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.  PREFACE R <

s : -
This booklet is a resul{éof +wo three-day Role
Tragnlng and Peer Interactibn Academies which .were

held in 1978 and funded by a training grant from
the U.S. .Offlce of Education, Community Education
-Program. The format for both Academies was design-
ed to focus upon peer tralnlng, a method whlch has
proven to be a useful teachlng and information
sharing approach. "The sessions provided the
ppportunlt for members of, eleven identified‘role
groups td work together w1th peers to examine
1n-depth' _ . . ‘

-
o

”_a) ‘the relationship between their specific’
role group and community education, ‘and-
I * .. ' < <
. b) the ways in which they could 'stimulate
. ¥ _their peers to improve role performance
and ‘effectiveness.

B
FEEKS . —_~
‘,a N .

Materlal development phases were 1nterwoven w1th
both structured and unstructured problem-solving
activities. The follow-up activities and publica-
{(tions of the Role Guide Serieés were made possible
from grants by the Charles Stewart Mott Foundation.
Through a sharlng of information, all partici-
pants gained knowledge. The information shared .
in this booklet is intended for use both by 'k
experienced individuals and those just entering
the field. The booklet can 'help the experienced
individual to become more aware of additional
aspects of the role and of directions being taken
by others. ¥t can assist the novice in gaining an
“overview of the role as seeh by those who have
- wérked in this capacjgy. The information also
can be used as a means for guiding others in the -
community to gain.a better understanding of the
role and its relationship to community, education.

+
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¢ " As Superintendeuts, We Bﬁ*ieve'

We believe that schools, in cooperation with
‘partner agencies and institutions, should
serve all ages of the populatlon by prov1d1ng

*;%;1 life-long learning experlche.
ol |

We believe that financial structures can be changed
' to avoid addlng to per pupll cost when

community - educatlon programs are offered, if

people who are din authority are w1111ng to

- change the system. N

We believe that most institutions and agencies
who can affect community education are more
alike then they are different, and therefore,
that they can facilitate services through
interagency cooperation and planning for the
needs of a community.

We believe that it is possible for facilities to
be shared withoyt harm to the major purpose
for which they ere conStructed

We believe- that mlnor 1nconven1ences to teachers
' of regular programs will be offset by many -
dividends from increased p051t1ve-pub11c ®
support and greater services to more people.t
: We~be11eve that schogl buildings and other fac111—
ties are safer from vandalism and damage if o
people have pbsltlve feelings ‘about using
them and.possess a feeling.of ownership
We be11eve that greater progress is usually made
when people help people and thereby help
theﬂselves.-




¢ INTRODUCTION

N

The superintendent is the professional who
is selected by the School Bqard as the:educational
leader for the community. In this capacity, he/
she is expected to have the vision, ideas, and
abilities needed to administer and advance the
total educational program. The way in whizh the .
superintendent administers the educational program
£ will vary depending on such factors as the size of
the community, its socio-economic characteristics,
the size of the school system, and thé personfality
. of the superintendent. However, much of what a '
superintendent. does for any school program consists
of activities also required to develop a corfmunity
education program. : T ‘ .
Because of his/her focal position, a super-
intendent can and dggs affect the community in °
which the school system operates. Begause of his/
her influence, the" superintendent’'s dﬁderstpnding
of the concept and his/her commitment to“support
community education development are important
factors in determining the success of a community
education program. —The superintendent is per-
ceived by most community educators to be a key |-
person in setting the stage for cooperation ‘among
the school board, the school staff, community
agencies and community members. The superintendent
has the power to'remove many-.barriers to cooperar -
tien and can take positive action in areas which-
enhance the development” of community education.
These areas may in¢lude: assisting in obtaining
financial ‘resourcgs, assisting in obfaining /ﬂ
qualified pergonnel, Waking recommendations to
the .school board, and assisting in planning and
evaluation. ’ : BT o
Many participants of the Superintendénts
Role Group believedsthat community education
efforts’\have 'a logical reason £6 be school-based.
They pointed out that public¢ schools have facilities
belonging to. the tax-paying public that can and
| 7 |
.
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should be used to their fullest potential. They
also believed that the involvement of the commun-
ity in the schools would be to the advantage of

the school system in terms of 1ncrea51ng support
for the. system and aiding in securing- its resource
_requ1rments. The feelings of the .majority of
participants were summed up in the- following .
‘statement of one role group member- :

I personally see great potentlal in
community education. I don't know of
. anything in regent years that I .think . -
off more opportunities for those . :
bf us¥in education: to render more
-serv1ce to more people than through- o
community educatlon. ‘ - :

~

s

" LEADERSHIP

k]

»

The superintendent must have a sense of the .
local power structure. For a community to develop'
.and implement a comprehen51ve community : .
education program, leadership must be provided in
concert by the superlﬁEendent the school board,
citizens groups, and part1c1pat1ng community
agencies. The superlntendent who Qxhlblts a strong
leadership styde is in a position to gain the AN
support and cooperation of the school system stakf
and faculty. His/her focal p051t10n also enables
the superintendent to assist in community awareness
efforts and to enhance the creatlon of interagency
working relationships. g : \,

The leadership style .qf the superlntendent
will vary depending on thejnumber and type of
- community groups involved and the level of program
development. :

L
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RESPONSIBILITIES'

-

W . The approach a superlntendent will take .in
1mplement1ng a community education program will
vary dependlng upon the te in whicH he/she
-serves, the size and demographic characterlstlcs
of the school system, and the other factors ‘which
~cohtr1bute to the uniqueness’ of a given community.

The major responsibiljties of a superintendent
can be generalized into the areas of leadership,
admlnlstratlon, and communj cation. Specific
responsibilities identifieq by the role group
part1c1pants were: C

® Proyviding leadershlp for the total
‘b -educatlonal program

' 0~Serv1ng as ,chief administrative
officer for the school system and
. as exXecutive officer of the school
board ’

@
.

® Recommending policies td the school
board and implementing adopted policies

o Obta1n1ng financial yegources’ and
managing the school budg®t

3 Fac111tat1ng -open COmmunlcathns among
the school board, staff, varlous publ%d
\\groups, and news media

~'o Serving as llaﬂkon between school syst?m
‘ and state department of education, as
" well as with local, state, and federal
1 governmental agencies e
- .

Because of the power and jinfluence the
superlntendent has in the Communlty, the leader-
ship and support fhat can be generated from his/
her involvement can have a posjitive impact on the

9 -
’ 9
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'_‘school faculty andlstaff{ as well as community ’

. agencies and ¢ommuniffy members. Activities \

. ‘perceived by 'the participants.of the ro#® group
as- approprlate leadersh;p act1VLties include:

°
-

y

.. ® Holdlng awareness conferences
o, Hbldlng semxnars and luncheons w1th

{key persons . (/ -
o wf“‘o Using'films and. other! media with .

.appropriate groups

B r’

£

_ .\ Having key-note. speakers who ,are ‘
B : authorities on community educatlon o, .
- during pre—school conferences for ‘
. teachers and inviting members of
+ * . governing boards, school boards, and -

other c1tlzens to attend

® Meeting W1th_parent:teacher organizations
“and other citizen ‘organizations to
. promote' involvement.and support. for [
community. education . ‘
. “~ » v
° Hav1ng school ‘board, - communlty members, ,
and staff visit localities where _
# ' community education programs have been'
' 1mplemented S v
@
° Inv1t1ng consultants from the state
. department of education and communlty
‘education tonsortiums to visit and »:
asslst the superintendent and staff in .
meeting with -groups and in planning

programs ~

o Encouraglng -reading of" literature
related to- community education by .-,
-boards, communltx and staff

o Encouraglng the development of grant S
quposals A

10 ‘ ' i./‘,:lr




L o V-
When a communlty has ado ted the community
equcatlon concept and developed the implementation
process necessary to guarantee continuance, some
,of ‘the superintendent's responalbllltles may be
altered or the direction of his/her activities
may be changed. Possible activities requiring a
different focus or nedlrectlon may 1nclude.
e Providing the enviromment to enhance
the support of commgﬁIthedqcatioh
programs o ' .
o,Fac111tat1ng,awarene§s among numerous
ity groups (publics) and staff to
e stage for prop051ng p011c1es to

of communlty'educa ion policies’

i\ o Developlng pr res and regulations,
o for the implementation of community v
~education pollc1e§ :
. ® Developing processes and procedures
for the evaluation of programs and
personnel T e .

e Providing the leadershlp for all
operatlons (i.e., finances, personnel,
facilities, public relations, etc. 0 to
function efficiently

- )
g ® Being-as visible, and actively .involved

. as possible to show support and

! : enthu51asm fOrlcommunlty education

R B .
o Obtalnlng f1nanc1al reso rces and planning ’
the mechanics for admihigtration of funds
‘accordlng to laws and. ré ulagions S .
. s v . ﬁ'eo ‘
. A -7 s
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'@ Communicating programs and related -
information to the many publics in a
positive program of public relations

- , ‘
: The potential impact of the sdperlntendent -
.. as both leadeér -and enthusiastic supportér of a.
. communlty education program can not be overempha-
sized. . ) } ! N

BENEFITS AND PROBLEMS

) Realistically, in order for a superlntendent
" «t0 'support community educatlon, the potential '
beneflts must.out-weigh potential problems. The.
'superlntendents -believed: that the benefits to the
» school system to be ddrived ,from a successful,
on-going community educatlon program ingluded:
. . ‘Improved publlc relatlons'with- he
P ent1re community . L e
P ‘ . Ly \ -\\\
: ® Increased .awareness of the ‘educational
_  needs of the taotal communhity and of
:—-;////,.Aalternatlve way’s . to fulflll thé rfeeds*

s

® Increased opportunltles to develop
cooperatlve;worklng relatlonshlps with
other communlty agenc1es . -

e - -

. ° Increased opportunities to utilize

o commurity resourtes to enrich school

7 programs ’ o

i;Increased eff1c1ency in utlllzlng

dbhool fac1llt1es and resources

® Increased p051t1ve att1tudes and
‘support for education by all segments
of the commbmity. o , =

.O;Rednced vandalism apd destructive
; ‘\;g; - behavior in the schbols

J .
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o ¢ Increa%ed school atténdance
. " @ Ingcreased competenc1es in all’
P 'ségments of the student population
3 The. major problems identified by the
part1c1pqhts were in-the areas of administrative
control and ‘use of sc¢hool.facilities.® The ' ..
superan@ndents belxeved that thebcommunlty \,,‘
“educatibh’ progr&m should be school-based,. a view
. which often is not shared by other agencies’who
. are potential partners. This questlon of
" adminidtrative control”goes.beyond ™ Arfism” o
.and raises several barriers to the d velopment of:.
Ta comprehénsive, community education program. '
' Participants indicated a belief that the solution
to the question of administrative control would
. have to be worked out on an individual basis
taking into account the strengtﬁs, resources, and
priorities of the various community agenc1es and
the educational system. :
The problems -arising out of 1ncreased nd/or
raltered fac111ty usage generally are causedPby
,Jlack of support by school staff and faculty for
he over#ll community education program and a lack
//gf goordination and communication among users.
The solutions to these problems involved strategies
to increase awareness and understanding of the
total concept, strategies to demonstrate the .
benefits.to be derived from cooperation and support,
and strategies to develop open channels of com-
' munication ampng and between users and program
planners.
The third problem identified by participants
is not,causeg by community edhcation, however, .
adoption and implementation of the concept does
magnify the problem. It is the problem of o
securing resources, especially financial resources )
The strategies suggested to acquire and/or generate
needed resources include:

® Demonstrating that community education
efforts have a direct and positive
influence on the primary educational
mission of educating children and
students enrolled in the K-12 program

«
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and,sther ﬁore, ]ustlfles~1oca1 .
publlc fundlng and support ' ,.

- @ «Charging fees for some activities .
. - and classes i } . . v
. e Securlng donated serv1ces and volunteers
". Explorlng the p0531b111ty of rece1v1ng
grants awards

@ Sollc1t1ng agency involvement and/or
pu?lic/subscription : . :

Vo

- The superlntenden§3 believed that resolution
of the potential problems a conflicts is
possible’ without hostility ¢r undue sacrifice
on the part of any of the parties involved.
?hey-indicated that-a superintendent could help
avoid proRlems and resolwe those which do arise
by being aware of the potential conflict axeas
and by using his/her position to influence and
to encourage adequate planning and involvement
of . those affected by the communlty education
program. .

14
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TRAINING STRATEGIES

The development and implementation of |
training strategles in community-education - for
superintendents was an acknowledged need.of man
of the role .group participants. Some of the.:
part1c1pants did not feel that. they understood
.the total concept well enough to provide competent
leadership” #p community education planning end

‘\1mplementat . Superintendents involved

community edfcation viewed peer training 'as a
highly desirable approach and indicated tﬁat
approaches shuld be explored to establigh a role
association discussion session .with supérlntendents
by superintendents already involved 1n/a program.
They agreed that peer tra1n1ng sessiops or, at
least, exposure sessions glven to s;ﬁzrlntendents
by superintendents would increase tHe cred1b111ty
and effectivehess of such sessionsy

In addition, the part1c1pan%§;recommended
the following ways to present pertinent communlty
education informatien to their peers.

® Hold tralnlng sessions 4n locations where
community education 1s/functlon1ng success- -
fully with opportunltlesnto see fac111t1es
and activities-and to talk to people who
- are doing the job. ‘
| )

® Use\a council made up of representatives s
from each invodveéed community grqQup --

a superlntendent pr1nc1pal sygtem-wide
coordinator, school bdard member, parks
and recreation representatlves, and
other agency’represéntatives.,~ - as a
tralnlng team. .

) DiSseminate materials through groups
already in existence, i.e., regional -
groups of superintendents allowing ‘
ample advanced time to--plan®a program

¢ f/ 15 - _
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w1ti~peer part1c1patlon.j

[ Develop)transparenc1es .and other -
~audio-visual aids speclflcally
designed. to assist in training
superintendents. . R
. . < . . ‘

FUTURE, DIRECTIONS o

Superlntendents percelved adaptab111ty to
change as one of the,greatest strengths of .
community ‘education. They indicated a belief |
that the 1mplementatlon process must be flexible {”
enough to serve the communlty, regardless &t ‘
the model" chosen. *They acknowledged that .each
model for the delivery of community education has
recognized advantages and disadvantages and that
. if the model is to center around the public schools,
the school must be flexible enough to work with
and fulIy support the efforts of other partner
agencies .involved in serving the communlty.
. # Superintendents foresaw community educatloﬁ

expanding to provide a dellvery of services fox
life-long learning experlences, utilizing many .
communlty_resources through multlple agency :
cooperatioR. With regard to this future expansion;,
they viewed role of the superinterdent as the
facilitator in securlng educational resources for
the totdl community rather\ than simply for the
schools K-12 program. The group strongly agreed
that futhre community education developmental
efforts must not be a federal or state mandated
program. They believed that .cach system must be
allowed to develop a natural cycle for implementa-
tion in which the desire and necessary leadership .
can be fostered to move towards a more comprehensive
community education role and function for local
public school systems.

. o
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