Act of 1965 through the State Agency,

University College, University of Maryland, College Park, The-funding,was

devoted to 'arQJect, gas submitted and approved, which had as its purpose,

the realization ofthe benefits of the State-wide Title I Maryland Project

(to Strengthen Community Services and Continuing Education in Institutions

of Higher Education) by beginning efforts to develop an in-depth prOgram

for the institutions of higher education operating in Appalachian Maryland.

-Specifically, the prOect objectives were:

(1) to collect, collate, and analyze the existing needs surveys

and institutional responsibilities for community service and

continuing education programs;

to identify those program areas and institutional resources

where cooperative or collaborative programming can most

effectiveh-twet the area's nee _;

to facilitate institutional identity through program concen-

tration; and

tO-recommend to the :Thief Executives of the member institu-

tions, policies and procedures necessary for more -,,ffectivc

tion.

Ong, staff development, and institutional commjnica-



In Ode

ducted In

existing da

=polish the above the project was designedto be Con-

stages -- i.e., (1) ocOilectiOn, collatjon, and analysis of,

2) group Oi-ocesses/meetings to accomplish objective No.. 2

above, and (3) the preparation and submission,of-findings and recOmmenda-

tions to thiEhief ,executives for review, discussion, and action.

It had been anticipated that the project would result in a propose

and hopefully, ado ed, "Policies and procedures guide" on community s

vices and continuing education for use by the participa ih;finstitutions,

both individually and collectively. This paper is, therefore, presented

to the. Regional Education Service Agency and its member institutions for

that purpose.

Since this paper represents the final report of the project, it will

be devoted to the following:

a recapitulation of the history of the project and its

origin;

a summary of the events and p ocesses of Phase 1;

a summary of the events and processes of Phase II; and

(4) the recommendations of the project group and the consul-

tanis to the RESA chief executives.

Included in _he Appendices of this report are all the pertinent materials

deal nn with Phases I, II, III



II. PROJECT RECAPITULATION

During the 1973-74 Fiscal Year) an interinstitutional committee

()

. _

RESA members) was formed and was charged with exploring the,benefits and

the possibilities of cooperative programming. Because of the work of, this

f qt
committee, and because 0 the recognition of community serves as a prime

area for cooperative efforts, a staff member frog a er institutio*-

couraged efforts toward the development of a s ect that wou

designed to explore the ways of and the specii areas of institutional

cooperation in community services. As a result, the project was written

and, since it dealt primarily with community services, was submitted to

Title I in May of 1974 for consideration for funding. Plea* refer to

Appendix A for a copy of the project narrative as submitted and subsequently

,approved.

The project, as submitted, included (1) the problem statement, (2)

specific obgectives, (3) specific methodologies, (4) consultant services to

be provided, (5) the evaluation design, (6) a description of the end product,

1

(7) timetable, (8) the identity of the project team and a nucleus task

force, and (9) the identity °lithe participating agencies and their chief

executives. The project was presented to the RESA Board of Directors on

May 17, 1974, and was formally endorsed at that time.

Phase I

In Auqust, 1974, the project team* held an organizational meeting with

Jie consultants. At that meeting, the participants (1) reviewed the mission

The project team consisted ref rhe, project co- directors, the project
evaluator, and interviewer /researcher, and three project consultants.

7



4nd objectives, (2) reviewed and further identified the functions to be

accomplished, () identified and assignid the tasks to be performed,

(4) deterOtned the best methods, and means of accomplishing the aka, and

(5) established a timetable for task omplishrnent, In addition, an out-

line of th Phase I report was generated.

The project team members and the con- pants then ben efforts toward

the accomplishment.of project objective 1 - =. i.e., to collect, tollate- and

analyze the existing needs surveys and institutional responsibilities for

community service and continuing education program, These efforts took

the form of interviews with relevant agencies* and the collection of existing

needs urveys. The data and information produced by these efforts wei

scieed and analyzed by thg consultants and the project team members.

Work then began on the Phase I report which not only dealt with

Objective 1 of the project, but also introduced the background information

necessary for he successful beginn4no of Phase II, the accomplishment of

Objective y.e., to identify those prooram areas and institutional

resources where cooperative or collaborative programming can most effectively

meet the area's needs. As such, the Phase I report provided (1) a brief

45-torical background of community services, the major definitions of

community services, (:) a summary of the cur n_ community servAces func-

tions provided by the educational institution of Western Marylandrud

(4) a summary of the existing needs -sure Aie data concerning community ser-
i.

vices in Western Maryland. Please refer to Appendix O for a copy of the

Phase I Progress Report.%

4

A

*Such as all of the R SA member agencies, Tri-State Regional Resource
Institute, Western Marylan Public Library, State Department of Education,

State Board for Community Co_lleges, Board of Trustees of the State Colleges,

and the Maryland Council for Higher Education.
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Phase II

The objectives for Phase II were the satisfaction of project objectives

2, 3, and 4 with the exceptions that the final draft of findings and recoup-

mendations, dnd the presentation of this document to the chief executives

would not occur until the series of meetings had terminated.

A document entitled, "Phase Two Macro - [lesion" (dated January 10, 1975)

presented a complete design forjse II (refer to Appendix C). This design

borrows heavily from organization development.(0D) technolbgy and a particu-

lar problem-solving methodology. OD provides a framework for developing a

group as a functional-achieving entity. The problem-solving methodology is

merely a categorization of activities that seem to fit the particular cit.--

cumstance, i.e., (1) we have our data survey of "what is"; (2) we are free

to discuss "what should be," and (3) we are expeCted to prescribe the ways

and means of achieving the "should be" state of ah,airs.

Phase II Elements

The macro-design lists sf ( ) elements of the second phase (evalua-

tion was listed, but it was not a process element). In terms of structured

activities and events

tion, That is, after communication training activities and other "ice-

the sequence was to take a specific -to -ieeneral di rec-

breakers" and de-sensitizers, the group, itself, was supposed to arrive at

consensus on how to monitor on-going activity. The process elements were:

1. Entry

Communications Training
3. Contract Building
4. Problem-Solving
h. Contract Reinforcement

Entry. Entry occurred prior to the scheduled meeting days and also

during the first half of first workshop day,: The entry element is



readiness preparation for participants and the express coin nt of all

participants enter-file group-process.

The element is Important because it serves to clarify welt the projec

is about, what is supposed to happen,.what values are attached to the pro

and the like. Roles are clarified as well. Par clpants learn what js

pecteV of them in view of project objectives.. Consciously and.uncon /tiously

they assess each other's readiness and competence to enter the reltationship.

The entry element is realized by having key executives and participants

place value on the endeavor by agreeing to participate. This entails an

understanding of the project; its intent, goals, processes, and expected out-

comes as well as the personal and institutional resources required for

participation. The entry element is realized when participants agree to

meet; when they have sampled products of the project; when they have had.a

chance to discuss and probe the objectives and rationale of the project;

and when they agree to participate further in'the project/process.

In this project, we find that the entry element is satisfied in Phases

I and II and the element is, in fact, the link that binds the two phases.

Prior to the assembly and initial meeting of the task group (face -to -face)

there were at least three-events..wihich aided the group in terms of readi-

ness preparation:

1. the review of the entire project (proposal) by Board of PESA
(Chief Executives);

the data/information gathering by personal intery ew with
Chief Executives and task group members, and/or other insti-
tutional members; and

the individual task group member's commitment ten participate
in group meetings.

During the combined Board- imbe -- ask-member meeting (first halt of

first workshop day), two other entry - establishing events occurred:



there was a restatement of coninitment on the part of the

chief/tkecutives and task group members tolparticipate; and

th,eschief ekeutives explicitly delegated authority to task

group members to complete the task.

n surery, the entry element provided'a readiness level for serious

group interaction. If successful, the entry element weld lead to a "let!s!

get, -Started "' feeling on the part. of participants.

Communications Trainlg The Communications training element (occurred

during the second half of the first workshop day )is defined as training in.
4

skills and processes of transmitting information from one person to another.

It has been found that the dynamics of entry give rise to various intense

feelings. As the participants assess each, other's readiness' and competence

to enter a group relationship, issues of trust and suspicion, well - being

and dissatisfaction, openness and closedness are very near:the-surface.

) Before the group can effectively come to grips with its task, these self=

oriented behaviors must 6k aired and dissipated. A rational, task-agreement

on the part of participants seldonvmsults in efficiency and effectiveness.

The group must be given the opportunity to become desensitized so as to set

the stage for r meaningful interaction.

In this project several activities were selected which would: (1 ) lead

to a clearer understanding of the meaning of community services/continuing

education; (2) desensitize participants; and (3) bring the group to focus on

some agreements so as to demonstrate teamwork.

Attempts to improve communication must stem from a desire to improve

interpersonal relationship and to achieve mutual understanding. The skills

are neither new 'nor unique and many people use some of them spbInneously

when interacting with others. In this portion of Phase II, the plans were

11



to increase clarity o communication and improve communication skills by

participating in the following processes:

terlemill. A way of checking with the other person to

be sure that you understanJ F is idea or suggestion as he

intended it. Any means of revealing your understanding of

the other person's comment constitutes a paraphrase. The

objective is to provide information to the other person so

that he can determine whether you understand his message as

he intends it.

2. Takirrve.'. The convener poses the decision; one or two

people clarify it by paraphrasinp; then everyone in turn

states his reaction to the proposal.

iroteements. Given what has occurred up to this point,

the group may wish to conclude any group agreements; This can

be initiated by direct suggestions, by taking a survey, or by

other methods.

The process consultants had expected to inject simulated/practice issues

and terms into the group process in a formal, didactic manner. Tht is,

specific activities had been planned to assist task group members in shar-

pening communications skills. This "practice" appcoach was abandoned in

favor of an informal approach in keeping with the expressed needs and

desires of the task group. The three Activities listed above were, there-
/

fore, conducted in an informal manner as the group (1) worked through'the

definition of community services; (2) arrived at a definition of community'

(geographical bounds, etc.); (3) identified the various target etloups in the

adult, eighteen _year -old, out-of-school population; and (4) formed the opera-

tional definitions of community service functions.

12



The three activities were used with the information base provided in

the Progress Report document (Appendix B, pp. 3P-M; the various defini-

tions of community services p. 31; the educational approaches/orientation

differences (pp. 12 and 43); and, the definition of community (pp. and 410 .

Contract Building. Contract building (occurred during the second nalf

of the first workshop meetin defined as reaching consensus on how to

proceed (work, interact, control, etc.) with the task in order to accomplish

project objectives. It was assumed that straight - forward definitions of

(1) time and resource constraints, (2) available information, and (3) the

general expectations of the super-structure (RESA membership), would rein-

force objectives set by the task group, with the group then alotting an oper-

ational strategy conceptually akin to the DAP approach presented in the

macrodesign. While the group required the human relations approach in terms

of interaction, the parameters of their charge, and the constraints of the

environment in -erms of time and other resources, required the group to

agree on the use of a structural method fordaSeving the tasks at hand=

The group had to arrive at consensus on how to proceed, what roles to assume,

what to anticipate as outcomes and how to monitor on-go

Demonstration. The }asic DAP approach was used by the ta, group as

nq activity.

its primary method of operation. Its implementation steps are elaborated

as follows:

1. The task group agreed that there must be a clear understanding

of the definitions and intent of the elements of the taxonomy

of community servic-J. functions.

They agreed that these elements should be placed in matrix

format (refer to f ppend ix



They agreed that the taxonomy matrix should be examined on

at least three separate dimensions -- i.e.,

(a) current community service functions,

sub - functions, and programs being met

by member agencies be documented (this

corresponds to the "what is" dimension)

needed services. and programs be identified

in the taxonomy matrix as said needs are

expressed in view of regional (not agency)

considerations; and

future emphasis /importance on specific needs

areas as an agency response be identified in

the taxonomy matrix. The latter two dimensions

correspond collectively to the "should be" di-

mension.

The task group further agreed to use a numerical rating

system for responding to each element in the taxonomy

matrix, whereby:

"3" - function /sub - function /program exists, and is
of high importance;

"2" - Function/sub-function/program exists, and is
of moderate importance;

Function/sub-function/p °gram exists, and is
of low importance; and

"-)" - function /sub - function /program does not exist.

This system was used in reference to the " "current emphasis,

"need identification, and "future emphasis/importance"

rdtim ' The language exists" above corresponds only



to the "current" ratings and was changed for the need

identification and the future emphasis ratings. For

needs identification and future emphasis/importance,

"3," "2," "1," and "0," correspond to "high importance,"

"moderate importance," "low importance," and to "little

or no importance," respectively (Refer to Ap.pendix,D).

The task group agreed that the best way to proceed would

be to work thrOugh composite ratings (all agencies, and

sub-groups of agencies such as public schools, and col-

leges) of current functions /sub- functions /programs, and

then to work through the other dimensions to arrive at

specific outcomes which would accomplish the Phase II

objectives.

Problem Solvin (DAP). The problem solving element (occurred during

the second half of the second workshop meeting) defined as the resolu-

tion of any discrepencies between an actual state of affairs and some ideal

state. The task group worked through the basic PAP design as presented in

the macro- design documents -- that

tive activities occurred

designative, appraisive, and prescrip-

that order, making extensive use of ratings,

surveys, and consensus testing.

The following processes were utilized in the project activities:

1. Designative activity:

(aY the composite matrix responses were reviewed to fully

elaborate the extent and degree of currently operative

community service / continuing education (cs/ce) functions,

and



V

the average (mean) and range values_ were compiled for

each matrix element (refer to Appendix D).

Appraisive activity:

(a) each institutional representative was asked to complete

a "Need" rating and a ' "Future Emphasis/Importance"

rating for the entire taxonomy matrix;

the "Need" ratings for each agency were presented and

discussed,by the task group as to appropriateness,

indices of support, implications for the-future, and

the like;

using a composite "Need" rating, the task group agreed

on a rating (numerical value) for each function/sub-

function/program of the entire taxonomy matrix vis-a-

vis the Western !laryland region;

(d) the task group then examined composite taxonomy matrices

Of "Need" and "Future" ratings (with means and rannes)

to search for patterns and trends;

from examination of the data, the group then identified

those matrix elements which were thought to be indica-

tive of areas of possible agency cooperative endeavor.

The criteria for identification of these eleits were:

i. hir h "Need," low "Current," low "Future" ratings,

high "Need," low "Current," high "Future ratings,

iii any high "Need" and/or high "Future" element

ratings that exist for the total task group or
suh-groups

The elements that were identified by the above criterion

17



high "Need," low 'Current," low "Future" rating

Job Counseling
Self-Development Courses
Continuing Education - Trades
Constimer Education
Analyzing Manpower Data

high "Need," low "Current," high "Future" rating

Career Information
Short Courses
Adult Vocational Program
Continuing Education - business Management
In Service Education
Programs for Unemployed
Identifying Needs (in region)
Information Exchange
Joint Committe0ork
Consulting with Small Businesses
Professional Cohfenences
Physical Education Facilities Utilization
Recreation Facilities
Participant Ratings (of activities in cs/ce)
Proorem Requests

any high "Need" a 4 /or high "Future" element

ratings that exist for the total task group or

sub-group.

Continuing Education - Professionals
Budget Development (for cs/ce programs)
Media Releases for cs/ce)
Conference Ro (provision of)
Pttendance P horns (cs /ce)

The above elements were examined by the task group in

view of facilitating and constraining forces, and after

much discussion and consensus testing the task group

reached consensus on the following elements as being

most representative and having the most potential for

cooperative (member agencies) development:



Identifying Needs (in region
Career Information
Program for Unemployed
Informatiori Exchange
Short Courses
Professional Conferences
In-Service Education

Prescriptive activity:

(a) the constellation of elements listed i mmediately

above suggested a possible program of elements t

the task group members;

(b) given the current economic situation in Western

Maryland, and given the data /information base

developed during the task group activity, it

appeared that a need (common) had, in fact, been

clearly identified (assisting a particular target

up, the unemployed).

(c) the remaining elements - Career Inimation, Infor-

mation Exchange, Short Courses, Professional Confer-

ences, and In- Service Education - were seen as contrib-

utina in the development of Programs for the Unerployed.

task group then structured an outline of a tote' pro=

gram design which reflected the above elements in va

ous ways. The following functions were identified as

"Programs for the Unemployed":

Job Creation

Consulting_ with Business and Industry
Expansion of Curr;!rt Liusiness/IndustryiPublic

Employment Opportunities
tr 4estern 71arvland

nan ;-esolir , Pool Identification
Lducation cur Beall tic Employment LApectaticir
Lducation officials
Creation of Positive Power 4Group

1©
11
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on

Trainnq for Counselors/Social Workers
Upgrading of Job Skills
Retraining and Training
Basic Skills Education.- ABE
Family Counseling (mobility, management)

tppiePlacement

Job Counseling - Resume Preparation
Career Information - Central Reference Service
Interliew Skills - Job Availability Information

91.

°N.

(e) Having identified the above areas, the members offthe

task group returned to their respective institutions

to present the functions to the chief planning /decision-

raking personnel with the purposes of (1) obtaining feeds

pack concerning the constraining and facilitating forces,

and (2) obtaining a determination of which of the functions

tree institutit n would commit itself to developing on a

cooperative basis.

i-avinc identified and Specified those areas of most

csinq recional need, of greatest potential for cooper-

ative proorarr iron, and of greatest institutional r-lit-

nrer)t taso, group's basic task, was completed. The

next,or follow-op Activity to tne task group's Nork

tn_ creation of task-oriented, development con-

Tittees to [Je convened for tne purpose of utilizing the

task grou:cs findirls, and more imoortantly. to Oeoln work

tlNard the -'10rment and implementation of tne n arems



Contract Reinforcement. The foregoing information serves to both

summarize and document the means by which the task group operated or per-

formed, as well as 4to present the content of the group's findings.

The means and the methods utilized by the group and developed by the

group led to the productlocumented herein. The. documentation is to serve

as a representation of a prjces s model which the task group reommends to

the RESA Board of Directors as the set of Oahaviors which will' d member`

institutions in the identi tion and programming of cQoperati and/or/collaborative Community Service /Continuing Education functions.

20



III. POLICIES AND PROCEDURES RECOMMENDATIONS

Giverthat the project

project team-devoted much t

it anticipated would work

If, fact, the experience

itself was of a pilot /experimental nature, the

me and effort to the design of a process that

ficiently and effectively the first time through.

proved to be successful, the main r mmendation

would be to adopt the process for use on a permanent, periodical, and syste-

matic basis.

4is instance, there are several indicators of success: (1) thesatis--
t is believed that the process was indeed a successful one.

faction verbally expressed by task group members regarding group fuettioninn

and group products; (2) the fact that the task was achieved by the group in

five days rather than the scheduled six days; (3) the group remained cohesive,

that is, only two members of the original task group "dropped out fel terms

of active participation; (4) tne volume and varieties of "soluAions" to the

Ap's task exceeded informal expectations of the project team; and, most

importantly, (5) some of the PESA member agencies began informal planning

of a cooperative community service program during the afternoon of the final

task group meetinn. Tnis last outcome exceeded all expectations of the

project staff. The following recommendations are, therefore, made from the

research and from the experiences encountered during the project operations.

IT IS_RECOXNEWLJ THAT:

1. The PESA members appoint permanent Community Services Planning

Committee with the charge of continually exploring cooperative/

collaborative gommunit; cervices programming in Western flarylanci.

I?



2. That the Committee referred to above undergo a training /education

program designed around interdisciplinary in erinsti tutional

gramming.

That the RESA members adopt the essential elements of "Interagency!

Interinstitutional Cooperation," as.outl ned in the Phase I

Progress Report * as a standard for cooperative community ser-

vices program development (See Appendix B, pp. 53-59)

That the Community Services Planning Committee utilize the process

established during the project -- the DAP approach.

That the Comm Re, upon identification of possible cooperative/

collaborative communi ty service programs be charged th recom-

men-arir; to the Board rectors the ass ignrient of 1. gram

dove] oprrrent activities to special purpose Task Forces whnse rnoe r

SI.ip si- t of those individual s who are di rectly responsi -

for tiie identified areas within their specific institutions

ann:or ,:!;o are identified the rlevant USA Board member

1 et executive),

Task ho _:e(s ) cha rcled wi th (1 ) the anni

sp"r_i fic

developk

program(s), which wool d include the specific

dotal 1 s of in ementat on, such as the ',who ," the "when,'

, and the 'hOW " of implementation, as well as a ecortimen-

dation cif the rest logical fiscal agent in each case.

Al Qxander and P P. Loans, Progress Pe2ort. A al achi an
land -- 'Iar,/1 and "lc_ roc() t -S t re 67-ITTITTn (7.0 riniu6i-ty vices a

nu Educa tTon, c eniFer



7. That e special program task forces report their recomrended

operational plans back to the RESA Board of Directors.

That the RBA Board of Directors act (either accept or reject)

upon the Task Force program recommendations.
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STATEMENT OF SPECIFIC COMMUNITY 'PROBLEM

The need to strengthen community service programs and to develop.
inter-institutional and community communications relative to such
programs has been of prime concern in this Appalachian area of
Maryland since 1967. Institutional arrangements have been developed
during this period, but-the means and the method to strengthen this
community outreach program have"heer1 laeking.

Staff development and pron_ramminn have been frequently identified as
a. need in this area which if met, could contribute to the over-all
quality of education in the area and to the improvement of institu-
tional effectiveness. Indirectly, it could have an impact on the
economic development of the region through improved leadership, a,
trained labor pool,.ond more productive employees.

These concerns have been expressed directly or indirectly in several
inter-institutional activities since 1967. This Was a major topic of
discussion during the regular, but informal, monthly meetings of the
Educational Advisory Committee of Appalachian Maryland from 19(7 to
1171. The committee eras composed of chief executives and administra-
tors from all levels of education.

Cooperation and community service was implicit in the Regional
source Institute conducted at Frostburg State Collene in June, 1965.
This was a cooperative effort of institutions 'of higher learning in-
cluding Frostburg; toe two Community Colleges: and the three -_,tate

;:rjversites from aryland, West Virginia, and Pennsylvania.

The sane group participated in the Conference to Explore Institutional
Cooperation in the Tri-State Area at White Sulphur Springs, Pennsylvania,
Also in June of 199. This Title I Nogieet resulted in the creation of
an Advisory Committee on InstitutionarCooperation that examined and
identified program area needs and made recommendations for ititutienal
arrannements to begin to meet the needs.

Another effort to identify the needs for community service by education
was two Seminars on Industries Educational 'feeds in the Cumberland
Region (tr4-state). The two seminars held in December, 1970, and
April, 1171, resulted in the creation of the Tri-State Penional losource
Institute whosopurpose is to develop manpower training and education
programs for industry, business, labor, and government in the tri-state
area. Three areas of need were identified: (1) Continuing Education
(2) Skills and apprentice traininn, and (3) Change in community attitudes.
Institutions of higher learninn, including Frostburg, are involved in
this.activity.

All of thesoineeds are brought into foculthrough the creation And
acivity of the Penional Education Service Agency of Appalachian Mary-
land (See Appendix A). The educational cooperative formally ornanized
in 1971 has addressed itself to all of these areas of concern. 111 of

the purposes are related to the concerns, but the following two are
roost expressive of the concrns And needs:



cooperation among all eduCational institution'
nicarnedLuith the owls of th4 P4091

in the region; to.assure a common concern -for meeting

these needs, to develop relationshinfor accomplishing
these needs, and to pcovide maximum efforts in support
of theSeAleedt.

4111

To promote the improvement of educational scientific,
and literary facilities And programs at and among-panic

he institutions, to prevent needless clUplidation in

r that each stitution may achieve a high degree of

exc hence in i total program, to encourage individual
ie

in ative among tbe,said institutions in formulatind ne
programsind procedures, and to promote the joint use of
research and planning facilitiet and services."

All institutions of higher learning and the Boards of Education ar

signatories of this legal entity of government.

I I PROPOSED PROGRAM

A. Objectives

The overall purpose is to realize the benefits of the state-
wide Title I Maryland Project to Strengthen Community Services

and Continuing Education in Institutions of Higher Education in

developing an in-depth program for the institutions of higher

education operating in Appalachian Maryland as follows:

1. To ffectuate a collaborative effort through
Frost Colleggwith PISA, an educa-

tional cooperafiV67

To collate and analyze existing needs surveys and
institutional responsibilities for comnunity-ser-
vice and continuing education programs.

To identify those program areas and institutional
resources ,'here cooperative or,collaborative pro-
grammincpcan most effectively meet the area's needs,
and to facilitate institutional identity through
pros am concentration.

To recommend to the Chief Executives of the institu-

tions policies and procedures necessary for more
effective programminn staff development and institu-

tional communications.

Program Description

1, Program Content

a. Introduction - It is a three-staged program which Mill

resu t in a proposed (and adopted?) policies and



RrOCedUPPS: guide, on community services and n

education for use by the-Partitpatfiilt 0,

both individually and collectively. Two 1 of

directiOn will be provided through 'a collaative
arrangement with RESA. Consultant services will be

acquired to provide the major input for an objective

overview, document search and collation, analyses;

group process, and final reCommendations..,Continuing
evaluation will be conducted by RESA staff, and joint

staff from RESA and Frostburg will be responsible for

the preparation and publication of proposed guide.

2. Program States

b. Collation and Ana is - Sufficient educational needs
TaillE7ys have been con ucted in the area to establish

a sound datum for this activity. These have been con-

ducted on a county by county basis, on a tri-county

basis, and on an interstate basis. Different survey

instruments were used, but the coverage was sufficient

enough to collate them by cateoory and commonality:

The analysis will condense the data and interpret its

application to community service and continuing educa-

tion. This effort of -four months duration will accomp-

lish objective A, 2 above.

Group Process - A task force selected by each partici-

patina institution will meet two times a month over a

three month period. The purpose of this major program

effort will be to accomplish objective A, 3 above. A

portion of the first meeting will be a joint meeting

of the Task Force and the Chief Executives of the co-

operating Institutions. This will reaffirm the commit-

ment to program and will provide an opportunity for ini-

tial policy direction to the Task Force. These meptil.qs

will be Precisely structured and led by a team of two

local consultants well-versed in research and grout)

process.

Findi_hgs and Recommendation - The consultants and staff

wrir 0-eparelthe-7Tndings and recomrendations for sub-

mittal to a joint meeting of the.Chief Executives and

the Task Force\for review and discussion. The Chief

Executives will consider these results in developing

individual and collective policies which will strengthen

their community service and cdritinUirin education roles.

All of these data will then be incorporated into a pub-

lished guide on policies and procedures for community

service and continuing education in Appalachian Maryland.

This effort of three months duration will accomplish

ohiective 4 above.



Program Direction -'0verall direction will be provided
bY-frosaurgState College, but week-to-week direction
andoffice support will be provided by RESA. This Col-

laborative approach will accomplish objective B, 1

above.

The Project Director will be Mr, John Bambacus of

Frostburg State College, He will provide overall
guidance and direction to insure that the program
follows Title I guidelines and Frostburg State College

policy. Also, he must approve all transactions and
reports. Week-to-week implementation or the program
will be the responsibility of me. Anthony South of the

RESA staff. He will work in close collaboration with

the Project Director. RESA will provide secretarial
support and routine office supplies. Also, Mr. South

will provide supervision to the student consultant who
will be housed at the RESA office.

ConsultantServices' - These services-will involve 'four

people. One wilTbe a specialist in community services
and'continuing education. Two will have expertise in
'institutional research processes through group involve-

ment. The fourth will be a student consultant interning
from Frostburg State College.

The specialist from a non-participlint institution will

provide an objective or "third party" overview at
scheduled intervals throughout the project period. Six

on-site visits or two visits per stage will be conducted
and four days of recorded at-home reviews or commentaries

will be prepared. The on-site visits are for planning

and group meetings. The reviews or commentaries are to
be conducted.for the reports completed at the end of each

stave of the program.

This authoritative overview by a disinterested third
party will reinforce objectivity in the results and recom

mendations, assure that the participants hove confidence
in the process and the results, and can suggest solutions
to major areas of misunderstanding or conflict.

Two local consultants exp_rienced in educational research
and group process will be retained to assist in analvzinv
the needs surveys, in conducting the vroup meetings, and

in preparing the final recommendations. This will require

about fifty man-days of time. They will operate as a team
in close collaboration with the staff and others. The

analysis-of the collated needs surveys will be used as
basic reference materials in the group meeting. As -a team

they will conduct siireetings using established factors

in the dynamics .pf group process in model building for
inter - institutional cooperation. They will be involved

in all other group planning and policy meetings and
especially in the preparation of the final report.
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Th@ student consultant, Mrs. Phyllis D. Stewart from
Frostburg, will be as-signed to the program for the
first stage. This person w411 work out of the RESA
Office undet-Nthe direction of -me. South. The major'

role will be in document collection (educational needs
surveys) and the co Nation of these data in a format
which will facilitate analysis. About 80 days will be

required for this Activity.

e. Evaluation Dr. Eugihe Hall of the RESA staff will
coy evaluation which will be a continuing
proc throughout the program period. See Appendix

for his-biographical sketch.

Policy and Procedural Guide - The final product will be
a guide tit -can be used in strengthening individual

l
and collective programs of tot tptitutions. It should

reduce unnecessary uplicatioemiff effort, enhance the

fulfillment of co m nity needs, and enable some insti-
tutions to provide intensive programs in limited areas.
The guide which will include a summary of the proceedings
and finding? will be published in a form suitable, for

up-dating and changino It could serve as a model for

other areas of the state.

Methods and Materials

=

The major methods used will document research)and analysis,
group process using tested procedures and models, and eval-
uative procedures describing Section IV.

A task force will be organized for the second state enlarging
upon a nucleus group listed in paragraph III, B below. One

additional participant will be requested from etch institu-
tion, and additional participants will he invited from the
Cooperative Extension Service, the University College, the
Regional Vocational Resource Center, and RESA. The Chief
Executives of seven institutions are already organized as a
Board of Directors for RESA. Additional participation at
this level from other institutions will be invited to par-
ticipate in these special sessions.

Study an -king materials will be provided each partici-
pant on the task force. These packets may include basic
references on community services and continuing education,
materials from the first state, and miscellaneous supplies.

Faculty Resources

John Barbacus Director of Public Affairs InternsHp
Program (F,(7), Title I Project Director
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Facility and Egu p n

-Facilities and equipment of any participating. ins
e available for this program.

Schedule - 10 months

First Stage - 1st thru 4th month
No to thfte planning and development meetings (1 day each)

with staff and consultant
1' weeks or 64 days for student

Second Stene - 5th thru 7th month ,

Six Tatk Force meetings (two a month) one day each
First meeting - joint meetinn of Task Force and Chief

Executives (1 day)

Third Stage - 8th thru 10th month
nintmeeting of Task force and Chief Exicu ves (1 day)

Meeting of Chief Executives (1 day)
Completion of Project

SUPPORTING DATA

A. Geographic Location

The area includes Allegany, Garrett, and Washington counties,
and the program involves all public education institutions
located in the area and the University of Maryland which serves
the area.

Program Participants

Policy Meetings - (Seven existing, ten maximum)

Dr. Luther G. Shaw, President, Garrett Community ColTene

L)r. William H. Buser, Superintendent, Board of Education
of Garrett County

br. Jepson P. Guild, President, Prestburg State College

Dr. Wayne W. hill, Superintendent, Board of Education of
llenany County

L)r. W. Arde 1 Haines, President, Allegany Community College

Dr. Atlee C. Kepler, President, Hagerstown Jr. College

Claud L. Kitchens, Superintendent, Board of Education Of

WaOington County

Aucleus Task Force - (Ten exi ,tine, 3l n ximum)

Mr. Robert L. Youngblood, Dean of Career Programs,
Allegany community College
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Mr. Paul Arbogast, Assistant Superintendent,. Board of
Education of Allegany County

Mr. Kenne h Twentey, Regional Coordinator, Maryland State
Depart gt of Education

Mr. James L Reid, Assistant Superintendent, Maryland State
Department of Education

Mt. Mel Mirk, Special Assistant o the President,
Frostburg State College

Mr. Melvin Metzger, Elementary Supervisor`, Board of Education
df Garrett County

Dr. David Harris, Dean of the College, Hagerstown Junior
College

Dr. Jan Janssen, Dean of Students, Garrett Gommunity College

Dr. Peter G. Callas, Director of General Administration,
Board of Education of Washington County

Mr. George E. Allen, Executive Director of RESA

Cooperating Agencies - Public, Voluntary, and Private Organizations

Board of Education of Allegany, Garrett, and Washington
Counties

Garrett Community College

Frostburg State College

Allegany Community College

Hagerstown Jr College

Cooperative Extension Service, University of Maryland

University College, University of Mar

Regional Vocational Resource Center, c/o Board of Education
of Allegany County, 108 Washington Street, Cumberland, 21V;;:

Regional Education Service Agency of Appalachian Maryland,
T10 Washington Street, Cumberland, Maryland 215C'2

Relationship to Other Programs, Pa ticulaly Under Federal and
State Lenislation

The folio in program partially
tier' have a direct relationship
tinuinn education:

3.

unded throunh Federal lonisla-
community services and con-



1. Maryland Program to Strengthen Community Services and
Continuing EducatiOn_of institutions Of Higher earning -
Title I, Hi er Education Act.

Manpower Development Program for Industry, Business.
Government, and Labor - (Appalachian Maryland ) - Section
211 Appalachian Regional Development Act.

Career Education Demonstration Program (Appalachian Mal and)=
Section 211, Appe hian Regional Development Act.

RESA Operations ppalachian Maryland) - Section 211,
Appalachian Regional Development Act.

E. Relationship to Existing University, College, and /or
Community Programs

See U above

New and Innovative Features of Proposed Programs

Two features of this program may be innovative:

1. Use of third-party specialist consultant for overview to
insure objectivity and confidence of participants.

Develofment, printinn, and possible adoption of a Policy
and Procedural Guide for Community Service and Continuinn

-Education for this specific area. This might be model

for other areas.

EVALUATION PROCEDURES

The procedures described in Appendix E will be adapted for use with
this program.

%

V. EVIDENCE OF THE INSTITUTION'S AND/OR THE CO UNITY'S COMMITMENT TO

THE PROGRAM

A. Either Statemcnt of r,),eso1u. .n by the Community and the Insti-

tution, if appropriate

'1r. Robert Younnt)lood, the Chairman of the Board of Directors of
the Regional Education Service Agency, with their authority
agreed to the collaborative arrangements with Frostburg State
College and will provide staff support and matching funds for the
program.

Or other Evidence of Community Need, Interest and /or Support

Not Applicable

!latchinn Funds

Hot Needed, See Part VI.



VI; COOPERATING COLLEGES) OR
SUBMITTING PKIPOSAL

IVERSITY(IES) OTHER TH4 __STITUTION

Regional Education Service Agency
of Appalachian Maryland
110 Washington Street

Cumberland, Maryland 21502
Telephdme: (301) 724-6190

A. Faculty ers to be Committed from Cooperating Institutions

Mr. Anthony South, Educational Associate for Post
Secondary Educatio (RESA), Associate

Director of Title I Project

Dr. Eugene Hall, Educational Associate for Research
and Evaluation (RESA) - Project Evalliator

B. De criptio44of Services and Involvement of Cooperating_ Insti-
tutions

RESA make available Mr. Anthony South, Educational Asso-
ciate 20% of time) who will provide week-to-week direction to
the project. He will arrange schedules, send out notices,
arrange for consultant support, organize and provide leader-
ship to the Task Force, and be responsible for reports and
publications.' Also, he will supervise the Student Consultant.

Dr. Eu'ne Hall, Educational Associate (5% of time) will
condudt the evaluation.

Secretarial support from the RESA staff will uivalent to

25% of one secretary's time for ten months.

RESA will provide routine office supplies and
estimated rate of $50 per month. This will i

xerox reproduction, postage, and telephone.
make available visual aide equipment and r-co
Consideration will be given to VTR segments o

pport at an
elude stationery',
so, RESA will
ng equipment.

the activity.

C. Matching Funds from Cooperating Institutions or Agencies

Amount $2,710 In-Kind Contributions.
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by
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Preface

FeaStiburg State College, together with the'gegiOnal Education Service

.Agency (USA) of Appalachian-Maryland, of which it is a part along with

Allegany Co-Mmunfty College, Garrett Community College, Hagerstown Junior

College, and the Boards of Education of Allegany, Garrett, and Washington

Counties', applied for and received funding under Title I of the Higher Edu-

cation Act of 1965 through the State Agency, University College, University

of Maryland, College Park. The funding is evoted to a project, as sub-

mitted and approved, which has 'as its purpose the realization of the bene

fits of the State-wids4liAle I Maryland Project (to Strengthen Community
(.,

Services and Continuing Education in Institutions of Higher Education)

beginnin efforts to develop an in-depth program for the institutions

higher education operating in Appalachian Maryland. Specifically, th

project is designed:

(1) to collect, collate, and analyze the existing needs surveys/and

in titutional responsibilities for community service and c Otin-

i
ui g education programs;

to identify those program areas and institutional resourc

where cooperative or collaborative programming can most ec-

tively meet the area's needs;

to facilitate institutional identity through program co cehtra-

tion; and

(4) to recommer7d t the Chief Executives of the member n itutions,1i

policies and cedures necessary for more effective ogrammini,

staff development, and institutional communication.

t is anticipated that the project will result in a proposed and hopefully,

adop ed, "policies and procedures guide" on community servi s and continuing

edu ation for use by the participatinn institutions, both Individually and

lectively.

In order to accomplish the above, the project is be nq conducted in

three stages /phases -- i.e., (1) collection, collation,i,and analysis of

71



existing data (2) group processes /meetings o accomplish objective

0 2. 011911d. and (3) Prglaretioo and submission of the findings and r 0M-

mendations to the Chief Executivet for review and discussion..
ft,

This report ,deals exclusively with Phase 1 of the project, and, as

such, provides the background for the group processes of Phase II. This

report is, therefore, devoted to providing (1) a brief historical back-

ground of community services,,(2) the major definitions of community sere

vices, (3) a summary of the current state of community services in the

United states, (4) a summary of the current c mmunity services functions

6

ed by the education institutions of ern Maryland, and (5) a sum-

y of the existing needs-survey data concerning community services

Western Maryland.

1
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History

The genes

COMMUNITY SERVICES

the community service idea dates back to Socrates and

from his Socratic" style of inquiry Oracticed in the streets and

market places of ancient Greece. Plato then emphasized the community

education idea in his Republic. The idea then progressed in the Lyceum of
4 ,

Athens through the teachings of Aristotle. Jesus then practiCed community

education in his teaching throughout the communities of His days. Then,

during the Middle Ages, centers of learning (the early universities) came

.
into existence and were places where the scholars of the time would, ather

and provide commun ty education to the people through the dissemination of

knowledge to those who would listen. During this time in the eleventh

-century, beginning with the university at Bologna, the universities were

closely tied to the society in which they existed.l

However, as time progressed, the universities began to become less

associated with the community as a whole, and began to become banks of

-knowledge for the rich and/or to a select few. As Robert Hutchins indicated,

the universities of eighteenth century Western Europe had "sunk into4a deep

torpor from which they would not awaken for more than a hundred and fifty

years." As such, the universities were not satisfying the increasing needs

of the day.2

In America, during the eighteen hundreds, the development of community

services began with the establishment of the American Lyceum, which was

lErwin L. Harlacker, The Community Dimension of the Community gile9!
pp. 4-5.(Englewood Cliffs, NJ: Prentice-HaiI, Inc.,

2Ibid., pp. 5-6.
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':designed to (1) elicit citizen partfeipation in community development,

'(2) enhance face-to-face community problem solving, and (3) utilize avail-

able educational resources to solve the practical problems of the community.

The -Lyceum grew apIdly.before it finally Aimed out and'yielded to the
.\J

Chautauqua, whi began in 1874, which Continued the function started by the

Lyceum. tion, three other movements were directly concerned with
4

.co munity services -- i.e., (1) the community schoolCwhich-is devoted to

service to the whole community-and the use of community resources as part

of the educational facilities of the school, (2) the tommuntty development

function of the university which -is -devoted to the improvement of the com-

munity through extension services, and (3) he community college which is

devoted to serving the educational and developmental needs of its local

community.3

The concept of higher education serving the needs of the common com-

munity has been dramatically enhanced by Federal legislation and funding

beginning with the Morrell Act of 1862 and extending through the Smith-

Lever Acts of 1914 to the Higher Education Act of 1965. However, most of

the recent history of higher education's.involvement in community services

education illustrates a very limited and highly selective role resulting in

services provided only to certain segments of the popaation. Hopefully

the impact of the Higher Education Act of 1965 and the increasing aware-

ness of higher education toward community needs will expand'the traditional

role and encompass all segments of American population.

Definitions

Several definitions of community services have evolved from its history

to occupy current literature. These definitions point out the lack of general

3Ibid., pp. 6 -7



agreement among those involved as to what functions fall within the concept

of community services. Myron4 points to the tendency of higher education

to create divisions of community services which deal exclusively with short

courses, seminars, workshops, lectures, consultations, concerts, community

studies, and social action programs as separated from the degree and certi-

ficate programs. In addition, he states that since the functions under

community services differ from institution to institution, it may not be

desirable to establish a definition which is universally applicable, and

points instead to the importance of the "orientation" of the function as

it is viewed in the light of its community-centered role. He then presents

a community-oriented definition as follows:

"Those efforts. .
.often undertaken in cooperation with

other community groups or agencies, which are directed

toward serving personal and community educational needs

not met by formal collegiate degree or certificate pro-

grams."

He further states that these efforts "are concerned with identifying

unrealized potentialities and unmet needs, drawing together resources in

the college and in the community, and creating appropriate educational

programs."

Other def nitions5 include the following:

) Those services that involve both college and community resources

and are conducted for the purpose of meeting specified educational

needs of individuals or enterprises within the college or the com-

munity (Reynolds).

(2) Various special services which the college May provide for its

community outside formalized classroom instruction (Johnson and

Medsker).

The provision of a variety of services to the community through

media other than courses and regular classes (Basler).

PP.

4Gunter A. Myron, Communit Services in the Couulunit College

hington: American o Community and jutiTor Co eqes,

11 -12. 41,

5Harlacker, op, ci pp. 11-15
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(4) Educational, cultural, and recreational services which an
educational institution may provide for its community in
addition to its regularly scheduled day and evening classes
(Harlacher

A definition is presented in legislation under Title I of the Higher

Education Act of 1965 as follows:

"For purposes of this title, the term 'community service
program' means an educational program, activity, or ser-
vice, including a research program and a university ex-
tnesion or continuing education offering, which is designed
to assist in the solution of community problems in rural,
urban, 9r suburban areas, with particular emphasis on ur-
ban and suburban problems, where the institution offering
such a program, activity, or service determines --

(1) that the proposed program, activity, or service
is not otherwise available, and

(2) that the conduct of the program or performance of
the activity or service is consistent with the institu-
tion's overall educational program and is of such a
nature as is appropriate to the effective utilization of
the institution's special resources and the competencies
of its faculty.

Where course offerings are involved, such courses must be
university extension or continuing education courses and
must be --

(A) fully acceptable toward an academic degree, or
(B) of college level as determined by the institution

offering such cours'es."6

A taxonomy of community services has been constructed by Max R. Raines

of Michigan States University. The taxonomy, in effect, provides a ent_

tive operational definition of community services and is divided into three

categories -- (1) self development functions, (2) community develop-

ment functions, and (3) program development functions.?

1. Self - Development Functions. Self-development functions, as defined

by Raines, are "those functions and activities of the college primarily fo-

cused upon the needs, aspirations, and potentialities of individuals, or

informal groups of individuals, to help them achieve a greater degree of

personal self - realization and fulfillment." Included in this caterory sire

the following functions:

6Higier Education Act of 1

?Myron, op. cit. pp. 14-16

Public Law 89 -329, Nov. B, 19C`J



a. Personal Counseling Function - "Providing opportunities for

Community members with self-discovery and development through individual

and group counseling processes; e.g., aptitude-interest testing, individ-

ual interviews, career information, job placement, family life, etc."

b. Educational Extension Function - "Increasing the acc sibility

of the regular courses and curriculums of the college by extending their

availability to the comunity-at-large; e.g., evening classes, TV

courses, weekend college, neighborhood extension center."

c. Educational Igansion Function - "Programming a variety of

educational, upgrading andlinew career opportunities which reach beyond

the traditional limitations of college credit restrictions; e.g.,

institutes, seminars, tours, short courses, contractual in -plant

training, etc.

d. Social Outreach Function - "Organizinn programs to increase

the earning power, educational level, and political influence of dis-

advantaged; e.g., ADC mothers, unemployed males, educationally deprived

youth, welfare recipients, etc

e. Cultural Develo ment Funct on - "Expanding opportunities for

community members to participate in a variety of cultural activities;

e.g., fine art series, art festivals, artists in residence, community
4

theatre, etc."

f. Leisure-Time Activity Function - "Expanding opportunities for

community members to participate in a variety of recreational activities;

e.g., sports instruction, outdoor education, summer youth programs,

senior citizen activities."

Community Development Functions. Community development functions

are "those functions and activities of the college primarily focused upon

cooperative efforts with community organizations, _nencies- and institutions

3



to improve the physical, social, economic, and political environment of

the community (e.g., housing, transportation, air pollution, human relations,
t

public safety, etc.). Included in this category are the following:

a. Corrrnunity Analysis Function "Collecting and analyzing sig-

nificant data which reflect existing and emerging needs of the community

and which can serve as a basis for developing the community service pro>'

gram of the college; e.g., analyzing census tracts, analyzing manpower

data, conducting problem-oriented studies, identifying roles and goals

of organizations, etc."

b. Interagency Cooperation Function "Establishing adequate

linkage with related programs of the college and community to supple-

ment and coordinate rather than duplicate existing programs; e.g.,

calendar coordination, information exchange joint committee work, etc."

c. Advisory Liaison Function - "Identifying and involving (in

an advisory capacity) key members of the various subgroups with whom

cooperative programs are being planned; e.g. , community services

advisory council, ad hoc Advisory council, ad hoc 'visory committee,

etc."

d. Public 'Forum Function - "Developing activities designed to

stimulate interest and understanding of local, national, and world

problems; e.g., public affairs pamphlets, town meetings, TV sympos

ums etc

e. Civic Action Function - "Participating in cooperative efforts

with local novernment, business, industry, professions, religious and

social groups to increase the resources of the community to deal with

major problems confrontinn the community e.g., community self-studies,

urban beautification, community chest drives, air pollution, etc."

14



f. Staff Consultation Function - "Identifying, developing, and

making available the consulting skills of the faculty in community

development activities, e.g., consulting with small businesses, advising

on instructional materials, designing community studies, instructing in

group leadership, laboratory testing, etc."

Program Development Functions. Program development functions are

"those functions and activities of the community services staff designed

to procure and allocate resources, coordinate activities, establish objec

tives and evaluate outcomes." Included in this function are the following:

a. Public Information Function - "Interpreting programs and

activities of community services to the college staff as well as'to

the community-at-large and coordinating releases with the central

information services of the college."

b. Professional Development Function - "Providing opportunities

and encouragement for staff members to upgrade their skills in program

development and evaluation; e.g., professional affiliations, exchange

visitations, professional conferences, advanced graduate studies, etc.

c. Program Management Function - "Establishing procedures for

procuring and allocating the physical and human resources necessary

to implement the community services program; e.g., staff recruitment,

job descriptions, budgetary development, etc."

d. Conference Planning Function - "Providing professional assis-

tance to community groups in the planning of conferences, institutes

and workshops; e.g., registration procedures, program development,

conference evaluation, etc."

e. Facility Utilization Function - "Encouraging community use of

college facilities, by making them readily accessible, by facilitating

the scheduling process, and by designing them for multipurpose activities



when appropriate; e.g., campus tours, centralized scheduling office,

conference rooms, auditorium 'design, etc."

f. Program Evaluation Function "Developing with the staff the

specific objectives of the program, identifying sources of_data, and

establishing procedures for gathering data to appraise the probable

effectiveness of various facets of the program; e.g. , participant

ratings, attendance patterns, behavioral changes, program requests,

etc

As such, community services occupy a continuum of functions from the

self-development (directed toward individual goals) to the community develop-

ment (directed toward organizational and group goal's) functions.

Because of the overall lack of agreement concerning what functions are

commonly classified as community services, Myron8 has constructed the fol-

lowing continuum and classification:

A. Educational Approaches

Instruction-Based Approaches:

Fixed transfer and vocational-
technical curricula

Preparatory or remedial programs
Certificate curricula
Single courses, credit
Paraprofessional programs
Term-length non-credit courses
Short courses
Workshops, seminars, conferences
Lectures, panels, concerts

Other approaches:

L

Less Likely_ to be

Classified as Com-
munity Services

More likely to be

Coordinative activities Classified as Com-

Consultative activities munity Services

p. 13



B. Orientation uifterences

Less Likel to be
Classffle a ommtInIty
SITVI-Ces

- Subject-matter orientation
- Not related or indirectly
related to community

- Emphasis upon deliberate
study of issues and pro-
blems

Instruction formalized in
terms of content, grades,
credits, examinations

More Lfkely to be
Classified as Community
services

- Problem-solving orientation
- Directly related to com-
munity

- Emphasis upon immediate
response to concrete and
contemporary issues and
problems

- Instruction formalized in
termsof the needs, aspira-
tions, and potentialities
of people.

Further analysis of the literature provides one with an illustration

of confusion between community services, continuing education, and adult

education. These categories are separated in various ways, including

student age group, enrollment status (full- or part-time), time of day,

etc. Although strength seems to lie in the' classification and definition

presented by Myron and Raines, one can conclude that the best definition

and classification is ultimately generated by the specific institution(s)

and its (their) community. Therefore, an essential part of this project

is to generate a definition of community services for the community and/or

communities of Western Maryland.

In an effort to begin this task, the project group interviewed members

of the participating agencies and asked the question, "How do you define

community services?" Perhaps the following answers, along with the litera-

ture definitions, can provide a starting point for the development of the

definition:

1, Allegany Community College.
- "Any activity that is providing instruction or services to

persons in the community other than through credit courses."

- "Those actions /programs a community college undertakes independent,
or in cooperation with other community groups and agencies, wnicn
direct educational resources of the community toward serving_
dividual, group, and community needs."

"Adult education courses."

1
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2. Frostburg State College (Composite Summary)
"Community Services include providireg continuing education,
adult education, and general community services such ascul-
tural benefits, library resources and the use of the college
facilities."

Garrett Community College.
- "Traditionally, it has been adult general education

Now we like to include younger people. An institute
should make its resources available to any student and
the community."

Hagerstown Junior College.
"Continuing education is lumped in with community

services. Continuing education can be, and is,
anything and everything."

Allegany County Schools.
- "Although there is no State definition, we stick with

the informal State definition."
- "Anything this organization is doing outside of the

normal functions of the schools."

6. Garrett County Schools.
- "The committment is to the State's informal definition.

The making of buildings, transportation, and expertise
available to the community; not directly related to our
usual duties and functions."

7. Washington County Schools.
- "Services which meet the public, private, and volunteer

group needs that could(not be provided by themselves.
It is a delivery system to provide these services."

RESA.

- Our whole service is to the community. Community

service to us is filling any need that the general
public has."

Definition of Community

The need may exist to define "community" as it applies to the edu-

cational institutions of Western Maryland, both individually and collec-

tively.

In recognition of this need, and in an effort to collect data to be

used as a startinc point for the task force, the project group interviewed

members of the participating institutions and presented the queStion. "What

are the boundaries and parameters by which your community is defined?"

The followng answers were given:



Allegany Community College. .

"We have no set boundaries in our comity service
programs."

2. Frostburg State College.
"Western Maryland including the Tri -State Region."

Garrett Comrunity College.
"No boundaries."

4. Hagerstown Junior College.
"No limits. We serve the region in community services."

Allegany County Schools.
"We have out-of-county and out-of-state students."

6. Garrett County Schools.
"The County.

Washington County School
"Washington County.

RESA.
"The Tri-County Region of Western Maryland. However,

we have the right o determine our own boundaries."

CURRENT COMMUNITY SERVICES IN WESTERN MARYLAND

One of the major objectives of Phase I of the project was Lo collect,

collate, and,analyze the existing needs surveys and institutional respon-

sibilities for community service program,. As such, the project team set

out to collect the existing data concerning community needs, and to collect

data concerning the community services programs that are currently being
4

operated by selected institutions in Western Maryland. In order to accom-

plish this task, the project -team surveyed several institutions in Maryland

and Western Maryland.

Needs Analysis Data. The results of the project team survey indicate

that some community service needs analysis data did exist. These needs data

include the following:
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1. A Rgional ETV Network: Communit Needs and S stem Structure,
Martin Hershkowitz, Operat ons Researc Inc., prepare or the

Regional Education Service Agency (1973).

Surve of Education and Trainin Needs of Business and Indus
ri- a e 'eo ona 'esources nstitu:e

Needs Assessmen
y an

unic vernment, Allegany County,
am acus, rost urg :tate Cellgge (1973).

4. Com_m_u_ni_t Access to Government P o ram David W. Edgerley, sub-
r. o n a facus,

5 Staff Deve

A Surve

Needs in Mar land Adult Continuin' Education,
e Department o .ucat on

Business and Industr in Garrett Coun
oncer e ervices in rain ng an, ucat on, am
Coordinator (1971 8 1973).

7. Educator's Needs Assessmen
o e e

e,

Jae W. Choi, Frostburg State

8. The Great Valle Educa ion ndus Growth and Resource Study,

n

PP.

The needs outlined in the above-listed documents are many and are of

a varied nature. Following are selected examples from the documents:

p

land Public Libraries Lon' Ramie Plan for Development

1. The ETV Survey. Within the ETV survey are identified needs of

public school students and disadvantaged families, and include (1) special

education, (2) consumer education, and (3) .health and nutrition education.

Also, continuing education and technical training needs for teachers, health

service groups, business and industry, and public service groups, and the

general public are outlined. These needs include (1) in- service training

for teachers, (2) professional and paraprofessional rservie6\proarams for

health service aroups, (3) management nrogran s and prdfessional alit-technical

improvement programs for business and industry, management programs and

technical public service procrams

interest programs, social improvement programs and health education for the

general public. The report also contains the results of a general interest
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survey which creates reflection upon the types of programs that could be

successful.

2. The Survey of Education and Training Needs in Tri-State. The Tri-

State Regional Resource Institute report is very useful. Within the report

are the results of a Tri-state "needs survey" of industry and business.

The survey determined, within the many functional areas of business/

industry operations, (1) if current training programs existed, (2) if there

was satisfaction with these programs, (3) how many business/industry opera-

tions desired training/education assistance in each of the functional areas,

and (4) how many anticipated future needs for training/education in each of

the functional areas. Many ideas for true community service activities

exist within the report.

3. Needs Assessment of Municipal Government. The Frostburg State

paredCollege study pr epared by John N. Bambacus presents the types of training

programs desired by the governments surveyed. Included are assistance

requests in the areas of (1) grant-in-aid programs, (2) revenue sharing,

(3) inter-local cooperation, (4) town law, (5) paper work, (6) election

laws, (7) municipal law, (8) Robert's Rules of Order, (9) tavern licensing,

(10) development programs, and (11) environmental impact studies, (12) zonin

(13) building codes, (14) ecology, (15) managing human resources, (16) use

of census data, (17) public speaking, etc. Included are twenty-eight areas

-f interest by governments. Many ideas exist in this document also.

4. Community Access to Government Program. This program included a

survey which indicated that problems existed in the community that were not

being solved. These problems /needs are outlined in the report by David W.

Edgerley and jnclude (1) employment services, recreational opportunities,

(3) adult education opportunities, ) informal educational opportunities,

(5) transportation, (6) health services, etc. The needs outlined in this

report are abundant and, in certain cases,. very specific.
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5. Staff Deve Adult Continu n Education. This State

Department of Education report points to the training needs of adult edu-

cation staffs, to the extent of adult education course work, and to the

degree of interest in further training opportunitieS. The data point to

the need for adult education college credit courses. Included are "psychology

f adults," "adult guidance and counseling," "current issues in adult educa-

tion," and "human relations." Methods of delivery requested include short

courses and workshops of an inservice nature.

6. :msilriduSL-ve,GtarrettCountBusi. This survey points to

the common needs of the applicants for jobs and/or the employees in business

and industry in Garrett County. The report includes future employment needs

and ideas for community service educational programs.

7. Educators Needs Asseisment Pro ect. This project identified the

educational needs of teachers/educators for the use of the Frostburg State

College Graduate School. Included are (1) types of courses desired/needed,

(2) convenient scheduling needs, (3) master's program needs, etc.

8. The Great Valley Study. The Great Valley Education/Industry study

includes a section dealing with programs that industry would desire for the

development of their human resources. In addition, delivery mechanisms,

such as workshops, are referred to.

9. The Western Maryland Library Plan. This development plan, in part

based upon a wide scale public survey, includes needs assessment data.

Seven needs are realized and outlined, some of which seem to invite educal

tion-library cooperative efforts.

Within these n eds assessment documents may be areas where cooperative

services may bed irable to the member institutions. These documents must,

therefore, be reviled carefully for possible community service program

development. Copies of these documents are available at the RESA office.
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Current Offerings in Western Maryland. Among the reasons for collec-

ting data /information concerning current offerings in community services

were (1) to identify areas where institutional cooperation may be beneficial

in terms of both cost and effectiveness, and (2) to establish a base from

which future planning can develop. In addition,- those current services,

together with planned future services, can in themselves provide an opera-

tional definition of community services as they currently exist.

The following institutions were visited in this effort:

(1) Allegany Community College

(2) Frostburg State College

(3) Garrett Communfty College

(4) Hagerstown Junior College

(5) Allegany County Schools

(6) Garrett County Schools

(7) Washington County Schools

These institutions were able to provide adequate information concerning

community services that they were currently providing.

In an effort to collate these data, a matrix was constructed around

the Raines Taxonomy and a taxvomy presented by Otto.9 Table I presents

this matrix of community services and continuing education programs cur-

rently being offered by Western Maryland institutions.

The matrix presented in Table I is by no means considered complete.

It is planTted that the institutions' representatives at the group meetings

may be able to provide further information. However, one may note that

the current matrix indicates areas of overlap that can be a starting point

for the exploration of cooperative efforts.

9 Frederick F. Otto, An Anal

Services Pro Offered
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MATRIX OF "COMMUNITY SERVICES AND "CONIINOING EDUCATION'

BY MAJOR FUNCTIONS, SUB-FUNCTIONS AND
PROGRAMS AS PROVIDED BY WESTERN

MARYLAND INSTITUTIONS FROM 1970 TO DATE
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Institution

Function, Sub-Functions & Programs
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InterafiencytInterinstitution Cooperation

One of the majdr objectives of the project is to foster nte ncy/

institution coupeiffion in the development and provision of specific

community services funCtions/programs. As such, it seems necessary to pro

vide some background information concerning (1) the development of an idea

into a proles', and (2) interagency cooperation..

Development ofjn Idea

The literature concerning program planning, development, and imple-

mentation is extremely abundant. Many research works have dealt with the

But perhaps the best model for action can be derived, from the

ext n work of JB Lon Hefferlin in his research on aced i- change.

Included within his "essential ingredients" for action, He rlin lists

the folloWing characteristics which he and his research team found to be

p- ticular contributors to the development and implementation of educa-

tiona services:

1. A market is essential.
2. A model is needed for emulation.
3. Ideas need circulation.
4. A key action agedt is necessary.
5. One or more "marginal" members are necessary_ .

6. Resources must be available.

the following paragraphs, each of the six above- oned 'essen-

ingredients:" re explained.

A Market Essential. A market for new ideas -- a demand for improve-

ment and for services -- is necessary. In order for an idea to be accepted

and to gain momentum, it needs an environment that is receptive -- an environ-

ment that needs the service that the development and implementation of the

idea will provide.
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A Model i Named latinn. The Hefferlin study points out that

new models of service,progra !tie necessary for use as examples, pace

setters, end competitors in order to introduce action successfullyz

this is the case with most non-research agencies, I a service agency is

oonventialally successful, initiative in the form of program research canno

be expected to come from it.

Aden Need Circulation, The investigators in the Hefferlin study con-

cluded that for new educational'services to take place, circulation of an

idea or ideas must take place. This they said is accomplished through sev-

eral mechanisms. These mechanisms include the circulation of individuals

.9

from job to job, professional meetings, professional journals, educational

associations, newsletters, retreats, workshops, services, and tours. Through

these mechanisms, individuals within agencies/organizations are able to be

exposed to innovative ideas.

.YPHAtLAKcatitistlecessar.
Per the most important_ conclusion

of the Hefferlin study was that vital people any = dvocates of new ideas exist

at an institution agency. The study also points ou that educational insti-

tutions undertake new functions by adding new members. e newcomer, the

investigators contend, is likely to bring new perceptions wit him. The

I
advocate of a new idea, whether he/she is new or\not, is a ne ssarry-Ingre-

dient, carrying, circulatinw-and seTTT the idea to others-

One or Mor21ZLiar nal " Members is WeHefferlin study

indicates that marginal members can greatly affect the operations of an

institution/agency whose livelihood is not dependent upon it (patrons, con-

sultants, benefactors, etc.).

Resources Must Be Available. It goes without saying that in order to

implement a program/service, adeouate resources must be made available to

accomplish the job to be_done. Although many different avenues can be
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available to fund a program/service, the mplementation of an innovative

prograWsery ce automatically involves the availability of the existence

one or more marginal members who are instrumental in acquiring the

Inte y Coo tion

The characteristics that'must exist before true interagency cooper

tion can take place in the planning, development, and implementation

comMon program/service are as follows:10

I. Cooperating agency goals /objectives (mission) must overlap.

2. The proposed program/service must fit within the overlap and

must be of such a common priority and of such an innovative

nature as to be attractive to each agency.

The resources of each involved agency must be limited.

4. EaCh involved agency must gain something overall, and not lose.

5. The client group to be served must be new.

A coordinating leadership element must exist or be developed.

he proper planning, development, and implementation structure

must be developed in such a way that it enhances and insures the

direct involvement of each agency.

Personnel from each agency must be assigned, as Rart of their

individual 'ob desc ions, a role in the planning, development,

an' me ementat on o t e program/service.

Adequate resource allocation methods must be devised and agreed

upon by each agency, and a fiscal agent established.

Each of the above-stated elements will be described in the following para-

graphs.

The Coo era A inc /Goals /Ob ectives

5 5

Overla4. In

order to have interagency cooperation in the planning, developMent, and im-

plementation of any service-program, the goals and/or objectives (mission,'

of each agency must have something in corimpn with the other agencies involved.

Obviously, one cannot expect agencies with completely different miss ons ito

10DonaldI. Alexander, "A Study of the Case History of the Family Aide

Program as it Relates to a Theoretical Model of Idea Development, Interagency

Oooperation, and Multi-Funding" (Cumberland: Regional Education Service Agency,

1974).

tai
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to deliver a common service. An eta

cally illustrated in Figure 1.

0 P Service Must Fit Within Overlay. Another

e of mission overlap

obv o essential element of interagency cooperation is the fact that the

program/service which is to be provided in a mutual 'effort of the agencies

involved must fit into the "common ground" area of agency mission overlap.

A graphical illustration of this "common ground" is presaited by the

area of Figure 1. Anything else will result in the encroachment a

agency into the goals of another.

The Resources of Each Agency Must e Limited This author feelsMust author

in order to enhance and permit interagency cooperation, each interested

agency must be experiencing a limitation in its resOurces, for without

resource limitation, an agency is free to accomplish all of its goals and

objectives. and has no need to undergo the efforts necessary to cooperate

with other agencies in order to accomplish some part of its mission.

Figure 1

Agency Mission Overlap (Shaded)
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EaCh mey Must Gain and Not Lose. order to have true inter-

agency op eration, each agency that eventeeliy becomes involved in a

operative effort to provide a progrim or service to a client group must

gain SOmethieg in the Process. This gain is usually an aCcomplishment of

a goal or an objective that would not otherwise be accomplished, and thus

would shed light oh the success of the agency in its eyes and in the eyes

of s ificant °tilers. 'If the cooperative effort, on the other hand,

cause the age y to lose something (such as a client group or an objective)

then that agency will not desire to see the program/service succeed and

will, therefore, not help in the efforts toward success.

The Client _Group Must_be New. This essential element of interagency

cooperation can be closely linked to the element discussed immediately

above. It is included because service agencies generally do serve a client

group or a part of a client group that will accept and use the service

provided. This element of the model states that in order for interagency

cooperation to take place in a service agency-sphere, then the service pro-

.

vided must not clash with a service already provided by one of the coopera-

ting agencies in such a way was to cost that agency the loss of a supportive

client group or a part of the supportive client group. Rather, in order to

promote interagency cooperation, a new client group must be found.

A Coordinating Leadership element Must_Exist or Be I3eveloped. In any

effort to provide services, an element of leadership must exist. In the

case of an individual agency, this element could be an administration plan-

ning team. In the case of multi-agency cooperation, this leadership element

must also function as a coordinating element between agencies in order to

promote proper planning, development, and implementation of the service and

to guard against the violation of the elements of the model. In this element,

the time factor becomes very important in that if such an aoencv already

exists, the chances of successful mult ncy efforts are greatly enhanced.



element doe, not exist at the time of the presentation of

of the interagency service, then the successful planning, development, Ind

implementation of that service is directly related-id the amount of time

required for the creation of thii &lent. This coordination and leader-

ship elamint, in the case of interagency cooperation; may take the form of-

interagency administrative body or comaittee, or it may be a separate agency

designed to handle the leadership and coordination functions of interagency

cooperatives, as long as the significant members of each agency are, directly

involved in the voernance of the coordinating agency.

The Proper Plannin4 Development a d 1 on Structure Must Be

Developed. In order to promote interagency cooperation in the provision of

services, and in order to insure success of such multi-agency effbrts, care

must be given to develop a structure whiChrallows and insures that each

agency involved be adequately represented and acting in the original plan-

ning of the service, the development of the program that will deliver the

service, and the implementation of that program. No agency must ever feel

as if it is not directly involved with all facets of the program and is not

making an impact upon the overall direction of the program. The structure

f this element usually takes the form of an interagency committee which

has as its members those. persons who have decision-making authority in their

individual agency or those persons who have immediate access to the decision-
*

making authority.

Personnel rom Eacli ItyedtotheintaerAerict.ic Effort.

In order to enhance interagency cooperation efforts, and in order to insure

the success of those efforts, personnel from each cooperative aoency must be

assigned, as part of their individual job descriptions, a role in the plan-

ning, development, and implementation structure of the program/service. All

too often, personnel are assigned to a job without the supervisor/supervisors

ing down with the individual and assessing the individual's Job duties or
C)



fives, I less the individual/individuals who are assigned to represent

y in the planning, development, and implementation pf the multi-

agency service, are specifically assigned, not only the duty,\but the amount

time necessary. the "externals interagency &operative effort become

ondary and does not htve proper priority ranking. The assignment of the

interagency service to an individual or to individuils require& the state-

ment of the specific objectives in the job description and the assignment

of a priority ratind with respect to the time required.

Adequate Resource Allocation Methods Must be Devised and A4reed U

by Each Agency, The developMent and implementkting of any service requi

allocation of resourcef, Iwthe case of a zice effort that requires

rmulti-agency involvement, a budget must be built, and each agency must fully

understand and commit its obligation. This committment must be in the form

of a contract or written document and be agreed upon

addition, a fiscal agent must be designated in order

y each agency..

-h hand l e

resources and to have the responsibility of accountability.

If these characteristics/conditions exist or fre developed, true inter-

agency cooperation in community services can exiSt. One task of the task

force is to pursue these conditions in terms of (1) do they currently exist,

and/or (2) can they be developed.

SUMMARY

Given this information concernino definiiiOnS of r community ser-

vices, (2) needs analyses report' unity services, (3) current com-
,

munity services being provided by ducational institutions of Western

Maryland, and (4) characteristics/conditions for cooperative efforts, the

Task Force is challenged to (1) create a definition, or definitions, of

community services fir Western Maryland, identify priority needs to, be

served, and (3) develop ideas for cooperative efforts where they are obvious

and desirable.



Specifically, the purpose of the next phase, phase 2, of the project

is to bring together institutional representatives of the RESA agencies,

along with representatives of regional and state educational agencies and

affiliates, to walk corroboratively on strengthening and develop* COM-

Purity services and continuing education in Appalachian Maryland.

The objectives of phase 2 are:

a. to e me: 41) existing (and past) programs practices and

policies relating to continuing education/community services;
(2) needs surveys; and (3)_future plans, speculation and trends;
all in order to determine what has been developed in the area
and where it seems to be headed;

b. to identify those program areas and institutional resources
w re.cooperative or collaborative programming can most effec-
tiv'ely meet the area's needs; and

to develop for the chief executives of the member institutions,
a set of guidelines and procedures aimed at more effective pro-

graining, staff development and inter-institutional communica-
tion.

The second phase will commence in early January, 1975, and will ter-

minate on April 1, 1975. In order to perform efficiently and effectively

during the second phase, the institutional representOtives will.be guided

by two prodess consultants throughout the entire phase. The process con-

sultants will guide the group through the target objectives relying prime)-

on organization development strategies which have been expressly tailored

for this particular process consultation.
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PREFACE

On the following pages is found the overall design for
phase,two OLthe prOject,.that ii4 the working and growth Alsre
of t4 proJedt. They design is based,iin large measure, on the
work completed in the-research 4111deMopment,division of the
Center for the Advanced Study ofWEducational Administration
fCASEA) at-the Doiversity of Oregon.

We belieVe that the research and outcomes of the work at.,
CASEA aptly lend themselves to the task.at hand. The frame-
work, methodology aod tools used in phase two have been adapted
for use in this particulariproject. We believe further that the
product of our collective efforts as well as the effects of, the
interaction occurring in,phase two will serve to strengthen in-
stitutitinal ties in our region.



A. Phase Two - An Introduction

1. Introduction

Specifically, the project in question is to:

(a) collect, collate, and analyze the existing needs surveys and

institutional responsibilities for community services and con-

tinuing education programs;

(b) identify those program areas and institutional resources where

cooperative or collaborative programming can most effectively

meet the area's needs;

facilitate institutional identity through program concentra-

tion ; and

recommend to the chief executives of the RESA member institutions,

policies and procedures necessary for more effective programming,

staff developme, and inter-institutional com4Onication,

In order achieve the objectives, the project was segmented into

hree, Phases: ,7

collection, ,ollation, and analysis of existing data concerning

community services /continuing education in the region;

meetings of institutional representatives to serve as a task

group in the satisfactwn of objectives b, c, and . above;

and

on and submission of the findings nd recommenda-

to tne anency chief executtves fo 'eview

a e,three ma Or ciL lecti es to De realized in was sP 2,

0-eXamtne.: (1) exi sting (and past programs, practices an

:policies relating to continuing education/community services;



2) needs surveys; and future plans, speculation and

trends; all in order to determine what has been developed

in the area and where it seems to be headed;

b to identify those program areas ang irnstitutional resources

where cooperative or collaborative programming can most

effectively meet the -trees needs; and

to develop for the chief executives of the member institutions,

a set of guidelines and procedures aimed at more effective pro-

gramming, staff development and inter-institutional commvica-

tion.
tf

3. Timing /Procedures

Tha.second phase will commence in early January, 1975, and

will terminate on April 1, 1975. In order to perform efficiently

and effectively during the second phase, the institutional repre-

sentatives (hereafter, IF0s) will be guided by two process con-

sultants :) throughout the entire phase. The PC's will guide

the orouo through the target objectives relying imarily on

anization development strategies which 'dye ueE expressl

tailored for this particular process consu nn

4. Expected Activities /Outcomes

he activities prepar he phase two segment will be

arrayed below in a macro- design for organizational development

D) and he more full v elat) orated in micro-desions in a

separatu-,report fur ed n element le _ified in the overall

,,(macro '

Ttives

LUtCOmeS ach everent/mastery



Organization Development

1. Introduction

Organisation Development (OD) is a conceptual framework as

well as a strategy to help organizations meet the challenges of

their particular setting or environment. It encompasses a theory

and a techpology to help organizations become self-renewing and

self-correcting systems of people receptive to needed change and

able to respond with innovative and integrated programs and

arrangements (1,

The strategy assumes that many of the difficulties and prob-

ems which facet changing organizations -arise from the dyrpmic
. .

#,

Of.the group, not ate SlOtlt of the individuals The quality

of sautionegener;ited is largely determined by these dynamics.

LiftlikrItnsctivit training (1-Groups), OD works chiefly with

intact,ta5k-orierfted groups and training focuses upon increasing

the effectiveness of group members' interaction and their satis-

faction in it.

Features anc Characteristics

Primary focus is on adaptability of organizational members

b. ;Methodology focuses on task/problem resolution achieved ough

Shapiro of emergent nrouo dynamics

c Training phases focus on problem-solving, communication skills,

decision-making, conflict resolution, and clarification of goals.

Value of O.D.

Prior to 'g7,' CL was used almost entirely in the business/

industry ,Jctor of tne environment, a1tholig4, only a handful of

such organizations werlt involved (2). Today, in 1975, many hundreds,

pert' :(,L) nave applied S rateries r vdric

ways. Perha7)s on1,, one - fourth of that number of non-profit

public service organizations have experiences OD technology.

r.;7



Findings generally indicate that OD training enhances

decision-making, produces more effective solutions to problems,

improves staff meetings, increases the number of useful innova-

tions attempted within an organization, creates a more open com-

munications "climate," and makes the organization more attractive

to the members (3).

Educational Organizations (Present Case) and O.D.

1. Introduction

The institutional repre itiveS I R' comprising the task

group represent 3 county school systems, 3 community colleges, a

college, a regional educe al cooperative, a state depart-

ment of education, and a regional library. This constituency

clearly represents the educational community. The group consists

of 15 members

Assumptions

a The IR's are quite homogeneous in terms of education, experience

anle work set

Most f the s represent complex anizations

C. The organizations represented are dissimilar to businesses and

industrial firms and manifest several characteristics (listed

below) which are to be considered in OD d

the micro-designs (Zi:

;oal 9ifferentiation

COa 1 s

parti, I ,rly in

Mtzv,

educational crrganizatibns are almost never

exc,l icitl v stated

There is -great di ----s .ty in goals for pu'zlic education

(crganiza ns, and a steacy prol-;feration of tnem;



(2) Role Differentiation

n general, there is little job d fferentiation in

typical educational organizations; and,

(b) Even though differentiation is minimal, specializa-

tion (teaching discipline, student personnel, adminis-

tration, finance, etc.) is extreme.

Finally, it is assumed that the group task represents

a problem.

Special Attributes /Nature of Educational Organizations and Individual
Members

Given the above assumptions, the macro-design and subsequent

micro-designs for the tailored OD strategy must reflect in activi-

ties and expected behaviors of IR's, role differentiations, paucity

of explicit goal statements, IP's coposite characteristics yis-a7vis

the specificity of objectives to be attained. In brief, the OD

strategy will, of necessity, be tailored to

ation,

t- is° icular si-

Macro-Design Format: fine Oesih ative,ppraisive- iscrip ve (DAP

Approach to Problem-Solving

1 Introduction

The macro - design will be based upon the assumption that the

activities to be performed by the IR's, in sum, approximatrproblem-

solvin- Problem - solving designs represent only one facet of OD

applications.

Definition of DAP

The work of Nahie and Balderson (3) at he Center for ca-

_iohal Policy and Management at the University of Oregon represents

an attempt to develo a technoTory of problem-5°10nd and tc devise

training materials ILL:
increase tne effectiveness of groups tend to

define problems in terms of prescriptions for actin than as
7'4

oy)



discrepancies between actual and desired states of affairs.

Groups tend to .confound the issues of (1) group functioning and

maintenance and (2) the task or situation that lies before them.

DAP represents a set of concepts and procedures that group

members can employ to refine their problem-solving skills

(individually and collectively) and bring them into play 00, real -

life every -day needs. DAP involves the members of a group in

generating and using three kinds of information; designative (D)

information about the "what is" state of affairs; comparable,ap-

praisive (A) information about "what is preferred;" and prescrip-

tive (P) information that suggests what to do when discrepancies

can be identified between "what is" and "what is preferred."

( P.v).

How DAP is Used

As the group generates and uses the various types of intorno

tion the process i realized. Group members identify problems,

clearly and specifically. Plans or prescriptions are prepared to

deal with the most critical problem areas and implementation con-

siderations as well as monitoring and evaluating considerations
,

are thought-through. Various strategies are emplOyed through the

process to enhance group functioning. j essence, the task-orien-

tation and process-orientation are balanced in order to enhance

group fuh tionino,

4. Rationale for Choice of DAP Racro-Design

The fundamental objectives of phase two conform airiestalist perfectly

DAP aoproach. That is. IP's /ill each Le presented

ehent ve set cbf, information wnich will serve to represent the

"wha

-tieO i mi Arlo

Discrepancies, environmental constraints, and

actorsw41.1 be processed and the IR's then w il



rrive at set of probable solutions to the questions raised by

the objectives. The parallel between the task at hand and the

DAP approach is quite prominent.

n for 1:4ie 2

Basic.St ategy/Timing

The 15-person IR group, led by two process cor ultants w211

meet for total of six days comprising 42 hours. The , 'a -e

indicatei that 30-40 hours As a bare minimum for this type of

activity to have positivetffects (4, p. 15). Hence, a 42 hour

intervention satisfied this basic criterion.

The basic strategy employed will be the DAP approach to

problem solving buttressed by conventional OD activities as part

of micro-designs for each of six elements identified in this

macro-design. The six process elements do not achieve a one-to-

one correspondence with the six days. Each process element

requires a separ4t- design and each process element has its own

flexible time- frame.

The process elements defined and elaborated below represent

the overall process desinned tailored specifically for this activity.

Each process element is supported with assumptions and rationale.

2. Process Elements

The strategy will focus on six elements to include:

1

a. Entry
b. Comntnica ions Training

c. Contract uilling

d., Problem- lyingl

e. Contract nforcement

f. Evaluation \

Below, earn

definitions. asSumbtions,

element.; w'll e examired

underlying rationale for use s

forth. ThisThi terial as developed will serve as the m -cesign



for phase 2 with micro- design independently developed fo'r the

appropriate elements.

Entry

Definition - The entry is the readiness preparation for partici-

pants and the express commit .ent of key executives and all partici

pants to enter into the group process.

(b) Assumptions - As we prepare to begin with process consultation,

we can assume that the greater part of the entry element has

been successfully achieved. We can assume that key executives

are supportive of the endeavor and that there is a willingness

to participate.

(c) Rationale - The chief executives of the member agencies articu-

lated the need for cooperation in the region with regard to

community services and continuing education and supported and

*approved of a proposar to secure funds for a project designed

to address itself to such issues. These chief executives acting

as a board for the regional cooperative approved the final pro-

posal (elements of which required a significant amount of hands -

on participation,. This action demonstrated not only the recoil-

niti r of need, -)ijt demonstrated support and willi aress to at-

tempt a new approach and expend extra effort, When the proposal

was funded, the chief executives and key personnel in each

agency were interviewed as part of the diagnostic information

icipationQatherina effort. -lommitmenf' as to aroup process

,ere Irormaticn and data cnr;ccrnin

pl oraa-r'itional connnitrnents and the like was aathere

Comritments to Pa, icipate were

"31

tfle diaonnstic

interviews were time con_ -ina and aenepa ed much rmation
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and even more questions. The first group meeting day was

established and all participants agreed to meet at the desi =

nated time.

The first half of the first meeting will find the chief

executives and the institutional representatives meeting to-

gether as one large group. This joint meeting will cement

the entry with the executives giving the endeavor credence,

importance and legitimacy. Basic ground-rules, objectives,

background, and detailed explanation of the diagnostic data-

gathering procedures and analysis will occur during the joint

43
meeting. This activity. will terminate the entry stage.

Communication Traininn

(a) Definition - training in skills and processes of transmitting

of information from one persOin to another.

Assumptions . We assume that because organizations have not

only formal but informal ommunic tions networks that these

networks intertwine with many other.networks when several

independent organizations agree to cooperate on some issue.

Further, as the number of organizations communicating increases

and as the number of individuals across organizations are corn-

municat no, much distortion is generated in the evolving net

works. Distortion increases as different types or organizations

(public schools, colleges) attpmpt to communicate. Finally, as

----f

Schmuck, Kunkel, et al. paint out, "human relationships and corn-

!

munication are completely interdependent; improve one and yft,

will also improve the other (5, p.39).

Rationale - CommnicatIons training serves to introduce Key

elements of #.),e particular endeavor

7
serving as a means-



In

for desensitizing pArticipants, establishing basic, informal

channels (even structures) and, most importantly, as a means

for clarifying what is said and what is meant. This will

become clearer in the following section.

Contract Building

(a) Definition - a strategy developed by the consul tants to develop

group consensus as to the fundamental implementation of the DAP

Problem - Solving Approach.

(b) Assuming, that in working with a group of individuals represen-

ting the educational community, we find homogeneity in terms

of personal characteristics, great simul rity in terms of

ganizations represented and relatively little ,job differen-

tiat on. These features general , would not seriously conflict

with a task -oriented , problem - solving approach . In terms of

goals of educational organizations which are el ati vel "fuzzy,

coupled with the diversity and multiplicity of said goals, it

would seem that a problem- solving approach is almost required.

The above variables present in this situation, when arrayed in

a manner to

of leadership 51), clearly point to the need for a

human relations style on the part of the consultants. The

situation, as per Fiedler, is neither highly favorable nor

unfavorable:'.

It is assumed that a logical definition of time and resource

it analysis via the iedl er Contingency ,lade

constraints, information available, and the nenral

of tHe Supra- structure educational cooperativt_J;

10d 4'i1(2-; W111 adUDt the

sence, the is ,

rh aS

atiuhs

girl forc

AT'a7t)



the DAR approach as a logical choice of tools with which to

approach their task.

(_) Rationale = While the group reguires the human relations ap-

proach in terms of interaction; the parameters of their charge,

and the constraints of the environment in terms of time and

other resources require the group to agree on the use of a

structural method for achieving the taSiq at hand. The group

will have to arrivt( at consensus on how to proceed, what roles

to assume, what to anticipate as outcomes and how to nonitor

on-going activity. The group will establish a set of goals in

an explicit manner and as an emergent consequence of this

activity, the group will have developed its norms. The norms,

in this issue, serve as the "contract" for group action.

Problem- Solving (D.A.P. - General)

(a) Definition - the resolution of any discrepancies between an

actual state of affairs and some ideal-state.

Assumptions - The problems, however, vaguely defined hereto-

fore, are generally regarded as: (1) low level of knowledge

as to the amount and kind of offinunity service/continuing

education (CS/CE) taking place in Western Maryland; (2) a

level of knowledge as to needs assessed and programs planned

for CS/CE in the region; (3) once recurrent needs and future

needs are identified, can agencies pool resources to meet needs

that cannot be met by one agency alone; (4) how is tpis assess-
,

ment, programming, and implementation to be coring ed It

is assumec tnat in this problem-solving task, each group member

ano n s organization will benefit not only from tne dialogue,

role exploration and other activities, but that, all will benefit

from the resolution of the problem.

757 9
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Rationale - The problem, in general terms, has been articulated.

The.real problem, of course, is the working-through the problem

on the part df the group. In teems o communication,

each iffier of problems face the

group and he needs to no w i,. th se problems have the

highest priority for all group members (3, p. 14). The Problem-

solving process is psychologically a highly recursive one in

which the phases or steps identified in the logical analysis of

the problem may be done, and re-done again as new information

becomes available creating a need to return to preceding steps

in the process. "Viewed in this way, the process emerges

one of the evolutionary, cyclical movement from relatively

vague, imprecise, and incomplete formulations of a problem s ate.

meat to increasingly refined conceptions of the problem, and

imately, to some deliberate form of action to alleviate it

'p. 17).

(d) Data Analysis - Basic Notions

Given that the group will have access to the phase

detailed above, it is logical to assume that most of -the data

and information required for the inqui y ages will be'readily'

available. The data analysis examination will serve to clarify

the "what is" dimension. The "what should be" dimension wi

receive clarification as the group begins to word; through the

inquiry stages. It will be the task of the consultants tel aid

the oup n worainq- through the multidimensional problems (and

s o l u t i o n s ) t h a t , ile fror- group attention to conveninn and

emergent issues.

7F
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(e) Inquiry Stages (0.A.P. - Specific

) Designative Inquiry and Resolution - Where are we now

.`(CS /CC); where have we been; where do we seem to be

headed? Do we need more information

) Appraisive Inquiry - What is likely:to occur in,the

future; what should occur in the future, and where would

we like to be? Do we need more information? Check under-

standings, perceptions, agreements,
disagreements and per-

sonal goals,

(3) Prescriptive Inquiry - Given the "is" and the "should be,

what do we do now? What are the constraining forces?

What are the facilitating forces? Can these various forces

be ordered by importance? How are constraining forces min -

imized? This activity will generate, hopefully, a valuable

set of ideas.

(4) Resolution - What is the course of action to be follows?

Now is it documented? How specific is it? Are barriers

to implementation accounted for? Can the plan be simulate

and tested? Do we need more information?

7 Reinforcement - Final Modifications

In addition to the six days required for the process activity,

after the group's prbduct is fully;documented, edited, duplicated,

and distributed, to the chief executives, the group members and

th chief executives will meet in a daylong session to make any

final adjustments to the planned course of action and to achieve a

more complete understanding of how the member institutions can col-

laborate on imolementati,cr r.f the course of actior.

77
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Process Evaluation - A process evaluation will occur° and will take

into account the following three variables (5, p.342):

(1) Interpersonal Communications Skills

(2) Ability to participate productively in the group problem-

solving sequence.
4;p4

(3) The ability to seek out and make productive use of information

from other persons and subsystems.

A before and after design will be employed to assess effects. Obser-

vation, questionnaires, interviews and the like may be used; (1) during

the entry stage and (2) at the end of the 6th day of the endeavor.

SUMffery

The foregoing presentation of design serves to highlight the ines-

capable fact that group functioning is both content and process-oriented.

If the group is to be proOuctive in the achievement of its task(s) then

some att6ntion needs to be given to the working relationships of the

group members.

The design is product - oriented in that it seeks to firmly establish

the p activity as a problem- solving one; at the same time care is

tak o assure that group mgibers are considering the issues at hand

(communications training) and to assure that the group establishing its

own standards of performance (contract/norm building). Activities to

be developed in the ro-designs are based upon the assumption that

the interactive process is a growth process for all group members as,

they seek to determine the "whys" and "hows" of interagency/interinsti-

tution cooperation in the urevision and extension of community services

and contin_ini educaticin 'r A-J,;tc-rr, nvirons.
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