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FOREWORD -

by John A Minor’

A : ' v -
. \ -
. ,

G

Support of community involvement in educationii decision-makin

mutual problem—~solving, and sharing of resou'rces among the schools, uni-

versities, and communities are commgn experiences. The.results of these . -

integrative processes are exciting nd:pro.fitable. In other places,‘,the

ideas of collaborative planning and decision-making are just ﬂO\l! being

explored., The benafi:ts _to all groups ~appear promising. . Finally) ,there

are a few places, which have not yet considered these ideas, _since‘the

needs of persons and groups involved have not shown . necessity‘of

looking at alternative ways of making decisions for educa.tional programs.

Teacher Corps, a federal education program, ha/since its ‘nception

in 1966 included and encouraged active conmn):kty involveme t and parti-
v

pation within each Teacher Corps- projw This emphasis on community .

involvement became even stronger under new regulations which extended

the Teacher Corps project length from two tq five years. The 1978.’T}bher

« g ! : .
Corps Regulations mandate that each pr%jectemuat have an elected community

.
B

council. The selected chairperson of the elected council serves on the_

o

govefnance ‘board of the projg'ct -‘m:he policy board »- with the dean of |

the university.'s. school of. education<and the locil education ageney's'

»
—

supe'i"intendent. Thus, 'the policy };'&rd 'members,‘the' project's‘ pol‘icy

decision—makers, represent the three constituent groups of a project -

el

the comunity, the local educa‘tion Jssociation (LEA), and the institutﬁ.on
o, [ PR

of higher education (IH.E) . -

. / N

The mandated, elected,: TeacHer Corps community council makes the .

. -- . ;. C } T s \ . J)\
. . | ’-r ‘7 _ » . a

Direccor,.'l‘.'e\atiey(lorps - ' .f
g7pro-

cesdes is alive and growing., ,In gome places collaborative plannitig,' .



community's iLieas, needs, opinions, concerns, and wants legitimate parts

12

of the. total project program development. Th information from
' 4 N

community becomes an integraJ, part of the project 8 planning, implemen-'

tation, and evaluation prochses. The coun\cil chair)person,,as com;nunity
. s /S

L council representative, | v7ill Anfluence local policy board decisions y
- - { I
o ‘about the’ pro,ject a.nd increase the,school's and university's respo?\sive- ‘

ness to the local community 8’ educational needs and wants.- Thus, 'over
[

the.’ lifeyrc.of .the project the community will help to improve the educa-*

»
* - tiongl opiortunities and the programs for Jheir children.
L . /
Teacher Corps funded four Recruitment and Community Technical Re-
4 Q source . (RCTR) Centers to provide technical/ assistance in the area of f‘

icoimm.mityl involvement f%r project staffs, for community cgunci,ls. members,

and for other interested‘project constituents. The plan fot this tech-
, } n;ical assistance effort spec;Lfied leadership training j»ér council members
:%
: s
and chairpersons. The following publication documents thq effort/éf the

' four RCTR Centers as they have’ worked - with council chairpersons, council "
r . . -
med:\bers, project directors, and LE}A staff representativeg on leadersh P ‘

f\ge ions as‘telated to project pkanning, implem,entation, and evaluation~

A . e
Thisnatiq’n.’f, community based education training effort was {in retro-
y ) Ce e o

sp‘ect) comprehens'ive,z\on-target, exhausting, exciting, an(-"at times

!

( ‘
hu_morous. Pur®ng the implementati‘on of\ this training effort, the, RCTR_

?nters modeléed all facets of eollaboration and, thés were able to raiée
communitx‘ based edycation as a collaborative philosophy/ to a- national

awareness level. . ,' ~

expensive,\ and tiring. Yet a project which
- ' - : s
be responsive Eo its cons(ituents and have a Btrong base of support:.r e

¥ <
4
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’ , Conducting conferenc 3 _of such mg\tudé and scope. as the four

»

regional conferenc described .in this book was a mammouth task. At:-
- tempting to thank \everyone who contributed time, energy, and kndwledge

. £ 0] ' : ) .
b _to the plann;l.ng; . implementation, and evaluation of the conferences
. . , "

1s an.equally“di_ffi 11t task, If we listed, by name, all those con- .

t would be a book almost as large as this publi-

t:rilgpbors, the res

cati(on. There \re, let us simply say .thanks to the multitude of persons
\» wgo hel})ed make these conferences a success —- t:he Teacher Corbs famihv'
(the nat:ional.office, project personnel, networks\and other oont:ract:s),'

. ) . .
? -.consult:ant:s, and. most o.specially t:he par;icipants. Without “them, -the

conferences -- and \:herefore this publication — would have never been

L s
. possible. / o _ o /»
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CHAPTER ONE

OVERVIEW OF THE RCTR CENTERS COMMUNITY BASED EDUCA/'fION
TRAINING CONFERENCE '

R O

’ by : :
! @Bomey T » |
I. PURPOSE OF THE PHZLICATION : »

‘ 7 '

In the fall of 1979, four regional Community Based Education Train-

ing Conferenc?v were conducted by the four '}'eacher Corps Recruitment and

Community Technical Resourog (RCTR) Centers. The purpose of these con-
. ferences"was for developing and (expanding community involvement within

+ Teacher Corps projects through leadership training. The purpoee of1this

Le

g,

fomation, findingg, and{learnings from thege conferences. Many earnings

Y

weére evident -- Lme "good,” some "bad,” some “uncategorized®

)

werewg‘i.ificant. It is hoped; that you, the rofder, wil) find many ideas
. : , >
that can be used within your own project sett g as you reflember, recall,

and reflect .on these experiences’' that wer shared across the country.

It is also hoped that th //informati'on .x(ill be use£u1 to the reader

. publication is to share with .Jeacher Corps program participants the in—,

as "learnings for future planning. This information" can be utilized%y

\ groupsjho are. trying bowrove éMucational progrems for childrenﬂtrough
..‘_. the use of the ilabo‘r ive ptocesseWt are iMnt within the
- comuqity )based ducatio 4phiiosophy. ' Specifically, ’ the information

contained a‘hin can be used as a model: °

! " e Por planning local pro ct training sessions. whenever contracted
' technical assistance seyvices may’ not -be avai]ﬁe
\ .2 : o /
\. ~ . ‘ . 4 .

;

>
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] o For developing a training design for socializi : a4 large group
into the existing culture of an ongoing program oy group;

o For designing a comprehensive documentation plan?for any train-
{ . 1ing event that planners deem so significant that capturing 1earn-
\ ings for fucure planning is essential;
’ - !
° For designing a way to analyze information, processes, and learn-
ings from a national- cechnic\a& assistance effort.

II. BACKGROUND OF COMMUNITY INVOLVEMENT IN TEACHER CORPS

¢ Although community involvement has been an 1ncegra1 part of the

Teacher Corps Program since its inception in 1966, the new Teacher Corps

legislation and regulations now mandate community involvement at a higher

\ ‘ ,
: level that ever before. .'I.‘hl:e regulations require that eacl project have
an e1ec.ce’d community council. This community coun.cil gserves an equal

partnér with- the university and the locs

school system through it's
r .

7‘
the mandated projecc policy

4

representation by the council \

bpard. . )
The elected . Teacher Corps con'nmuni.cy council has evolved as the

ehicle c%gh hich community based education (CBE) as a collaboracive

programming Pr ess .could be channeled. In the planning year of 'each

' j new project (Year I),,‘ the councils have been \.elecced have developedﬁ‘

- ) organizational structures for becoming opebational, andA have recedived
training in skill development whig¢h has.‘enhanced council members" abili-

/ , ties to Afunct/ion as._ legitima rojecc pa,rcicipancs; Councilk m‘e‘u:bers
have cE\alcen'-'cheir new roIes'serioué<y and have responded responsib1§" to

’ their mandated involvement within projects.

/ . ) e N

- The policy board ‘s mandaced in the Teacher Corps regulacions as
the govemat::e scrugture for the projec The policy board musc in-

clude the selected c%ﬁrperson- from the community coungil, the dean .

~
A

r ] ( . \ . . ’ A
VI . -
Q - - . " . " i

.




of the collego of educacion of the universlrty, and the suporincendenc of

the local educacion agency. The role of the policy board is to set policy

for the project and to support the managers wichin the projecc's.organi-
zational -structure of proéram-design. and implemencaéion‘. The council
.chairperson, a volunteer; has equitable responsibility with the superin-
tendent ‘md the dearn on the policy .board for governing the Teacher Corps
project. However, as might be suspected; in many cases the chait:person
1s not usually familiar with the many aspects of workiof/ec ba policy-
making level with these two institutional admin’iscra‘cors. Skill-building .
and skill;enhancemenc for the chairperson, who is _fgesuping this cype of
leadership role in a new,} b\)t oemporary education project, thus becomes
imperative ‘and crucial if che community is to be represencod’on a‘parity p
‘- basis wich ‘the other .pr{Ajecc groupc (conscicuencies) L
As these three constituency represencacives sit onfﬂte policy board ]
and decide policy and directiens for the project program, chree incer-

depfenc buc broad\_isr' \of in\:eraccionq’ seem to emerge as central

' L ' v -
‘\—\ eleukncs of successful praject programming. The policy board members
.

L]

*
. PR $ .
nd In sharing of each gr ups' resources..a Given chj’,a comprehensive

~, \

n\u\‘be involved in collabogative planning, in solving mucual problems, .
a

and complex get of inceraccions, projécc scaffs, vich cechnical assia-
r ! ’ - '

{\ tonce supporc from the RCTR Ce/r,ers, must develop craining and resource -
' §
mod\Fs to help the _chhirpersoha achieve “an equity relacionship ‘on che .
! < . . . ' v !
- policy board. ¢ o : ‘ : N

"III. . ROLE OF R&TR CENTERS IN COHHUNITY BASED EDUCKI‘ION TECHNICAL ASNSTANCE

Since 1977, “the four. ruic_menc and Co_mnn_micy Tech\nlca]YResource

R . “ -
/ o - U ’ﬁ
_ ~ ' ‘ N oo

Ny, T .
12 i PRI

~,
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;.7 1 Midwestern RCTR Center Wayne State University, Detroit,

M - ‘ N ) . - . . N 1} .J . : : - - ‘ .
Centers ,hav; been responsible contractually, to{eacher Corps'far providing

LEE

'teclmical assistance to Teacher Cdrps projects as they work on broadening

‘ .
community invo}vement witzhin the proj_ects' five year. lif_e. -The "four

Rm Centers are.- ) : S : ‘ o .

. v el Y
N '

° ‘EasternJRCTR Center T — Howard-University, Washin’gton, D.C.”
o . 3 '

Michigan

¢ ' —

o Southeastern RCTR Center - University of Georgim Athens Georgia.

13

-

b

.- L . Los Angeles, California 4
- 4 . .') o ' . :’\ . 4V - §

- . N [y

. . e N S ,. ) ’ . P . ,“_.. . -
- The four‘ RCTR Centers have worked developmentally with pro Ject

\ ) k4

’ staffs and ‘consultants ,to evolve various strategies for providing com-

munity based education'(CBE) technical assistancg to‘projects.-\"Writ'ten

T ’ - . g o :

materials and audio vls‘ual materials have been developed, consultgnt
/T . _ . . . ’

visits have been held with various project 'participants. ' As a result of

these interactions and of the evolving nature of community based education

in the projects, the RCTIR Center staffgs, the RCIR Centers community based

" education coordinator, the RCTR Centers' Teacher Corps Washington pro—-

gram monitor, and various Teacher Cor—ps Washington staff recognized a
need for a spe\q.al training ,emphasis." This emphasis needed to address

the vital, emerging rolds of the community council and the council chair-

person —— i.e., how these roles relate to community based education

within the project's general, as well as specific, program design and

implementation strategies.

.‘ Thus, in the summer of 1979, a community based education planning

‘task force ;was formed to plan for Rﬁur regional RCTR training events.

[ .

4 T | ‘ ’ 4 \\;l 3

° Western RC'I'R Centerﬁ | _University qf Southern California, L _

S

services- have been provided, .and conferences,’ workshop‘s;, and on-site

&

.
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‘(This'task force included:

Thus, leadershig became the theme for providing training to- a11 partici-
\ ‘ .

o

Nancy Bonney .- Director of the Southeastern RCTR. Center

S

" Annette Gromfin - -- RCTR Centers" Communit\\nased Education
‘e Coordinator

William “"Chet” Hill — Director of the Western RCTR Center

. . \ . : .
Don Parker .- Director of-tYe Eastern RCTR Center

Velma Robinson — Teacher Corps Washington RCTR Centers
' . Program Monitor o

Barbara Vance == Director of the Midwestern‘RCTR Center

A

Constant input.for planning was given to the CBE training conferences
task force ftom other RCIR staff members,'Teacher Corps project directors,

project staff, community council chairpersons, community council members,

network executive secretaries, Teacher Corps Washington staff, and outside_ ‘

.

vconsultants.
The national CBE - training design,thaf resnlted‘from this input and
Aplanning inclnded training'strategies that would,help in meeting'goals_
for all project participﬁgts; -Barticipants-atnthese conferences.vould
includeg,council_ chairpersons,. who have two .1eadership roles — '@?

4 # ' . i .
council chairperson and policy board member; other community council
Amemhers, who have“various leaq§rship roles as council members:- on task’ .
forces, and in project'programs and’activit!Es;'project staff, who already

have defined staff leadership roles as paid staff members; and LEA or ‘ ’//f\<\

IHE staff, who are already 1eaders in their usual professional roles.’
p‘s to enable them to become effective leaders in' the collaborative

project design.

With leadership as the focus for the training effort, broad goals



~o

v , . I i N Lt . “ .\
began to emerge'which would“link leadership to.the various;key elements

[

of'CBE involvement in Teacher Corps. All four regional conferences~were3

;,' designed to achie;e the‘following broad goals: é;?, - . -
L 1 Y o N
o Provide. partic{;ants with information about the Teacher Corps
f v Program --ﬁits goals, missions, and outcomes,

° Provide payticipants with the opportunity to learn more about
the rol /and functions of the community council; =
& iy
° Provide participanta with a’° way to explore the general and
< spedffic leadership responsibilities of the co nity council

. . chairperson» ; - &
g ° Proy@dewparticipants with strategiea and teghnigues for becoming
) more effective community council members dnd council chair=
‘ persons, . -~
/ v . - ‘
‘ R g

°Frovide participants with an opportunity to get information about
, collaborative ptocesses as ‘they relate to project’ planning, i
¢’. plementation, -and, evaluation among all constituences (gro.\s)
/f' ’ . T . .
Each RCTR Center adapted these goals to meet the unique needs of th§~par- ,

/fticipants in its region. Thus, while the four conferences were designed

[N

//( to achieve the same’ basic outcomes, ithe individual cbnference formats
f/ differed giving each. conference its own unique flavor.. B
i > ['y . .
s .. “ x *

IV. DOCUMENTATION BLAN. = ax
;fﬁwﬁj .Y

As the national training design emerged, the;conference planners‘
decided to document comprehensivelv the procedures andbprocesses used in -
each of the regional training-events. - Two different documentation efforts
were conducted at each event == an internal documentation process’conduc*

3+ ted by RCTR staff members and a parallel external d§Eﬁmentation process
conducted by d’team offoutside»documentors. The indigidual conference
productsvof this national documentation plan were synthesizedland compiled

»

. . Y
into this publication.
' [}

) External'documentogs (from Roosevelt University, Chicago, Illin i8) 1

6 15




~

for the four RCTR training e-ventsf in(gluded.

° Jack Ddvis, Research Associate at the, Research -and Development
., . . . Center; . .

g . ' . R ’ ‘ . .

° John, Martins, . AsSiatant_ Professor of Guidance and Counseling;

\]

° George'OlSon, Director of the Résearch and Development*?enter;

, © Henrietta Schwartz, Dean of the College of Education' and , ¢«
° Bernard Sherman, Professor and Coordinator of Field Services.
The purpose of the external chumentation was to’ provide. Tl )
. .<\\\\.\
(1) A description of " the 'éulture of .each conference, including -
’ norms, values, and the different patterns ~of social dynamics -
and interactions, f _ .
A narrative of the accomplishment of . intended goals™ and
outcomes hy observation of participants involvements and in-
. teractions with -each other and with presentors, facilitators .
. and resource persons; \\ - . . T
) . . § . .4 .
‘e .~ . (3) A narrative on questions, issues, and ideas that were raised, N
: . i; addregsed, resolved - not resolved, . or sigriificant to future
B - " '« training efforts. by the RCTIR Centers or other technical assis- .
B tance-groups,: ! - *
(4) A descriptio-,“- the conferences "unintended” outcomes --
what else emerged as goals and outcomes, .what "gserendipities”
occured, and what*follow-up is needed or Suggested.
- The internal documentation format was designed according to indi- ’
vidual regional conference needs. However, each degign captured infor-
mation on:
. (1) Meeting of conference goals, objectives and outcomes, >
. (2) .Content presentations; - . )
\ _ , ce
; - (3) Processes; . ' ’ : : v

(4) Participant involvement; and
(5) Participants' evaluation of the conference.

Different persons Lwere'.responsible for coordinating the internal
documentation design for each regional conference. Jeanie Crosby, Direc-

tor of the New England Institute in Educationf Portsmouth, New Hampshire,

worked with RCTR Centers' staff members who served as documentors at the

7. 46 X B




-

.

* Midwesterh RérR Conference and' the Southeastern RCTR Conference.' David. 7,

-

’ Rdss, Documentor fj(-om the North Texas State University Teacher Corps

<

- &
- Project, woered w;l , he» Western\.RC'l‘R Conference ddcumentors. Dale

/

' Talbert Eastern RCTR Center 'Decument‘or and Research Assistant, worked

-

", with the, Eastern RC'I'R Conference documentors. : AR

;

David Phipps, graphics artist from Drake University in Des Moines,

°

° . Iowa, was also contracted to graphically document each conference. He

summarized his efforts at the closing session of, each 'training eﬁenf}\-
5 5*.‘.-
e \throuéuwa visual and oral presentation. . H.is graphic drawings/ and cartoons
’ .o g
e—— F,g‘ depicted major eonference themes, specific session elements, and the

2

7;"’

btle human ,behaviors a characteristics of cbnference";,

subtle and ‘not 8o

P .

parti vpa‘nts, pres 'ntors, and RCTR Centersi staffs.

is external/ nternal documentation design for »all four conferences"
resulted in comprehensive sets of information about the total national:_y-'

training effort - information .on conceptual/\banning, conference ses—

sions, descriptions of the cultures of the conferences, ‘and pa,rticipants .

_“assessments of the individual cnnferences. This publication organiz

2

this information in a way that will be helpful to the reader in learni

" about -and reviewing this national training effort.v -

ki3
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L CHAPTERWO S

PLAN&ZNG FOR RCTR CENTERS' COMMUNITY BASED EDUCATION-
"TRAINING CONFERENCES
Ce . . by ® .

’)' . | Ann_ette Gromfin .‘ o

I. OVERVIEW OF PLANNING PROCESS

_ The chairpersons of Teacher Corps community councils are in key
leadership roles in Teacher Corps projects —- in (their roles on policy

boards and in their roles as cl:iairpersons of comzmnityvcouncils. ‘-'Si'nce )

the chairperson's role is pivotal to the’ project, the need emerged to

exam{ne the use of the role, its relationships, and its responsibilities.'

1-‘, our RCTR Cente,rs, -as technical assistance support systems\, planned
T : : _ ,_ T

- four regional conferences po'ass;lst' in’ maximizing the 7effectivenes's of".

chairpersons in l;a'dership’ roles. To insure the qualityV of. these confer-

Ny

ences,‘ext&hsive planning was undertaken by the four RCTR. Centem. This

chapter describes the two-phase planning process, the key training issues.

that’ emerged, and the personnel invdlved in’the planning. ;

a g v

-The chairpersons conferences» were designed. to be held in the four

“RCTR Centers' regional areas and included all projects within ea‘ch re-

%ion.- Several planning meetidgs"were held during the summer of 1979 in

preparation for the conferences which were held in the fall and winter

of 1979. . AU

t

Since each- of ;he l3/Tearc‘_he;‘r 'C_o_rps.,projects,wou _, 3

'process, which insured comprehensive field-based input, was employed to
develop the, regional c-hairpersons leadership conferences.’ Additionally,

‘the executive secfetaries of the eleven Teacher Corps networks and ‘the
: \

- 3 . ) . B



s AN \‘\~
\- | Youth Advgzacy Loop were involved in

. conferences.' ~

\

To insure that the conferences had A common focus-andpcontinuity of
’-rence needs, a two-phase plan-

ning process wasvinitiated,

&

"‘, ' e Egsfzjcenter Planning;Phase. :
‘ An inter-center series of meetin«

-.region core training issues, an

c ' o Individual Center Planning,Phase. ?

(' .. I1. PLANNING PHASES FOR THE LEADERSHIP TRAINch CONFERENggs

¥ * N Inter—center Planning Phase. Prior to inI:iating the individual plaﬁ- Y

e oy ning‘processes' for each region, intér-c nter planning meetings were

" Held: l) to identify areas of - commonality which would be dn integral
-~ part of each regional training effort; and- .2) to provide continuity of
: 4.

purpose and direction -across the country.p These planning meetings
?;
were' hoated by the Midwestern RCTR Center and all four RCTI{ Centers 8

. 4
participated¢‘ James Andazsﬁy//special consultant. from the Universiﬁy

w

of Houston, facilitated these meetings and helﬁbd with the designing of
the plan. | . 7 o QT
Areas of di§cussion'includedéi ;

Pu\poszs and parameters of'the conferences'

X

‘,° Participants to be invited{

° Collaboratidne.with other resource szstems in Teacher Corps

" and with other educational and»commdnity orgahifations
T > >

| o Processes needed for communication with projects and other signi-'
j\ ficant role! groups- «

IS

e ; . . . 19

ol . '- . 10

3 '~.,~
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S I

s
.

(7 Strategies for admipistering and using needs as'se%sn_n_,ents s

j Identification and/or development . of relevant materials for °
conference packets : ’

(Y

° Identification and- é’election of resource persons to accomodate .

the range and variability of conferences
.0 Projections on dates and locations of the conferences

° Special. :l.s'sues, problems, and concerns .
4

N *
,
:‘?-”

AN

‘The following réle groups 'participated in these meetings:

* o State Department of Education r resentatives ’:lncluding
lstaff £rom the Community Educafiior: Sections /
" o Teacher Corps project directors ‘

Teacher C&rps-community council chairpersons I

Network executive secretaries ’ .
o ’ :
° Rspresentati—ves of all RCTR Centers /

‘°‘Teg¢.,her Corps projects’ communi'ty coordinators .

- Teat,,er Corps Washington program specialists Lo
o ' !
ﬂ° Othef significant project role groups == 1.e, program develop-

ment spe ialists, documentor/evaluators, ‘etc.
4 - " J

‘, 2 ‘ ‘ .- . . - . » N . ‘ - Lo o -
' g © - ’ J .
The RC'I'I; nters' Community Based Education Coordinator, Annette'
A

Gromfin, worked with MTR Center dii'ectors and he1ped to provide overall
( -

[}

coordinaticm'of t:he inter-center trainiﬁg effort. She coordinated the

<

development of plahning strategies and he],ped plan the generic frameWork
+ " k]

o -
for the conferencesé, Sfxe also Worked closely " with each RCTR Center on

ae®

-development ofﬂ rts individﬁal c.onference..‘ Through her participation in”

-
the inter-center meetings, she and the planners developed a number \Aof

key goals for all the conferences. | T L S L

-
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Each conference was designed to include sessions that- would help:
/

° To enhance che capacicies for leadership of council chairpersons
by involving the community coyncil chairpersons and the directors
‘ "of projects in-a common 1ead:§hip tyaining experience that w 1d
AN foster mutual understanding support for each leadership-fole;

o.To build‘ chx:z/l\ support among theé prime role groups, ingtitu-
- tions, and organizations in projects. This support would foster
community involvemenc through development of parity relacionships
and would increase interest in the building of the projects'
.+ programs; @

N

with leadership training in the developmenf of resources that
would expand community involvemenc in the educational improve-
ment efforts of Teacher Corps projeccs, . 3
i £
o To develop clinates An projeccs for community based education
) that would lead to ucilizing a wide range of community resources
( for improving the quality of life in communicies,

s To- provide an addicionai' opportunicy to chairpersons to develop

; through socializacion porms of i{.he Teacher Corps Program.s
< i o . » ‘ . \
' .
_ Another consideration in cl&ihcer-cencer ‘planning related to the
2 parcicipancs who would attend the’ conference, since ¢ role and ex-

perience of Qh& parcicipancs direccly affected the trainin design.!' As

nimum, each projecc was requ@sced \ send a team of ‘two persons -

. |
" che ¢ nicy chairperson and the director or a designee. However,

’ - -

? projeccs were encouraged to send other project personnel who were incer-'-

ested. in che role of t‘he community in Teacher Corps projeccs.

~

- There was a wide variance among projecc; parcicipancs, ‘since projeccs/

. funded in'both 197,87Aand 1979 .were invited. Som_e invited participants had B

)

had a year's experience in planning their projects. "Others had only re~
cently joined the project. Others were fr.;'_on newly‘-l’f_tilndeds projects and
were in scarc-ap phases. Some new projec_cs were s;ill formlacing ch: role:
of the communicy council or had expe‘:ienced r‘ecen‘c changes in persor‘mel;,
these projecc7usua11y planned to send larger teams of parcicipancs.

y P

}.12‘_ o1 ., -

* o To provide persons in comnnmicy and council 1eadership roles °

a

3 ./
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-

., « There was a wide range of diffsre@s re}ﬁive to t\:e participants’

~ information base about the Teacher Corps.Prbgram and their ‘Céal project,
b ‘ ~

as well as the }xperience bage of leadership. The confe n}:e trajning

designs- were planned to acéémodye t,te'sé differences. Among additional
" . A . . .

roles attending were key adminisf.ratbrs, in t':.he"schpol system (a.ssistant
superintendents, princiPals, - cor;mhmity {ésoutcgs liaison rolés) and the

. < / :
ey faculty and special resource persons). Other per=

un'i.vergity ‘staff

. X 1 :
sohs invited by i}e networks an_d the centers included stat®e department

- A

personnel working with community programming énd communi ty 1e7ersh1p;"

, , v .
an& leaders in human rqsource development efforts.
: P ‘w

Y . : . S

& .
- L]
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In addition to the inter-center

plsnning processes, each of the RCTR Centers used a multi-phase planning

process to develop plans for each 1ndividua1 re§iona1 conference. &his

1.

.

-~
‘N
[ ]

B ¥

j‘ . <planning process(fncludec'l: ' " E

-

Organtzing a planning committee which included representatives

from key interest groups.

A representative - "gfonal planning group. wasv formed to héip
develop each.conference. This group was made{up of RCTg Center
staff, regionql networlf executive secretaries, community gouncil
chairpersons, project directors, councéil members, 4nd related

significant role groupg. . 7
F \ [\}
Using a needi assessment process to 1dentify key~issues and
concerns. , ] ] Y
&

Each planning committee developed a needs assessmént format that
was to be completed by chairpersons and other project personnel.
This informatidn was requested in order to obtain information. on
concerns, interests, and ideas of importance that needed to - be
addressed at each cenference. . 1 v S .

Designing each conference based upon the needs assessment infor-

mation and conference goals.» <

Using the needs assessment as a base for planning, the planning
committees: (a) helped id&ntify the most important Xssues that
would be includedfin each training conference; (b) helped iden-
tify potentidl presentqrs/facilitators;~and (c) helped design
formats for the indflid:S; conferences. _ .

Shar ng of initial plan ith projects in the region for addi-

_ tional input.

Holaing a pre-conference planning session. : ~
S

A pre-confererce meeting was held immediately preceeding each

regfonal conference. . All presentors and facilitators were in-

vited. The purpose was to:

o Handle any immediate problemg,
° Review the program 'so that everyone was familiar with the
format;
o

o Encourage acquaintanceship among key roles;
° - Allow logistical issues to be handled; .(

o Provide a general sense of commonality of péGrpose of the
conference.

) ‘.14 ‘23 | .

‘ - . . . ' v ' . ¢
. The Individual Center PIanq&&g Phase.
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g planning processes was the special ad;i-“‘;i;piqt%e characteristics of projects

-

> . o - ) ®
ifi-each region. C&%s;g:fation of these ‘unique " aspects emgbled “each
center to design a tyaining effort:' that would l;»g/responsive to the socio-
. . b ' '

cu%tural circumstances ¢f the chairpersons and councils from that rfg on.
’ T » ‘ "

Each region ,Ltas-a high ge)éfee of cultural diversity: Assessmémt of a .

_ ; : * L LS
region's predominant characteristics affected the conférente design for-
mats as well as the selection of presentors, facilita:ép:s; workshop

leaderé, and speakers. The following represents a- sampling of some

. [ ] ” <
. Characteristics in each regdon. < ' !

»

Midwestern Region
v o ,' ’ ’ i - e .
This region has a large representation ofﬁhﬁgan projects. Therefore,

the Midwestern/Conference's content format wag, designed to address issues
regarding the resource systems, the leade B\ styles, and the community

- and edﬁcva't:ionall‘ structures in the more isolafed projects on the Indian
. rqservations. In addition, the conference design was planned to address
the| 1ssues that relate to the fact that a nymber -of t e projects were in-

. .nl ed in court-ordered desegregation progesses.
' A . ’ . o . .

Southeastern Region - ' -

This région has a larg er of rural or semi-rural projects which*
have to cope with long distances between various institutions in the pro-
Ject. This phenomenon has implicatiens for developing c mmunity outreach
and communication systems, as well as efficient, meaningful utilization of

resources for community baséd education programs. The Southeastern Center

dtifned its conference witl{ these issues in mind. . \

Western' Region

) ’ : ) ‘

N . This region lga's .a large number of progra Vith a Hispanic and/or

bilingual focus, /including a great diversity of mobile, in-migrating,
ethnic gréups. This characteristic resulted 1n*€e eloping culturally
sensitive training strarigies for the}%lestern\_Confe ente. /AP T
: \ - A 0

) Co.

N ]
4

a

Eastern Region k

' f AN h . ',

" This re;’lon *has 'a large number -of urban-centered. projects in hii:—

density population areas, including higk’ cultural diversity within ahd

among projects. - The Eastern Conference was de igned to reflect this

characteristic. ' L - : ’
. Q.’.

+ o : | - R , A—j .
' -~ . ( . .. N h ’ .
~ . 7 L \ . , .
: her facet whfch was congsidered in fach individyal center's
- N o s .

N

-
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' <T/ v III. KEY‘TRAINING'ISSUES IN THE CONFERENCES “g(/
* . *. . e
» - ‘ )
cess evolved, ‘a common set of concepts,

emerged. This commop set led, to the;major'
h} s, N .

rate es for the four‘gonfe%ences; A core training’
\ oL

< . \' ~

A fundamental andgélbstantive understandiip»of the basic..

.

purpose, the concepts, and the structnre of Teacher Corps pro- -
e . ' - N .., - ."/',‘ .
jects waa considered a training need of phrticiphnts. In par-.

-

A}
ticular, there was a need to understand the idter-relatiohships~

“*\L;:\Q\g . of-the varioue concepts and hoy these concepts helped achieve

the basic outcomes of the projects. ' ‘ ¢

’ - - ‘ i - P . ¢
oy 2. : The. Chairperson's Role ’ h

V4 ' .
An understanding of the council chairperson's role in the

Jontext of a project was considered a crq%iifitraining need.
The role was critical in two major organizaéio 1 structuresnin

e ; the project -- the policy board andwghe communitx cgzhcil. Con~ "
- ‘ V‘,’ ’ '
. . cerns included: . . .
: _ B N S . -
¢ ‘ g " o The responsibilities and parameters of the chairperson's
’ role in ‘'eath setting;
“ ) ‘ ¥
. . : “"o The differences of expectations of the chairperson in
' each setting; , '

Y

‘.° The ‘inter-relationships of roles in each setting and
* these role responsibilities in devslopment of the pro-
ject;

o The relationships among various role éroups in the project,
particularly as they relate to the chairperson;

- o The formal and informal systemsiwithin each project dtruc- -

Cwas




&

o~

. R >
= ture, which the chaiperson shoulq’\know" . ".,:

° The copncil chairperson serving‘ef ectively on a policy P

. ) T board that 1is made up @f institut ecision-makers
. - and’ participating in a process of governance Whiclr.
\ "~ °. affects these institutions; O

<

7 .

- . o The coypeil ¢ i erson's role within the community council

in assumi ths resr’onsibility of répresenting, reflect--
/ aining a Qstem of diverse community

oo { .’ interests jn the _}ovrnance and the development of the

. project, -k

- _: ¢° Chairpersons, E‘ving in a voluntary relationah’.’llpx' to other

. . e +~ ' preject staff roles which are paid, full-time positions,
T.ooa 5;.., . “‘7

° 'I‘he Hifferences dn percep{-ons o}f goals in the parity rela-

o tionships within “the project, oo S

s ~ . o The diversity of resource’ systdms within communities which(~ ‘

, require the chairperson to form linkages to meet com—

munity and projec't\interests to  foster linkages among ,

\ ‘ . . 8 the community's human: service resources.

s

\h These key concerns led t-,he planners to explore the .types of‘ ’

leadership skills needed by chairpersons and to evqg].ve ways oﬁ o

enhancing the effectiveness of the chairperson serving in a dual_

leadership role. A conference theme was then planned called "The
Two Worlds of the Clzairperson. These theme sessions included ap-

T

proaches to the .differing demands of the role /

T

\.~as a decision-,

N ) s,
maker and influenger in the policy board)s 'gover?nance issues, and

N . ‘ .
‘ as a manager-facilitator in relationshi
- B N N
- . 4 )
~ and other community groups?
R Lo
3. Skills in Plan‘ﬁl mplementation and Evaluation/)‘ .

1

.. Since Tea mandates : involvement of the communit’y’
[ 7 . . ‘ - * ' &
R p «council in planning, implementation, and"'ev uation . of the pro-

. jeét,_ there was a concern for understanding and developing the

v ' . 8ki81ls needed in perf.orming these types of tasks. There was also
‘v

a neeéd tq understand each proc/ess and the inter-relationships

: ‘ | . ‘ )/ | ' .
' - - ‘ 17 "
Q - . : ) D¢ o,
l: ~ ‘ ; “G"—\

to the community council
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of the processes. Essentislly,'ohairpersons were asking: "How |

do we begin to be involved in developing the project's objec~

‘tives? How do we start programmetic.activities? How do we know

if what we-.are doing is good and will help improve-education?
How do we identify, become involved, and utilize person—power'
and other resources?"

Resource Systems

Another’ theme which emerged focused on ways community lead-

.

ers can use and link resource systems and can develop the skills

needed for these processeg, There wag, also intere in under-

' q’ﬂhding the diversity_of,resonrce systems within communities,

especially in learning ways of forming linkages to meet community

and project needs and interests.

Other Areas

In sddition to the core set of concerns identified in the
. i - L) ] % ’
planning process, there were requests from the field to include:

° Optional small group skill sessions in specific #areas —
i.e. running effective meetings, planning, etc;
° The sharing of project exberiences and ideas — espe- .
- cially successful efforts —— through small group dis-
. cussions;. .

Uses of community resources’ in program development;

2 e Opportunities for discussion of on-going dissemination
‘ ideas among projects,

Possibilities of a national networking system among com—
munity chairpersons and councils.




IV.“KEY ROLES IN THE TRAINING FRAMEWORK
— :

As the set&%f training.issues evolved and a common set of concepts
emerged which were central to all regions, the planners decided to de-

velop a core team of traimers who would present the core .concepts in all

the conferences. The presentors/facilitators who were selected to parti-

cipate in all four regional conferences had expertise.in g‘specific train-

ing area, had a good understanding of Teacher, Corps, had.extensive ex-

" perience ip working with community eouneils, and were gensitive and ex—
perienced in sdaptiné to the differences among groups. The conference
roles gf the RCTR Centers' staff members and the core team of trainers
. ere dacribed below.

Directors of RCTR Centers. The role of 'the director of the
regional RCIR Center hosting the event was to:

° establish the. purpose of the conference;

° maintain eontinuity of the effort;

° agsume a general responsibility for providing a way to deal

with issues as they arose,

' The RCIR Centers' Communty Based Education Coordinator. The
coordinator's role was to:

° relate the goals of Teaeher Corps projects to the purposes
of community council efforts and the leadership roles;

° link,eoncepts and themes in order to clarif} berspectives;
o perform as co-trainer with various presentors in link-

‘ing concepts - more closely to the community effort in
Teacher Corps and to the councils' development,

» o N ' .
Richard "Pete” Mesa, Superintendent of Schools, Milpitas, California,
formerly the executive director of the Urban/Rural Program, which

developed school-based community councils. His role at the con- -

ferences was'to:

. o establish an understanding of the project/organizational con-
’ : ' text for leadership, including the problems of collaboration




A

and goal differences,

° identify and clarify the qualiﬁies and characteristics of
efféctive leadership necessary for and attainable by

chairpersons, : ., . oot

° develop useful strategies that enhance the. leadership capa-
bilities of 'of chairpersons, with special emphasis upon
the "Two—Worlds of the Chairperson,"!

° proviﬁe a school-based superintendent's view of the value -
" of the chairpersons 'leadership role and the councils'

N role in representing an extended community and the re~
- . sulting impact on improving education. .

Ken Youn , Director, Center for Community Education, and Professor,
West Virginia College of Gradyate Studies, Charleston, West Vir—-
ginia. His role at the conferences was to: .

° establish the usefulness of - planning and its relationship
to development and implementation of project programs,

° identify the elements of planning - the purposes and ap-
.proaches. to .be. used in different settings, :

o clarify the 1ssues of pla g in a collaborative situation,
including the particular ituations of governance related
to the policy board and the council; =

e asgisi. chairpersons in examining their role in initiating
: qnd'participating n planning efforts and relating these
o efforts to implemeffting and assessing project directionms.

Bess Howard, Director Teacher Corps, Howard University, Washington,
D.C. (Due to unforseen circumstances, Dr. Howard wasg not able to

- attend all of the conferénces. However, the initial framework -
she established was adapted for use in.all the - conferences.) Her

role at the conferences was to:

" o agsist the chairperson in understanding the different group
' situations in which they would become involved,

‘o relate process skills to establishing parity for community
. leadership, . '

0 help-the-participants understand the concepts of policy and
. policy-making in developing projects;
° help'chairpersons to understand their role on ‘the policy
. ' board and its relationship to a community leadership
2 . role.

-

29



"The RCTR Ceﬂtérs' Staff Members. RCTIR Centers' staff members assumed

ra
.

- _"a number of varying responsibilities in the conferences and also
provided an important support and resource system in meeting needs

of all contingencies. Among the responsibilities RCIR Center staff

members assumed were: o
o Facilitating groups in each conference;

o' Agsisting presentors in special information areas; o,

w ° interpreting the community technical assistance efforts of the
RCIR Centeks to project participants; '
.° Documenting the conferences. : L ] A
%ﬁw . The RCTR Centers' staff members who worked at ?he conferences' were:
Eastern RCTIR Center ' . - Midwestern RCTR Center
3 | . .
Leah Durphy - Elentine Bonner
cilia Gonzalez . Karan Crawford
hirley Jones Denise Farrell
Lawrence Robinson : Clara Rutherford

Dale Talbept

Southeastern RCTR Center ' , Western RCTR Center
* ‘
Sheryle Bishop . . Dwight Bonds
- Shirley Carey ‘Mona Gordan
Montye Escoe ' Carol Gordan-Carter

o . . r

In addition to the conference core training team, each conference in-

‘ volved a number of presentors, facilitétors, and workshop leaders who were

primﬁfily from the gebgraphic region and were knowiedgeable in a a parti--

cular area. {

-The conferénces werefdesigned to provide participants with a high det *

g;ee,of interaction, discussion, and practical, usable ideas. Addition-

ally, al; small group sessions were designed to provide participants op-




* 8 <

"portun'ities to experience new information through 'simulated activities.

’Each ,session was designed to help participants: & B
7, ' ‘o Gain an unqg,rstanding of the issues; .
fifﬁ ) °'Relate the ’issues to their role ;'5 o - k : <
% "J" ° Relate the learnings to the cztext and dynamics of ‘their’
‘ R | projec/ts ; | : | .
o o Link 1ea§'nings through conference agtivities;.’ SR
._ /} °. Formulq?e initial plans to work with the issues back home;
,I]f} .+ © Develop 'E{W linkagl through existing networks or new networks
ol ,ﬁ to resource and support’ persons. B

-c; . e D e -
The extensive planning that preceded the four vregional‘Ré"I'R Centers'
-..conf.crences helped insure that conference p&articipants gained usetul and
meaningful information.’ The planners’ willingness to provide comnon

training activities at all four conferences, while adapting conference

designs to the unique needs of the participants, was a crucial element in’ -

T
the success of all four.’cotforences, -




CHAPTER THREE | |
. STRUCTURE OF THE REGIONAL CONFBRENCES - .
, ' . . : by ’ « . ;
-George Olson . v
‘ . ‘ i o A, ’

As was described earlier, the national planning effort was designed
. to insure certain commonalities among the four regional conferences while

also leaving room for individuality,ain rec}gnition of the uniqueness of

. each RCIR Cedter and it's-regional'constituency; In this section are_por-
trayed the commonalifies and uniquenesses, BQEh in termsiof parEicipants

‘and staffs attending the four conferences and in the content of‘the ses~

: sions presented.. Discussed firstﬁare the various role éroups represented

at each conference; this is fol?bwe by descriptions of some of the.ses- ;_

e

sions that were presented.

-

I. CONFERENCE PARTICIPANTS.

Table I displays-the'roles of persons atgtending each of the confer-
hences and the numbers attending in each role group.. The ma jor “factor
determining ‘the! differences among the number of participamts attending
the four conferences is the number of projects served by each of the RCIR
Centers: The- last ‘twWo .rows show the numbers of '78 and '79 projects
represented at the conference; it is observed that the Midwestern and
Western Centers had more projects represented since they both serve more
- projects than.the Southaastern and Eastern Centers. The c1ients of the : -
latter two centers were more homogeneous in terms of geographical location;
and tended to be less diverse groups than those represented by the Mid-

. Western and Western. Regions. In all four conferences, the 1argest role-

group was comprised of cOmmrnity council chairpersons and the smallest

i i

4 R . R an . NN
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. Y . :
~§roup was comprisTd of Teacher Corps project directors. The number of

t

.resouréé people, presentors, and facilitators attending‘was similar for

the four conferences, wi;h a greater number of facilitators and resource

"t | ‘people ;geded E;f the 1atg;r conferences; A high percehtage of projects
served by each regional .éenter wa; represented at each 'con?efence.
A few"uniﬁué aspec;;‘arg apparent froﬁ the table. The Midwestern
Conference, for example, had hany more directors than any of the qther
conferijcés. Relatively few.communitx-coordinhtors attended the' Westerm, -
} conference even Fhough‘there are more-projeéts in thé ﬁeséern Region
. tﬁan in any of ;hé other régiéﬁs. | . .
s ’ i A S
N -
o  Table I o A AN
. Midwestern Southeastern -Western E;;tern -
RCIR .RCTR < RCTR RCIR
TOTAL ATTENDANCE 135 % __ 140 115
. # of Directors ' 31 ‘ 4 4 ”Tb
" #.of Chairpersons . 35 24 38 29
# oE-Community Coordinators 15 21 ' 6 ~ 25
# og Facilitators e lb. . -“6 . 8 -5
r of Presentors - B 10 ﬁ?6 s 4 5 |
# of Resource People | 10 | 10 26 13
. # of '78 Projects - | : 24 i6 j 35 19
# of '79 Projects _ |- 1 | 8 . | . 16 | 9 |

b

The remainder of this section is devoted to descriptions of sessions
at each of. the four éphferencea. The Content of each session is described.

Also included is a bgiefrdescription'of the f¥rmat and the gudience reac-

1
2

tions. The first e;ﬁht sessions described were comumon to at least three

-~




of the four confe(ences, and in most cases, ‘common ¢, 3-11 fO“ The

last four descriptions provide '‘an overview of séssions that wet'e -u‘niun

to individual conferences. The document:ors obserVations, a8 we11: :ag

participants' reactions to(post-conference questionnaireg, are referreq
. : . . b

to as needed in the descriptions. ¢ - . "j’:

Il. OVERVIEW OF SESSfONé COMMON TO ALL CONFERENCES

&

Session I: The Teacher 'Corps Cores . -'.,r,)'

and common understandings concerning the major goals of the. Teéche

—

Program among all conference participants. This PrGSentation cdnbine
1arge and small gro}p\sessions , with provision for discusaions sﬂd ques~
tions in the small group activity. Results. of the needs 3559 smené_ Q

».

survey (administered to project personnel prior to the four confeéences) S

(\u{re bfiefly shared With the/-;arge group. -It was explained ;hat thi,a é

information was of primary use in planning and designing conferenq
activities to meet the needs of the participants. On the nee“ 893*‘-98*.
ment form, pro Ject personnel had asked: "What are we B“Pposed PS ve. ﬂi’ing?‘
Are we on target? Why are we doing these things? How do ye achi-e ?
things we want to achieve?” Most respondents were °°ncerned with- howl
they could help to obtain success at the local project level, wﬁile using :
the Teacher' Corps Program's mational gqals as the ba*e. '1‘7 begj:n to ad- I
BN . .

dress these needs of the participants, the four basic Ol;tcomes of 'i‘eacher

Corps were summarized along with the five “means” ~- the- proce”“ ta |

L ¥




be used to achieve the outcomes., Following this, three pages of material

[ 4
were distributed which- sumarized the outcomes and means.  Additionally,

.

other important terms were defined and a five~year timeline of accomplish-

W

ments was outlined. 7, . \
- o = & .
‘A more in=-depth discussion concerning these termy and concepts fol-
] AN ) .

lowed in small groups that were assisted by facilitators. Participants

A

vwere instructed to discuss at individual' tables their views, ‘questions,
‘ and concerns about the basic outcomes and the five means of Teacher Corps.'
Faci}itatgrs ;lg\ept participants on-task by moving them to another point,
bringing in persons who had said. little,l -and by questioning partipants
“about staté‘ments they had made.- Tnese small hroup sessions attempted
to build an atnu;sphere for dialogue at a more personal and individual
1e\'re1. The topics of discussion were widely diverse, ranging from the role
- of internms, 'r_? ‘the -rel_ationshiop be:éﬁen ;deans and community council
chairpers'ons, to problems: of parent involvement. The intent of lthe large
and sm.;lll' group-act':l.‘vities w.as to increase the participants' understandiig
of the '-Teacher Corps mission,~ of the relationships of various Tea_cher
Corps concepts, and of the coﬁcepts.underlying the collaborative p!rocess.

By observation, audience response to "The Teacher Corps Cores” was
variaéle across conferences as well as within conference groups. Sone

o
participants were enthusisstic to learn about how the varidg.\s concepts

}n—/ !
were defined and asked questions concerning how their project related

specifically to the basic , "outcomes and means.” For others, this was an

uninteresting topic and ‘they dispiayed little observable enthusiasm and -

. curiosity. The -ratings by partici;iants' on the post-meeting reaction

g .
sheets coincided with the documentors' observations, showing scores



\

- ranging .from an average of 3.1 to 4.3 on a five-point scale (5 being the
highest rating).\.Such variable responses might have been' anticipated
sidce the "Cores” constituted material with which many project members

ma¥ have been quite familiar, particularly ‘the older Project '78's

Since this session presented information that ai}i participants needed,

L 4
it was probably assessed to be very useful by tho for whom it was new

'and interesting, and moderately useful by those for whom it was simply a

_.‘

review.

T -
oA ] '

Session II: The Meaning of Community in Teacher Corps

. .

The purpose of this session was to provije the historical context and
background of the community's involvement in Teacher Corps and to portray

the growth of this involvement to the community's nresent prominent status

in the decision-making role of local projects. The involvement of the com-

| munity in Teacher Corps‘was traced from 1965 to the present. The initial
| period was named the ”Eyebaliing Stage,” a period of time when Teacher
. Corps interns were observed ly the community and vice versa. In 1967, a
second stage evolved labeled Community Voices.” In thiskperiod, schools
began to tap the resources of&sage community persons, though many efforts
were little more than a form of "tokenism." Teacher Corps interns, how—
ever, reached out to'obtain an alliance with the community, and there was

a gradual increase in community/intern collaboration. At this stage
o

about half of the projects nationwide had a project component devoted to.

the community.

The confrontation processes of the late sixties spawned the beginning

eof‘the next stage called Community Based Education. : Characterized by

7/

excitemsnt, grauth, hope, demonstrations, and long discussions, demands



change-d from "equal opportunity to equal services; With these strong
expr_euions of _discontent, certain cha::ges, occured‘-in_ the recogﬂition
of the importance of the éomn.mnit:y. By 1971, community persons coul‘d
receive payment fvor t_a_grviées .. Values of the communit:y.we're -Eiven congid- ’
eration; collaborat:i;m and comnity‘invoiw;ement became more characteris-
tic of community efforts. These ideas blossomd_béﬁeen 1971 and 1976,
'and by 1978 the idea of a community compc:'ment: in each project was crystal-
liz'éd. The last and present stage, "Community Lg#dership;” poftrays the
- community as a valuable ‘r:esource. and an equal bparticipant in ;;t.oject:
decisions: "Teachers, parents, and teacher éducators leat;ning together."
Th;.s presentation at each of thetconferences was about forty ud.tmt:es~
in length and was an 1nfomal lecture. Au‘diencea ag each of the confer-

A}

ences reacted siﬁilarly, displaying moderate interest and polite atten-

.tiveness.\ Most 'applaudegl at the end; little or no time was given for

s _questions. This was an informal-sharing session from the présentor to
thelaudience; audience participation, by design, was one of paying
af:t:ent:ion and receiving information. | .

’ Perhaps becaus; of the lack of a’ctive participation, post-meét:ing
reactions to this 9essi6n ranged from an a_ve:@of 3.4 to 4.3 This
revealea‘.high‘sati;faccion among a ’considerable.lnumber of participants
and moderl:at:.e vsatisf;ction among others. Since all document:prs' obsei-/
vations r vealed some obvious signs of fatigue toward the latter portiom

of this pXesentation, one has to suspect that sitting and listening for

an extended period of time may have been fatigﬁing for many participants.

g(’) o '.U’
'f:" [ -
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Session III: Sharing the 'Good Beginnings
) )

The purpbse of this session was to involve everyope.in the sharing

of experiences, ideas, and plans arising from within their own proJects.”

Elaborate directions, facilitated with overhead transparencies, vere
. . . ,

given on how each project was to construct a graph displaying, in a

chronological manner, the significant events that occured in the develop-

"ment of community involvement in its Teacher cc;rns .project. Degree of
~ £ .

success was the factor against which each event was to be measured; the
"ups and downs” of success and non-success vere charted.‘
After orientation to the ‘activity, tixe participants were assigned

to project work groups, with a facilitator assigmed to each group. In.es-

' sence, the presentor coordinated the activities of the facilitators and

w

-~

the facilitators coordinated the act(:;;vities of the project members. The
Ve,
-
process of prepering the history was- as follows: 1) recall the sequence

of events; 2) put" thed in chronological order; 3) chart the events as

" high or low points; and 4) put them in graphic form on newsprint. By

the time this process was finished, all projects had a newsprint display
of the results of their efforts. Few charts looked very much alike,
since the 'different groups interpreted the task somewhat differently.

Several projects were then asked to present their findings to the total
mn

group. Each group selected their presentor who used the chart to re- .

port the degree of the ,project 8 success . in meeting their ntified

objectives. b ) ) ,‘
The'groups' sork was. s\‘nmnari‘zed by the presentor by way of proposing

a five-stage community -neseiqpnent ‘process, which revealed the value of

organization, information, .power, .parit‘y, collaboration, and govermance.

-

L
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! The values dnderlying this presentation format wera s\}}ering and building

\to compa Vtg, the

eimilarit:iee and diuimilerit:iee among. project:e.’ A by-product - of‘ihe

a sense of community. This session enabled pert:icipent:s

exercise was the leadership skills exhibited by the participants. Many

who reported were articulate and humorous == and all held the attention

'/ ,
This preeent:et:ion format used a lecturet:t:e, work in small groups,

of the entire group.

feedback by sgall groupe representatives, en"e eummary by the presentor.
The variety of activity ;nd the intense inm;;emnt,leyels of participants
were well-received by the groups at all the eonferences, according to
doeume/nt:ore' observations. Enthusiasm was highest during the small
group work and the repor\‘?ing-back process. Post:-meet:ing reaction sheets
revealed a range of 3.5 to 4.3 For t:his particular eession this range

shows greater dissatisfaction by participants than expressed in the

observations of this event. Reasons for this are unclear though some

' *
speculation is possible. This was an activity which, in a sense, did
'not give participants much to take home with them and use. Instead, it

provided them 'wit:h an involvement activity whereby they could gain a

perepective that indicated where their project was with respect to other

projects, Participants had to determine "failures" as welllas "successes'_’
and to displaly and talk about them. Through comparison, some projects
had to feel "behind" _’ot:hera; it seems possible that such comparison
and reflection on the positive and negative would engender a mixed reac-
tion. From the observat:ional data, it would appear that the format: and
- organization of the session was high]_.y successful. And indeed, the parti-
‘cipants' mixed sense of satisfaction with what was revealed may indicat:'e

a greater success in getting -people to think, assess, and reflect about



‘ g '
‘ ] )
their past accomplishments than would a highly poaitive reaction among

\

all. ' ..
&

Session IV:- Council Chairpersons as Luders.

The presentor bega‘e by stating what he believed to be the most impor-
tant conpenent:l and characteristics of the role of t:he' community council
chai:petson. The” chairperson has responsibility for_iut:ernaliziq‘ the
mission of Teacl;er Corps and kesping the program focused on the achieve-
ment of the mission. It is extirene!y important to avoid “goal displace-
ment.” If goals are displaced, ’t:he clieats - the.ce_lmunit:y - will

ultimately suffer. Council chairpersons agnd council. wembers can contri-

bute to the accomplishment of the Teacher Corps mission by making sure

that goals fnd expectations f the p_rojects are clear to all involved.
It is the council's responsibi ity towfacilitate community participation

and involve parents in this work. Parents' perceptions about the issues

should be known and acknowledged; their interests should also be sought
and protected by douncil members. . , .

The chairbZon's regponsibilities also include leading the council
to design and propose poliey that is to taken to the policy board
and facilitating equal participation by the council chairperson on t:he
policy board. For these two r Quitie: to becone rulity, communi ty
council chairpersons and menbers mudt” hnow t:hat: it is poesible to alter
the reel and perceived status of the council chairperson. This can be

accomplished by focusing upon Teacher Corps nffmtion and demonstrating

to other policy board members idum and supe‘rintenden;n) a greater

-
[N

knowledge abou_t Teacher Corps matters. Deans, for example, ;nay not be

e

1)
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confident in intéractions with community persons. The comniunity council/
chairpersons have a constituency behind them that links them to the = =«
.community that deans generally do not have. These links to the community
and the knowledge about the Teacher Corps project are sources of power
to chairpersons that can be used to attain the status that 1is desirable.
Another aspect of the ch_airperson 8 responsibility is to take on
the role of trouble-shc;oter and problém-solver. Community council chair-
persons need to concern themselves with the total pro ject generally and
become problem-solvers for their constituency - ‘the communigy. To do
this, chairpersons must be "informed and in vtogch."
The chairperspn should als.o make a con‘ious effort to maintain_

and improve the comfort good_.£eelings, and morale of the community_ 5.

N — \

] ) council and the community. To do this,‘ the chairperson -lhas to know the
,needs and dispositions of the individuals and respond ‘g‘ithﬁpathy. The
chairperson should also be prepared to womk hard be yrépa%ﬁ for policy :

e 25
board meetings, and maintain a. high sense of integr_,,

with all persons

in the project. One must avoid giving peop_le what they want just to’
z' °1
keep them happy. Stick to the purposes and' the mission. And finally,

&

it's important for the chairperson to realize th‘gg parents know most

.\/.‘

abbut their own child, and therefore, they know mbs,t about how to reach '

-~
W

their child. The cha:l.rperson should rely upon these facts, acknowledge'

them, and use them as resources. '

pu

Up until this point, the format for this presentation was lecture. k

. ,._-; i B .
~'~'l%srticipants were then instructed to work in small groups ang to generate,~ AN
f-. ’ » '3’;‘ ’

- 1ists of instances in which leadership was needed in s me past project

activity and to identify the "blocks to leadership‘. . ﬁll prob%eés.-‘andsffg
: .0 © * Sy ﬁ

- N . 3 ]
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suggestions for why leadership was lacking were listed and the commonali-

ties were identified and dlscusgﬁd. This part of this activity was con-

cluded with the presentor making four points:

. . .

1) Leadership is. situational. Consequently many leaders are needed,
not just one. : :

2) Leadership is authoritative. One provides direction through
reliance on supportive and explanatory evidence.

3) Leadership is learnable. /

- 4) Leaders benefit from having charisma; but leaders must also
have ‘the skills and the knowledge to go with it. .

‘As a final'activity, the,group dealt with the organizational aspect of

leadership. Two factors were stressed: (1) the values of the organiza- a

tion; and (2) the'fgow of communication. To illustrate the second factor,

/*«)

-

small groups constructed an organizational chart depicting their own pro-
Jects by idedtifying positions of leadership and lines of communications.

The presentor was very directive in the way he gave initructions, im-
parted information; and wresponded to ouestions. When he/ instructed

groups to provide reasons for why leadership had not taken place and to

of the groups. Project members were more than ready to discuss problems

»

of their local project and facilitators seemed to semse the need to

direct the action of the group.- Throughout the session, the groups all

3 . . ) .
responded positively to this directiveness. For the most part, partici-

_ pants assessed this session as highly relevant and useful,



-Session V: Chairpersons as Policy Board Leaders

B | , .. . . '
This session addressed ‘the questions: "What are the most effective

"~ ways of providing information to and obtaining information from the

as

policy board?" "What is the. chairperson 's role 1f the policy board is
beset with operational problems,»such as lack of attendance?” "How does
the chairperson knqw if he/she is being co-opted? The presentors then
divided the large group into small groups to explore and raise questions.

Each group generated a list of "do's” and "don'ts” ‘that coverad the
new role of the community council'chairperson on the policy-makinguboard
of the Teacher Corps project.k Discussion among the particibants centered -
around the issues of control, communication, Jargon, rules andqregula-
tions, unrealistic expectations, and the various types of policies. It
was emphasized that the policy board could be an "al% win" situation, if
parity was fully ”implemented. Participants made statements about the
nature of their projects, expressed their concerns, and were encouraged
by the facilitators to assert their equal role on the po icy board.

Distinctions were made between internal and external policy. The issue

of the community achieving parity with school and university came up in

" virtually all questions. The issue was one of power. The participants

were told that knowledge is poqe%'with phrases like: "Parity means doing

" your homework;" or "Don't be manipulated; get on the'agenda." Teacher

Corps has created the structure for community parity, but the chairperson
on the policy board must realize the opportunity and use it to assist
and guarantee community input into the project.

This session was concluded with some general words ofiaqtice. A
summary statement was made about the importance of representing the com=

»: 43
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munity while_estahlishing trust in the project and about the importance
of community'council members‘and chairpersons-gaining skills that will

bring the missing pieces together to help solve problems. .4, — 3
Participants reactions varied from averages of 3 3 to 4.4, indi-
’ ]

cating a wide range of satisfaction. Observational data indicated high

involvement in small group work and less interest and enthusiasm during °

. lecture presentations. Across conferences, the higher/satisfaction scores

_ supported tha‘obseryational'data in showing highér scores for small group

activities. Overall, observational data and’ satisfaction were quite posi-
tive. " It would appear again, however, that the sources of participanti
dissatisfaction were found with the format of the presentation rather

S

than with the content.,

Session VI: Planning - ~—

>

The session of "Planning" vas directed’toward.developing the idea
that planning is a tool for leadership that involves goal-setting, needs
assessment, allocation of resources, and development of specific skills
- gsuch as how to set agendas, run meetings, etce This session was

structured by the use of two booklets prepared by Ken Young: “Structured

Exercise on Planning” and “A Plan for Learniné How to Plan.” One of the

strengths of the booklets yj? their own inclusion of the basic project
outcomes mandated by Teacher Corps. This information helped direct parti-

cipants toward rec;;zfzing and adopting the goals —— expressed in Teacher

Corps terminology ~% such as “multicultural education,” "diagnostic/pre-
scriptive teaching,” and "collaboration.” These booklets were used in a

simulation exercise that included .participants' discussion of concerns

found within their local projects.

/ 2

-



The tec’:huiques used in %xe grOups were discussion, query, .arfd con-
sensus agreement. Small group activity'uas intense and participants were
thoroughly involved in the dis?ussions. - Following ‘the small group acti-
vity, groups were asked to réﬁbrt-out.' Two of the ideas reported-on from
small groups were{ (1) Developmeﬂt.of a volunteer reading program.involg:
ing students, parents, administratdrs librarians, the cummuuity cobrdina;

tor, and the university staff, and (2) Organization of a day care center

in the school. The session was summarized by the presentor with emphasis

-~

on the following ideas.

l.. All participant.grOups must be involved in planming.

-

2. The agsignment of tasks must include representation from all

groups” affected. oy

\\ 3. The ingredients of planning are “]§'~*", e

‘setting timelines,

assigning tasks,
; getting information, . : ) _
‘ .allocating resources,

identifying restraints, and

setting priorities.

t

|
»

'Q%\“As with many other session;>\participants enjoyed the involvement

of'"feeding ‘back” to the large group. Opservatipnal data indicated
. ' ‘
positive responses to the session overall -- high attentiveness, sustained

looks of interest, and the like. Post-session ratings, however, revealed

.a wide range of degrees of satisfaction, varying from an average of a

relativeiy low 3.1 to 4.4. The observations provide little explanation

for the lower ratings given,i since the observational data indicated

general high satisfactiun. It 1is possible that while interest and in-

-

volvement was high, perceived utilfty was more moderate.

s | .
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. Session VII. Imp'lenentation ' *

The. presentor began this session’ by attempting to arrive at a clear
concept of the process of imp!enentation. While eva:luation is an ongoing,
overlapping process, implementation fs "doing. The entire group went

through the coanstruction of a manggement plan that#“w'ould help to imple~

ment activities designed to increase community participation. "The

_‘_Management Plan” included discussion about the broad goals, the enabling

objectives, activities, persons responsible, resources needed, completion
dates, and evaluation criteria. A management plan was portrayed as very
important to successful implementation of project activities.: Other
important aspects that were listed and discussed included leadership,
communication, collaboration, cooperation/, and positive climate.

After this large group activity, small ~groups were formed and in-

structed: (1) To® generate a list of all the groups they worked with; (2)

.To define cooperation ’d collaboration, and (3) To identify the allies

and non-allies of parent participation. 'I'he ‘small group participants
responded enthusiastically; during the feedback session for the entire

group, lo'ng lists were“ generated for each of the questions posed.

Some examples generated were:

Groups with Whom We Work W

Other Parent Advisory Groups Civic Groups
Teachers- a Social Agencies
Administrators . - Senior Citizeéns

School Level - .ﬁusinesses

District Level ' edia (TV, Radio, Newspapers)
PTA Professional Organizations
Specialists Civil Rights Groups :
Nurses - < State, County, City Governments
Churches ’

o ) o 3@6 N



Elements of Effective Collaboration

Identify leaders : Establish @ationships for
-~ (both formal and informal) . the future
Get cross-section representation . - Get others to ask for the same
“Talk personally to people -~ thing
Sell ideas; state needs Set clear goals
‘Develop mutual payoffs, ' : ¥ Get publicity
rewards ‘ ) v : Build alliances with otqer
‘groups - -~

' Involve their children 1n activities -

\

Ways of Getting Parents into Schools as Allies -
O

Donate gomething appealing and/or give prizes for activities

- Sponsor a dinner . ¥y

Use small groitps for work groups

.+ Utilize students to take home information

‘Barriers to Participation

Change f . . Threat

Communication More work7
Retraining teachers . Competition for resources
' Competition among groups "}%?litical position

"~ (power struggle)

M

Small groups were actively involved inttheractivity, and facilitators

- for eaéh,group vere quite’adept in pioviding.information.dnd channeling
gefforts in the intended directions. The groups were receptive and active-
ly participaced in the exercise offered. People mixed, mingled; and

. ., worked well together, During the reporting=out pbrtion of these,sesgiona,'

spéakers did an 6utstgnd1ng Job of representing their group's ideas.
As with other such activities,‘enthusiasm was greatest when participants

were actively involved. Post-meeting reactions showed'ﬁoderate to high

"sgﬁisfaction. Documentors' observations indicated a higher overall level

P S ;
- of satigfaction than did the participants' data.

Session VIII: Evaluation

The presentor began this session with an informal discussion of’

47



_ documents, observat:ionsl, and personal interviews. Again, thege

’ . | o,

Y } . - . 4
. 4

terms that are coumonly aisoéiated wit:h evaluat:ion. Attitudea f-eelings,

and beliefs were shared concerning evaluation. Conaiderablg effort vas

focuaed upon defining eval‘uat:ion clearly, in order@to demystify “the

concept. Evaluation was discussed from the perspective of the community

council. Examples were presented and participant:s ghre {invited to ask

questions and to comment. This led to a discussion'of fomgive and

aunnnat:ive evaluation. It was oxplained that evaluacion :anol"" t"’°,

steps: (1) Gathering information; and (2) Making deciliona about that

nformation. - In order to carry out this two-stage Process, certain

ethods were. reviewed: paperﬂncil assessments, examinatjon of exiﬂtihg
gethods
were personalized to the comnunity. council situation and questio®® and
explanations ensued. ~ |

Certain daterials were passed out and reviewed briefly.- one docu-=

ment in patticular, Looking at Teacher Corps Community w—.

ing _(Bonney and Crosby) == a compilation of evaluation ingtryments = 28

reviewed in some detail, and the group was taken through one of 1ts

red
/

activities. This created much discussion and involvement; pargj,ci-?ants

were very open with the questions they asked. Other ingepryments from,

the same document were then discussed. Par,t.:licipant:a began to ask more

 general questions about total project evaluation. Evaluation, as s PFO°e~

dure, was then discussed in perap‘g?ct:ive with two other proceduyres -~ Pl‘“‘“

l‘bl
«

ning and implementation.

The format used for this session was a combination of vleccuretﬂe' - in

which important ‘factual information was shared, a question gpq discu851ion

period in ‘response to that information, and brief small-grOup acgiviﬂies'

Participants were taken through a.well-planned set of activities wiﬁh’ t;he

s
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The examples that were. offered to- explain
The materials_
Partici-"

presentbr.as the facilitator, -
some of the terms were wellrreceived by participants.

that were passed out and reviewed were motivating to the group.
pants reactions to this session indicated a moderate to high degree of
: @

satisfaction.
OVERVIEW ‘OF SESSIONS UNIQUE TO EACH CONFERENCE
and Evaluation in

rt1. _
"Planning, Implementation,
"'78 and '79 Projects: An Overview

/
SOUTHEASTERN RCTR CENTER.
In this session the presentor's main task was to define three con-
and evaluation =-- in simple , and

implementation,

It was also her intention to eliminate the pos~-
She actually

/
/ ) | cepts == planning,
straightforward terms,
sible fears and apprehenﬁions that participants might experience in their

future dealings with these concepts and their processes,
accomplished both tasks by presenting clear, concise definitions of the

terms in understandable language, and by presenting herself as a person
who also had distaste and apprehension. concerming: ‘the use of. jargon.

Planning was described as a road map that explains "where you go and
Implementation is simply the things
The

what happens when you get there.
two important terms: process —- the how; and

that were done to make sure that a person got to where s/he wanted to go.
Evaluation is answering\the question: "Did we get there or not?"
In each of the three concepts, there is a process
' ae

S presentor then focused o
\\\/ | product -— the what.
and .a product. The processes are the questions asked about each concept.
The products of planning were said to be goals and objectives -— a plan.
The products of implementation were activities and events -— the nake-up
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. ticipants throughout the long afternoon session.

4

*

» ’ - .
of the program. The products of evaluation were reports -— indications

. of needed changes.

What made this \presentation unique to the Southeastern RCTR con-

»

ference was the manner in 'which the presentor attempted to relate to
¢ 2

the participants. There was an overt attempt to communicate clearly,

professionally, but also personally. She took great pains to deliver

3

her material in language that was "down to earth.” This presentation,

&

which introduced the concepts of pian#ing, {mplementation, and evaluation,

epitomized the characteristics of belonging and community. It received -

A . u - . .
very high satisfactjon ratings from participants, and was one of the

best received presentations according to documentors' observations.

MIDWESTERN RCTR CENTER. "Key Elements of Comprehensive Planning”

The purpose of this session was to share with the participants the

Little Wound School Project design as a Teacherlgorps gi?hniﬁg{model.

‘The presentor used this model to show the steps and procedures,fnﬁblvgd in

comprehénsiva planning. He then provided an experiential .opportunity
for the participants to learn how to work with one or more of the compre=
hensive planning steps.

The technical, aspect of the program was rich and varied —-— excellent

printed materials, visual aids, slide presentations. The materials

¢

were professionally prepared and efficiently used. The presentation
. ' . ‘ - )

format for the four presentors ranged from lecture, to question/answer,
to "hands onlactivities." The varied presentation format, coupled with
the topic and style of presentation, and the exotic nature of the location

of the project, appeared to hold the attention and interest of the par-
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The presentation was planned so that appropriate persons from the
: 4, . .

responsibility for representing their‘rpar;icular

—

projgct‘assumgd thef:
component of the Little Wound School:?roject. The impresqion of team.
work was.strong, The Anglo LEA superintendent spoke ‘of his éole 1n”th;
planning process; the Native American community coofdinator spokevof his
work in the,c&mmunity; and so on. Technical terms such as "dual culturé,“
"pafticipqtfve choice,” and "delegated responsibility” were dispersed
throuéhouzlthe presentation and were indicative of the sophistication
of'botgﬁthe presentors and the participants. .
The values expressed during this sesgioh appeared to be centered
o étod;& ;he importa;ce of individual}ty, sharing, involvement, and‘coflab-
, .dra't'ioﬁ‘.:l'.‘h the planning and implementation process. Input during the
",-Bessibp from uniﬁersity, community, and school representafives indicated

it 5

that these impii@d values were also realized in practice at t#va—?" '
] : o . A

: ¥
: -

Wound school site.

Toward the end. of this sg;sion,'thé participants who remained were

divided into nine community work groups for the “hands on activity." An
) .

"I believe"/"we believe” -approach was utilized to fafilitate the com-

munify groups in establishing ‘a.philosophy’ (the fi
Wound plaﬁning scheme) that they cqpld take "b home."” Less chaﬁ half
an hour was allocated to this activity. r;ng the feedback session,
'participanté generated statements which indicated that productive sharing
had taken place and cénsensus on philosophical tenets or staqting points
was reached. The audience responded well to this presentation. Eye
contact was good‘and the presentors worked well together. The cbmmunity

council chairpersons, mostly women, stayed to the end of the session;

many of the project directofs and staff left before the end. The Western

L 4
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gttention from time-to-time._

-

garb of the'presentors gave them a rather exotic look fo the participants

frpd the Midwest. Many participan?s took notes. jectiég:g§ breaks,
distribution of materials, and personal Western anecdotes recaptured

'givqg;the length of this session, it was
Jrovi

~

e

on
vided good follow-up guideposts for

. EASTERN RCTR CEI(I'ER. "S§x Concurrent Sessions"”

I. "Leadership Sty

This skill sessinn focused on techniques for enhancing leadership

capaniiities. ‘The presentor started the session by stating her belief:

"All persons are leaders in some/ fashion. Leadership style. varies
»

greatly depending upon the pers 8 role and the conditions of the sit-

vation.” Leadership then was defined by the participants. An instrument

to determine leadership style was administered. A self-scoring -and

interpretation session ensued. A second instrument:‘entitled “"Feedback, "

~was introduced as an additional resource one could utilize in determining

leadership styles.

Enthusiasm and interest grew among participants throughout the
session and all participants volunteered questions and/or responses at
one point or another. Participants rated the session as excellent. The
objectives were carrﬁia out and the quality of the presentation was ap-

plauded by participants.

- II. "Problem~Solving for Action-Planning”

-

- This session was designed to demonstrate techniques and strategies

for accomplishing tasks. Problem—solving strategies were outlined on

-
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;
handouts and‘hybothetical siﬁuations were created as a means to applf the
strategies. "T?e Problem Analysis Work Sheet” that was used accented the
problem~solving process and high-liéhtedfpositive forces and negative -
forces in solving problems. A large portion of time was spent in discus-
sing and demonstrating the steps in prbblem-solving. A planning work
sheet was a;so demanstrated. \Eié presentation format was efg;aﬂizzgﬁ,
question[answer, task assignment, and feedback/discussion. A lot of em~
phasis was placed on detail and closure. The underlyi;g-value theme for
.this session was: Knowledge is power. A knowledge of how to solve prob-
lems and take action is mandatory for the community council chairperson.

Participants were engrossed in the activities throughout the seqiion
and post-meeting reactions were uniformly high. A The presentor Qaa skill-~-

ful in making the sample problem appear real and in motivating participants

to generate feasible solutions to the problems.

III. "Collaboration”

This session involved six participants and thé delivery style was
informal with much interaction among parﬁicipﬁnts and presentors. The
content for the session was centered around the conditions necessary in

establishing a collaborative atmosphere. These conditions for collabo-

v

ration were defined as followf:

= Council members must be prepared. This includes understanding the
y LEA, IHE, and Teacher Corps projects operations and knowing how
to use group participation skills. :

~ Council members must establish and actively utilize a planned
communication network with LEA, IHE, and community ;ﬁpresen-
tatives.

Council members must fully understand qreif role and function.
= Council members must have access to relevant task-related data.

-

93
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The underlying valle that appeared throughout the\session was: Informa-

also understand where his/her authority starts and stops.

Participants viewed this session .as excellent. Post-meeting raac-

tions were very positive (and the presentors were highly-praiseci* by parti-

&

‘e _
- cipants in written comments on the assessment forms.

IV. "Building and Maximizing Resources”

1

.tion is power. In conjunction with this value, e 1individual musti

-

For the twelvé participants attendirig this session, the presentstion’

was equally divi&ed among lecture, discuésion, and experiential activi-

tieg. A wide range of visual'aids was also utilized. ’ S

The underlying value for the session waé: People aie«thé'fhporCant
resource. The issue is not in program determination but in finding, re-
cruiting, and mocivating the right people to get the job done. In light

. : 7 .
of this, the firdt topic discussed was how to analyze a neighborhood for

determining the best recruitment approach. A strategy for initiatihg com™
munity_invo%vement and support of schools was presented, wﬁich 1ncluded
the concepts of interaction, identicy, and conn ctgggé. The iecture/dis-
cussion ;as followed by group exercises which showed.findingirouCesffo
human resources, building a constituency, and establishing a communication
circle. |

Participants discussed, shared, and questioned throughout the ses-

sion. Their reactions included such statements as:-"Fanfastic session;”

- "Good suggestions;"” "Extremely helpful;"” and "Very important." The goals

of the session were met as the leader took tgz~ parficipants through
theoretical conceﬁt formation, experiential activities within Ehese con-

cepts, and, finally, into the sharing of relevant ideas.
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V. "Pro je_Airectors and the CoM

This gharing ,session was designed for project directors and sﬁh@r
project administrators. Resource persons facilitated discussions on ho%

the community council affects project management. Conversation ando

interaction’initially seemed forced. Particip nts did’ not appear overly
excited about this session. The formal evalua {on statements filled ouc ;

' by the participants indicated that the session was somewhat slow ahd
confusing to*&hem at the beginning. As participants became more/relaxed, ;ﬁ?ﬁéE

: ' ' S A
the;interactions increased, and the activity developed into an interesting“wa

and informative session.

VI. "Teacher‘Corps Film": =

Twelve persons viewed rhe film entiéled "1978’Teacher.Corps National
Conference." The film presenred the Teacher Corps Program from-a philo-
'sophical, as well‘asifrom a field-based persneccive. The themes under-

lying this session were sharing and a sense of community.‘ The goal for

v

the session, sharing and socializing, was accomplished ashsocializa;ion

started immediately after the film. No formal evaluation was conducted

. since the participants' actions spoke louder than' written words. The
reactions were positive and ghe film provided a motivation for the in-

. ¢ | L
formal sharing that developed. ‘ C L
- i . ' L. N . , ‘ )

! : ’ v
WESTERN RCTR CENTER. "Observation.of a Multicultural Communtty”

"Observation of a Multicultural 9ommunity," a bus‘tour to Redondo
¥

Beach. The buses left the hotel approximately an hour late at 4 p.m.

Although the trip was scheduled on the program, it was considered by

’

many to be an optional activity. It is difficult to know exactly how

manyvof the parricipants mad!fthe trip; however, . approximately 90% of , N

i
R
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the participants a;tendedf

Two buses sﬁutﬁled from the hotel to Redondo Beach. It was a bright
and sunny day. Confe?enqe plannefs' inserted this activity during the
afternoon of the seqond day and if'préyidedxa relaxing retreat from the

méeting rooms and presentations. Thege.was some confusion in organizing‘c

the departure of the pa;tgﬁ}pants. Two or three trips were necessary

‘to deliver all participants to the site.

Redondo Beach was a pleasant mixture of beach, piers that contained

r

a variety of shopsd, ard apartments huilt on the shoreline. Thefe was a

" magnificent view of the beach and sea. A huge harbor with individual

moorings for small boa® was part of this complex. Runners, skaters and

cyclists populated the walks and reflected an air of care-free living.:

The most interesting part of the beach Qas the variety of bu@iness

or

-enterprises that existed on the pier. The pier projected into the water

for geveral hqﬁdred yard#; shops lined either side. .Ihé visitors eggld
walk out onto the pier, parallelsﬁhe shore, and then return. The shape
was similar to a horseshoe. -Théﬁghops were as different in content as
were their operators. There were Chinese restaurants, Italian res-

t‘géants and bars, Greek shops and food establishments, lobster houses,

rfaas food chains, jewelry stores operated by Orientalé, etc. This was

>

truly a multicultural community in operation.

Many of the participants purchased souveniers of the area -- 1i.e.

,objects from%lthe sea, purchaseQ ‘'with Redondo Beach written on them,

jewelry, balﬁbons, etc. - Sqme basﬂkd in the sun, walked in-che“s&nd,Aor

‘discussed conference matters over ‘a snack.

When the time came to return to the hotel the bus was waiting at
» C ’ :
a convenient spot where all could see it. Departure was easily handled.

t . P |
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All enjoyed the trip and promptly upod return to the hotel the.grdup
prepared for tq. buffet dinner? ' |

The confévénce planners are to be cgngratula;ed upon tﬁéf timing
of this outing and the particular place chosen. All thofoughly enjoyed
the experience. The opportunity to leave the hotel, walk, and enjoy the
outing did much to rekinélé enthusiﬁsm among the group for the remainder
of the confé?ence progr;m.

The buffet dinner provided a pleasant eating experience. The meal
presented the oppoa;unity to talk of the visif to the beach and con-

ference activities.

48



CHAPTER FOUR

.
: ,—Af~

" CULTURES OF THE RCTR CENTERS’ ‘

&bMMUNlTY BASED EDUCATION TRAINING CONFERENCES

Henrietta Schwartz

L. INTRODUCTION AND PURPOSE

I U

The f:)u;_Igzcher Corps Re‘cti-xitment and Community Technical Resource

(RCTR) Centers planned .a national, commnity based education train:l.ng
effort with the specific purposes of trainsmitting common sets of informa-
tion, skills, behaviors, and~attitudes. Why not then have one national
effort? Why have four separate regional events? The four regional con=
L ferences were chosen as the mode because another aim of the conference
organizers yas to accomodate individual project and regional differences
and to reduce the anonymity of a large, impersonal training conference.
By attempting to "model” .collaborative planning and decision-making be~-
havior, the conference organizers hoped that the process, as we11 as, the

. *information. shared during the training efforts, would be 1earned by the
participants.' The aim of each RCIR Centex’ was to create a-temporary

. system with sufficient cognitive, . affective, and ceremonial _appeal to
provide total imnersion_ .for the participants'; into the complex worid of
commnity involvement with schools. The organizsrs wanted to create a

* climate or eth%s, and a set ¢f patterns of learned beliefs and behaviors
which would be powerful.,enough to persuade participants to take these
beliefs and.behav'iors home and ini:orporate them into local projects.

~They wished to create a culture and to diffuse elements of this culture to

o L 49
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: planners and officiators —= those who cﬁntrol the "air time."”.

!
all projects. The vehicle chosen to create this &ulture, this intense'

temporary system, was a threé~day professional training conference in °

¢

the retreat made. .

The professional conference is the most frequently created temporary
system in our soci ty. For example, according to the "Chronicle ofTHigher
Education,' each year educators hold over one, thousand prof\bsioﬁal

meetings or copferences. The conference is a unique element of our Westernq

-

>
culture.l These recurring, periodic events can be viewed as a subculture

'3
whereby a distinct group of .individuals, who share the common elements of

i
the mainstream culture, gather to establish, reaffirm, or ‘celebrate their
unique identity. 'The conference or professional meeting is a tempora?y

system with short-term goals and a$high level of personal and group in-

.tensity during the course of the meeting. The dictionary definition of

}conference" indicates it is “"the act of conversing or consulting on a

serious mstterf' or "a formal meeting of a number of people‘for dis- .

cussion or consultation." Consequently, the most precious commodity hik,?
during a conﬁ,eg:ence becomes "air time" == the, amount of time ‘one can -
legitima_E{y hEyd the attention of the group or, pf important individuals.

The allocation of seconds, minutes, and hours to individuals and groups* ,A%:_

,.' .‘.!‘

for conversing and consulting becomes a primary focus of the conferencef"

All participants recognize that they must re-enter the permanegtff;f
. - . '™ & PR

systems of which they are a parth"backlhome." Frequently, the most in-

R

teresting result of the human dynamics at a conference 1is the»extentf.

U R

| g. .;.
1 Culture here refers to the lifeway of a human group, habitual patternsn P
. of learned and inherited beliefs and- behavior. PR ‘,4”.
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and kind of impact the temporary system has on the host group and on t_he_

larger, more permanent system(s) back h\ome. The conference. d’}velops a -
lifeway of its own which does have implications for the spon"soring group.-
It would seem that the notions drawn from anthropology of cultural uni-
versals and of rites, rituals, and: ceremonies have’ usefulness as a.
framework for viewing‘ the evolution and impact of a_,conference subculture._
The four conferences, under investigation are I'bnoteworthy_lifn this :light
since they had the’ expressed purpose of chlture buildingi - i.e. "creating
a sense of community among the participants, socia,lizing newcomers to a
recently crested role in feder.‘al proJects (chairperson of the community
council), and introducing them -to r‘the responsibilities of the role.

. ; [
The purpose of this chapter ;is to present an oVerview of the Culture

,\_,'. ) ¢ . 5 « ) 4
*'o‘f 'v:he f'our con‘feﬂences, Eo traco the common themes among\ the four, and
Sy . k
"a*%.p describe the unique,, ele‘ments of each. 'I'he al hor first presents the
_.,m.,av,‘—" 21 _.',4/; "

R anthropclogical f’ramewotk and. methodologies used Co,#generate the data'

]

¢ .(:a»-related to the comtnonal:k&ies and qniquefnesses of t%e‘a féur con?erences.

L ) e
Xﬁl a mu Ty, fa*ion,, a d'e'scriptifn of- the similarities and‘ differences
'ﬁmon Il:(dfourg ‘events iﬁ presented along with a ;lpok at: the focal

»,
%‘h s of this ionaI ef‘ﬁort.f&'l’herviewpoiﬁt t/aken& is that of the
ol

Nﬁsnthriﬁblbgist using thé o‘nstructs of socfaliwtion, t:lte rite o.f pessage

e

s,;a«nd the rites of ‘.solidarityﬁ and inte’nsification for
: &

fbr d.adivid %
ﬁ e g [ .\ ¢

)
’v i groups. The conferentes can also be viewed as a ceremony of separation
e . v //L R
’ "f which became more. ineense with*each r;egional event. Finally, . a composite

3

?’ Wrofile of thgj national gbnfé“i'ence cultﬂu;e is preaented and an impres-

-~

(: . sfbnistiys&nary of the ’outcome,g is offe&edt‘ It s’ the wise reader who
| ~ ﬂ“’é "a > 2. “ w
- remembeés the», ld Chinesé‘ proverb which saye? One sees what is behind

"'-,_f-fone s:.eye,s;' In .this case, the 'pic,tures presehted‘ a‘re ‘the synthesized

¥ ’ R :’ :‘.‘ "' ) K ’ . .l [ . v ‘\". ) '
i"' ' .,;r l . 5 . . . o e ' ‘.‘ ‘ . . | e T & ; ’ : '..
- i o At Lo S

_’_.:»v“. ’ -‘H L . --_. .i. . ' . 'a.‘
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mind's eye view of the five investigators who functioned as nonparticipant”
observers of the national training efforts. This view wag synthegized

"f.rom the four individual conference reports which were prepared after'

each conference. . v/’/;

II. ANTHROPOLOGICAL CONSTRUCTS AND INTRINSIC EVALUATION

Bach of the original‘documents describing the culture of the four
conferences tried to provide as complete as possible a view of the

structure, function, and processes of each conference. In each {e;ort,
the investigators' task was to document the culture of the confefence

and the participants' responses to the experience by using nonparticipant

observation and content analysis as the chief data collection and analysis

tools. . . . \

It was assumed that any kind ofvgrouﬁ.livihg implies imposition and

[y

'~ attendant straine. Conferences are a ngm of group living and, conse-
quently, create strains and/or tensions. Participants were engaged in

~ habitual behavior while trying to learn some new ones. The nature>of

]
the assignmentimandated an ethnographic approach.

A. Cultural Universals

One of the functions of the‘echnographer }s to document those ten-
sions aﬁd how individuals and groups cope with them. Further, no one comes
to a conference as a tabila rasa; 'but each participant bringe with him a

background of valuee, no , epecfhl language, technology, economics, de-

" cision-making modes, and-notions of eod&al structure. Ihe interaction of

these habitual patterns wfth the new ones related to conference partici-

pation may result in learnings, conflicts, new relationehips, or any com~

3
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bination of these events.

One can view these phenomena in terms of some commonly—-accepted an-
thropological constructs called universals.! These univér:uls are learned
by neophytes to the culture as they interact with experienced members of

the group and learn the values, skilis, knowledge, and attitudes proqpted

at the conference. This whole procedure is known as socialization.

There are about eight universal cultural components which 8gun be
identified. Each group has some way of han&%ing these universal aspects
.of behavior, bu}}}&ch culture or subculture displays a unique way of doing .
.80. These uniquenesses are highlighted during the conference == the cere-
monies, rites, and rituals of the professional groups. For example, all

cultures and subcultures have a value system which indicates what ought

to be rhe preferred ways of doing things or ‘believing what is good and

what is bad. All have a cosmology or world view whidﬁ specifies whai.con‘

stitutes reality in their-program. Each has some form of social organi-
zation which governs individual and group relationships even to the‘boint
of determining forms 9f verbal address. Each system has a teuhuology,
aISody of knowledge and skills used to'perform the tasks nécesaary'for the

~—a!

system to function and survive. There is an economic system which reg- -

ulates the 'allocation of goods and services in the p{?gram. Further, there

is a form of decision*mak;u;_or governance or political system regulating

LY

individual and institutional behavior which ‘specifies how decisions are

made and who participates in what decision. Typically, there is a speciall

*r language uniquely suited to the focal activities and known to the ini-

4

*
.M. Herskovits, Man and His Works. New York: Alfrqé\ Knopf, 1949._|

33




i#

T
L 3 .

tiated. Finally, there is a socialization or edycational process which
'regularizes the transmission of knowledge to t.';e unlearned ones in the

group. This is only one of many conceptual 'frameworks which anthropolo~-
gists use to look at the world. However, it seemed particularly useful

in descrijfing the events of the four. conferences. It 1is this model

. which is used to synthesize the qulitatl&f‘indings generated by the

four reports prepared by the ethnographer teahs.

B. Rites and Ceremonies A

v

As common practices among the four conferences are ‘revealed, they
will be viewed in light of the nature of the socialization experience’,
For example, s’&ne of the common events functioned as a rite of passage,‘l

a process through a change of status from newcomer to accepted member of

., the group, from follower to acknowledged leader. The rite of passage typi-

" - cally involves three states: separation, transition, and incorperation.

A public ceremony celebratgs the conclusion of the rite, such as a mar-
riage ceremony or a pubért:y ritual or the awarding of a certificate.
The ceremony. lets the rest .qf the group know that the individual has "

achieved a new status. Rites of solidarity, in which the group reaffirms

'its identity as membegrs of the "Teachgr Corps family,” and rites of

. ‘o ”~ . s
intensification, when the group renews its commitment ‘to.the core values

N

{

bf the \program in preparation to -act as a group against threats from.the
"outside,” are also identified as common elements of the four conferences.

In those. instances-'where one of the four events featured a partjcularly

l Arnold Van Gennap, Rites of Passage. TChicago: University of Chicago

Press, 1962, ' - P

{
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effective unique rite, ritﬁal, or ceremony,‘thia singﬁlar experiencé is
described and analyzed. }&nally, the recognition that this event was
the last large groub a;tivify sponsored by the RCTR Centers gradually
evolved into a subtle car;mony of separation. This is described and
analyzed from the perspective of - closing one phase and preparing the
group for hnothcr stage of development. o ®

It should be r;membered that the focus here is descriptive and not

comparative. However, it should bé‘stated that in some ways the comments

are evaluative from the perspective of an instrinsic evaluation mode.

C. Imstrinsic or Goal-Free Evaluation

.The five major expressed goals of the conferences stated earlier
a;d the effectiveness of the training in the four skill areas are viewed
as global‘goals for the national effort. Had the conferen;e planners
wanted‘speézz;c_1nfotmation‘concerﬁ;ﬂ§‘how much paf%icipants 1earne§ at
each conference, a pre-test and:§§oét-test of knowledge gained might
have been uﬁed.‘ Had the conference planners wished par;iéipants to demon~
strate skills in collaborative decision-making, for example, a simulation
activity to perhit demonstration of learned behaviors might have been
planned at each of the four conferences. However, the conference planners
had only three days in which to dq many things. Therefore, any assessment
of goal accomplishment had to be fiewed 19 a kind of goal-free1 evaluation
frﬁqeﬁ?rki The goal-free model poﬂ‘ls that if the intended effects are

being achieved, they should catch the attention of the evaluator and be

revealed in .the behavior, self reports, and assessment of participants.

* The formative and summative evaluation forms 'tépped pafticipants' re=

2

1y, Scriven, "Goal-Free Evaluation,” in E.R. House (ed.) School Evalua-
tion: The Politics and Process. Berkely: McCutchan, 1973, pp. 319-328.
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sponses to Ehe statements c‘on;eming goai .accomplishment' and were sum=
marized earlier 1in the chapter by Olson‘.

This flexible :l.nﬁr:l.ns:l.c ’nlution ‘.approach b'aﬂi*.-“ other advantages.1
Intrinsic or goal-free evaluation may detect unique accomplishments and
effort‘ not pllnned for by the plannors. Frequently, evaluators find what!
they are told to look for and little else. They tend to ignore or over-
look that w'h:l.ch is not related Eo a stated goal. By using both _wproaches
== that is, viewing the’pa'rticipanta' responses to the formal evaluat::l.?n
which tapped the conference goals, and then, using the ethnographic method
of attempting to capture the climates and subcultures .of the confer-
ences without concerted attention to program intent -— the investigators
were able to discover .‘those serend;l.pito;xs elemeats—af the activities which
were both produ%t:ive and unproductive. ‘For example, if ‘one of the unin-
tended results of the national effort wa-a/ f:o let particip&nts\k'now that
much time and a lqné attention sp;n were valuable characteristics :I.nKa
comuiunit:y c}:ncil chairperson, then the long and full agendas fpr each éf

the four éonferences accomplished this purpose. « S

‘

III. THE METHODOLOGY AND LIMITATIONS

The data generated -for each of four separate reports documenting
the culture of edch of the four conferences was collected by nonpa%tici-
pant observers work:l.ng'_iﬁ the naturalistic inquiry mode. Thematic con-

t:et;}: analysis was used t_io:- erive patterns from the data. A more complete

l G.F. Kneller, "Goal-Fzge Evaluation.” Evaluation Comment. (1972:3),
PP 7-80 # } \

s 65



description of the research techniques used to prepare the four individual
reports may be found in a variety of other sources.l The multiple metho-
dologies 1ne1uded participant and Ponperticipant observation, formal and
formal interviews, analysis of demoéraphic data, content analysis of
nference documents, poat-meeting reaction sheets, and the reports of
other evaluatygrs. .In combination, the data allowed for a comprehensive
description of each-conference culture. ‘

To prepare the syetheais presented here, the four individual confer-
ence reports were content analyzed by theme in each of the cultural
universalvcategories described earlier. If a behavior or theme appeared
in alllfour re;;ort:s, this item was coded as a ?uonality acrosls the
cultures of the four conferences. If a behavior or theme appeared in

Just one of the four and had some impact on the ethos of the conference,
-

. hY
then it was coded as a uniqueness. For example, all four conferences

used a cartoonist documentor as ope-of‘,*

concluding events. His func-
tion was to graphically capture and ,tet on important events in the
three days. Several of the over sixtykcartoons he used at each conference
were used at all four of them; others were unique to'a given conference.
But his function in the national picture was to reinforce core values
and group 1dentity; 80 his presentation beceme a rite of solidarity and,
in two of the four conferneces, a ceremony of separation.

When there was some question about the findings reported in each of

the conferences reports, original field notes and conferences materials

- 1 g, Schwartz, "The Culture of a Conference: A Goal-Free Evaluation of

the Youth Advocacy Loop Conference.” Student Initiated Activities:
A Strate in Youth Advocacy. Teacher Corps Youth Advocacy Loop, Uni-
versity of Vermont, 1978. - -
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were consulted to clarify coding. Finally, three members of the investi-

gative team were consulted and consensus was reached in the cross-con-

ference analysis.

Limitations

This summary study has the same constraints as the four original

conference reports. To quote:

Given the limited duration of the temporary system of the confer-
ence culture, some structure was necessary and, .as such, may have
preyanted the observers from capturing elements outside this struc-—
ture. The cultural universals structure seemed sufficiently global
to incorporate most of the data collected.. There was no time for
indepth key-informant interviews with all principal actors in the
culture or for a thorough analysis of all conference materials. The
small group sessions were observed by one member of the team, while

the large - group sessions were observed by three persons who then

had an opportunity to compare notes and validate observations.
Finally, as in any research activity, the investigators' own biases
and limitations must be taken into account as one reads the findings
presented in the next section. ' '

The specific limitations of this synthesis are those of any secon-
dary analysis with one caveat. This secondary analysis is being
done by first~-hand observer of half of the conferences, with a
review by two other observers who observed all four of the con~
ferences. ' '

IV. COMMONALITIES AND UNIQUENESSES AMONG THE CONFERENCE CULTURES
L 3

Certain themes permeated the formal and informal activities of all X

four conferences and were consisteﬁély commented dpon by the observers.
These themes characterize the climate or ethos of the national RCTIR

training effort. They were:

’,

o Sharing of all of the resources of the group, ag expfessed by

courtesy, hospitality, equal digtribution of resources, and exchange of
- successful and unsuccessful practices. In three of thefffour conferences

there was an expressed trust level for other conference participants or

% | | g SR 6 7



one's "like number.” In the fourth conference it was expected that
experiences would be shared and rationalized with staff members of the

other projects. At times this became a competitive word game..

o Task Orientation, as expressed by a no-nonsense attitude toward the

work of the conference, the demands made by the conference leaders, perse-

* verance, note—taking, attontivonns,, participation, and inplicit and ex-
pressed cémmitment to the importance of the tauk‘. Three of thoiconfor-x
ences featured participants.who were, for the most part, accopti;g and-
who did as they were told. In one of the conferences, panicipantl
adopted a bit Af a "show mc"/‘;ﬁpo-ition -- a questioning of the demands
made Sy conference leaders and ready attention only to those tasks which
were perceived ae'pfoviding useful information:

o Respect for Leaders who displayed expertise, humanity, humor, re-

spect for tradition, organization, and exhibited a sound knowledge base

which they shared. ' ' 4

-

A. General Principles of the Conferences Planning

Those responsible for planning and ‘opérytidg the conferences, the
national plann%ng team and the four RCTR Center directors and staffs,
segm%pgfgfhad some ground rules for establishing the cglcure. The opera-
t;é; assumptions yere: ’ .

l. Group dynamics and"modeling behavior count. The conf;rence

staff must show people how to work with each othdér by modeling

such behavior among their group and with participants.

2. Everything must be planned carefully; but, if necessary, change

_{; ‘ the agenda to meet needs. In two of the four confergpées,f !&;
e - ' SR T :
firtt hand was “kept-n the agenda, and the allocation of gimeg v
3.
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' about the expectations for personal behaviors and
N ‘

. conferences, the consu

In anothér, Fhe eXpectation was that there ﬁould be some changes
e to be accommodated and not tés1sted. In the fourth, there was

o

staff-expressed resistance to changing the -agenda and program-
ming, but ﬁltimgkely, partiéipants were accomodated.
3.. Go'hédvy on staffing. HiéeAche best unstintingly. At oné;confer-
ence the hired'coﬁsﬁltant group was relied upon to smooth over
. the rouggﬁapocs-in the agenda and to come through in a crunch.
.For ghe,ﬁos: pgrt, the staff and consultants rarely got'ian each
other's wéy, Hut instead, complemented each ocher;‘ .
4, ?Prbvide tiﬁe for‘recréﬁtioh and attend to the_creature comforts
. of fﬁe p#;%igi%anis.A Iﬁ three of the conferences this was done -
" by pr;vidinglﬂpreaks, ﬁrovidiﬁg carefuily sglected ‘“menug for
meals, dgﬁién#tihg fest ;reas, ﬁroviding coffée and other re-
;.ﬁres%ments, and” allowing for 1nd1v1&uai,-informal interaction.
.One agenda featured a field trip by‘ bus to Aa local tourist
attraction during the'déy. Another conference exchanged food
for timé}' The heavy schedule was ;aécompanied by a constant
floq of’?oked,,QOAa pop; fru{t,'cbffée, etc. In just one of&
the four conferences werév a few cqﬁp;aints noted concern;ng'

. food and accomddations.

v EY
.
g . st
Y

At two of the conferences, the consultarts

i staff were instructed

L7

{

style. In one of the.

nstructed to be down-to-earth, open,
and accepfing. At another tﬁey. wer %oldj‘fo fbe folksy.': This was
perceived as égiﬂeap; of‘b;ing effective as ap expert and yet not aliena-
cing clients. This gtyle is unique to‘ﬁhe coéferenée regidn. The per-

PN
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‘formance of this "folksy" conference staff demonstrated that experts in

group relations sheuld not be overbearing or seek any kind of special

" treatment. The staff demonstrated that warmth and expertise could both

be shown in an appropriate way.

.

B.._ Scheduling the Conferences

. In three of the four conferences, the commitment to task and .the
need to impart the makimum amount of information in the limited time man-

dated the heavy and tight agendas. In the fourth, staff seemed to assume

!

the information orientation of the participants called for twelve-hour
hY . . T

days, but with long break times., During the breaks, participants could

seek out individuals from the Teacher CorpsTNatignal Office and. interact

',with/these information beargrs. All four conference‘ schedules called

for a'meshing of large and small group sessions.

In two of the four conferences, largé&&roup sessions usually featured
a lecture with some‘time for questions and discussion. In one conference,
where the message that information-is power was repeated frequently,
visual effects were frequently- employed, thereby reducing listening fa
tigue. In one conference, consultants were specifically instructed
not to use lectures, but they could do a lecturette —— a short, pithy,

humorous talk to the large group of fo more than fifteen minutes, to be

followed by activities, role playing,»show and tell,. etc. Ihe amount

and high quality of the pre-conferende'”dress‘Tehearsal" enhanced the

- . ‘
N . . ‘ i
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and a richness of materials and services to be envied by any consultant.
The hotel facilities were more than adequate'in terms of the resoufces

provided. In two insﬁances, hotels near airports were used; in-the

' othier two, in-town hotels were. the conference sites. This is noted as a

preface to a comment concerning participatidn in the planned activities

a

of the four'conferences. Across the four events, attendance and partici-

pation in the formal agenda activities were well over 70 percent. Con-

ferencés held at’ airport hotels had slightly better attendince ratios

than those of the 1n-town.group.

C. Respecé for Leadership: Culthre Heroes
For the most part, the staffs of the four conferences performed

their roles” with confidence and energy, and demotistrated the power and
’ t

skill to adjust and rearrange to meet particlpants'ineedsQM In one con-

-t

ference, the ability to regroup after a.slow béginning was astonishing;

at another, the staff diéplay of warmth gnd acceptance immediately put

)
. ® :

newcomers at ease. The consistency of this staff's hospitable behavior

and the smooth program flow accelerated the development of a productive

culture. There was a congruence in staff behavior among the four confqi-
i

. ences because many of the same people were 1nﬁolved in the same slots on

each of the agendas. It was the participants who made each conference

culture unique.

Although all of the particihants were related tdﬁ the community

efforts‘of the Teacher Corps Program and many were chairpersons of com-

‘munity councils, the four groups were very different. Two of the groups

were ethnically and demographically very diverse: one was largely urban,

‘and the othér was ethnically quite homogeneous -- small town and rural.

62 71 .
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é not only respected compe-
e

ce, but demanded it. They were impaﬁibnt with leaders who gave them

. vi

informition they did not percieve as useful. For the urban group, the

It should be noted that the urban grou

culture heroes were those who could share useful, “"powerful,” "“inside”

information. ) . _ l :

'u

Participants in the small town, rural group were aware of the rules

of conferencing in that they played the,role of neophytes,j'f;'
and warm and -beautiful people. Conferences tend to exaggerate roles.
What emerged in the small group work sessions, however, was a cadre of
indigenous, charismatic leaders —— persuasive, charming, “§mart, and able
to show opposition to the "experts” when appropriate, but always politely.
Another conference had groups of participants from big cities, small
towns, Native American reservations, and a cross section of Middle Ameri-
ca. This group responded witn perseverance, reticence, and.near passi-

vity. Few spontaneous leaders emerged, with the eXception of several

American Indian malés who were viewed as exotic by the non-Indian partici-

pants and, therefore, mere accorded special attention. A few, relatively

sophisticated women from urban settings emerged as informal leaders
. . ‘ ~-

in small-group or after-hours settings.

The fourth and most diverse conference group represented a wide range
of geographic and'ethnic backgrounds. Their "back home" settings had
little in common with one another; consequently, their.responses to con-
ference events were diverse. They acted appropriately in the formal ses—
sions, but there was much conqgrn with local affairs in the small group
and informal interactions. Seemingly, local events shut out consideratidn
of the conference themes the first da; or so. They respected competence
and organization and generAlly followed staff leads. 'They respected di-

"4
<20
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the duration of the conference. These, commonalities were more evident

2

. L -
in their responses to one another than to staff or conference tggmes.

D. Cultural Universals ) _ : .

In viewing the four conferences as subcultures of a national cultuse,

!

certain patternsoemergéd. In terms of the eight universal patterns,de-{

scribed earlier, the commonalities and uniquenesses of the cultures of the

RCTR Ce r's national "Community Based Education Training Conferences"

can(be described as foliﬁws.

Cosmology. The comﬁbn(eleﬁents of reality for the four groups included:
a belief in egalaﬁarianism; ‘parity for community input into project
decision-ﬁaking; understanding of the dual—role of the édmmunity chair-
person as a'policy-maker and as a community leader; th; problems related
to low status of the;role; and the need to exercise community leade;ship,
éollaboration, and'powerfbrokering as Btrategies to accomplish project
goals. Thevnewness‘of ;he role and the needﬁto establish a power base
on an equal footing with the school and university was thé framework for
many of the events for all of the confefénces. In two of thé-four,‘much
acteﬁtion was paid to "children as a valued resoﬁrce." »

Although the commonalities predominated as cross-conference themes,

each conference was a unique subculture; therefore, each had a slightly

' . different view of reality. For one of the cohferences; the expectatidn

and behavior was that the RCIR Center staff was to maintain a low profile

and not exefrcise direction over the time allocatiops of the conference.

-

This had 1 élications for how this precious conference resourse wgs used.
“ . . w - .
In agother one of the conferences, staff was expected to be, and was,

3

-

a
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very visible., "As a resﬁ v ., staff enforced
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'bi ity v.in conference ey nts" ‘ﬂpe realv:l‘ty for this group was focused on

» ® . -

“w . .
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;;;nfpce of g\d;xahtp aﬁ knéﬁledge’acquidition for ‘the community.
: .,,' 7 Jx> T
r-»,.i I'he con.fer cg whiﬁh hag.ehe most divei%e\fkroup of participants fea-
tured planning jjﬁ;ﬁkey to‘d%wer for she community chairpersons, but par-
ttcipants were not convinch éé the veracity of this emphasis by the con-
. .,
ferencg staff. The ad VQtieg of this conference stressed the role of.
the chairperson as a community leader rather than as one who could achieve
parity in the policy—m;;ing structure of the project. In this group, the .
RCIR Center staff and the consultants responded to problems with the
agenda by rearranging and regrouping individual sessions,
| In the fourth conference, the Teacher Corps Washington staff was very
visible, and the participants perceived themselves as having status and>
power., Contrary to the other confereces, these participants were not
passive or conforming. Rather, they adopted a "Show me, I dare you!" atti-
tude and insisted'upon obtaining answers to their questions regardless of
the item on the agenda. Realilty for this group'might be described as
"Information'is Power.” Therefore, requests for information h:g;to be

instantly accomodated, for the participants seemingly were " §eekin power
\ g

in policy-making at the project level and beyond.
. ) N 'Y )

Valges. The preferred ways of behaving and believing -— whichy,were the -
“T;ought"‘statements for all four'conferences — stressed sharing, courtesy,
hospitality, respect for status, respect for expertise, concern for equi-
ty and héing open and“friendly. In three of the conferences value is shown‘

for an active demonstration of'task orientation and exhibition of trust.

" 65
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in two of thevconferences,,the norm for attendance seemed to be full parci-
cipation or absence from a session; in'the/other two, participants couid
attend parts of sessions and come in and put without sanctions.

. In the conference which had the most homogeneous population,,time was
the most valued commodity, and a “down,home“ version of group dynamics as
a process for accomplishing conference goals was prized. This group
vained humor,_optinign, input from the local level;.and an active respect
for regional traditions.

In one of the cbnferencis, there were evidences of tension between
two of the values — respect for the persons of status or in status posi-
tions and the concern for equity. This_tension became visible in the
allocation of time and'in deciding who hao-a more legitimate‘claim on
the agenda -‘paxticipants or consultants. . ,

In the conference which featured a- re1ative1y sophisticated urban
participant group only those leaders who could privide “inside infor-v
mation” to participants questions were given deference. |

It should be noted that in the areas of Cosmologz and Values, the four:

conferences had more commonalities than differences. The national plan-

Q‘ni g effort did establish a framework, a world view that was, for the

V.

":t, accepted and implemented by each of the four groups. None

. 4
of the*hnique features noted in either area were sufficiently atypical to
subvert the purposes of the national training activity; and in one
instance, the uniquenesses enhance& the effectiveness of the event.

4

Social Organization. The patterns of relationships among the various

roles and role incumbents across the four conferences displayed regular-
ities of association along the lines of age, experience in projects, ex-
pertise, formal role; sex,.and relationship to the Teacher Corps National

, ' ®
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Office. That is, at all four events, young people tend@dvtd® '-'int‘eract
* A
. . PR
more often with other young people than across age lines, Wwomen spent

more time with other women by sitting together during sessions, meals,_
! - \ .

etc. Consultants interacted more often with other consultants, staff

persons with other staff persons, and "0ld Timers" more frequently with
other "01d Timers." "Like numbers” in projects were more often seen in
each other's company than were cross-role groups during‘xe formal and
informal sessions. 1In three of the four events, the informal, inta’
pro Jeci_t grounings determined seating patterns and choice -of partners for

meais; etc. In three of the conferences, the racial or ethnic affiliation

. of the participant was related to seating patterns and choices of compan-

"vions in the informal settings. In three of the four, a relatively flat,

~

dual-status hierarchy of participant-presentor existed.

In one of the conferences, the status of the participant was related
// &

to the formal role held in the project or in the conference setting.
Leadership was attributed to directors, consultants, and federal officers;

perceived low-status participants were expected to be passive and non-
4 ¥
assertive. They were. For this group, cross-role interaction was ob-

served almost exclusively in the informal, after-hours settings. During

AN .
the formal sessions, deference was given to consultants and presentors;\

.
and they were not questioned or challenged.
AnotHer gﬁoup featured a pronounced status system with special privi-

leges and'special deference being given to the consultant group, and more

particularly, male minority consultants who could vio],gte the norm of

courtesy with sanctions. ) ‘ W‘
A

The most homogeneous partj.cipant group of the four conferences en-~
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couraged and rewarded extrovertive Behavior from participants 1nA;ontrast
to the pas;ive and non—agressive behavior expected by the first group d;-
sc;ibed above. In this group, leadership could be gained by parci;ipants
who madé meaningfhl, hqporous? and well-presented contribgtions to discus-
sion. Status was shared among presentors aﬁd participants, depending upon
the'siFuation»aﬁd the quﬁlity'of the input. .

In the fourth_group, there was, again, little distinction among par-
ticipant and present;r, but this was aun unéxSécced behavior on the part
of pafticipanés apd not entirely weléomed by thé consultants or staff. In
this group, everyone penceived himself or herself to)be anéiexpert" with
special deference shown only to thoqe persons froggthe Teacher Corp;

\
National Office who had access to "inside information."”

Socialization. The strategies used to regularize the transmission of the

knowledge, skills, beiiefs, and behaviors of the culture to the newcomers

which were common to the four conferences included much modeling behavior
. %

on the part of the RCTR Centersf staffs and, to some extent, on the part

of the consultants. At all four events, staff were attentive, attended

almost aii sesSionét and quickly and -openly shared , information with

mers, botﬁlformally and informally. One conference buI%t time into
: 4 o;gpeer.sharing. The gentle training oé newcomers
was ;f hallmark of the national effort with much patient one-to-one
1nsttuct16% by the experfen;ed to the neophyte. Positive réiﬁforcement
was used to transmit 1nformation and skills to commun}ty council chair-
-'Hpersons, and oﬁly :ﬁrely’ were direct repriﬁands-useq when some sacred
principle was violated -; i,e. the principle of parity -- which 12 three -

instances was threatened by remarks made by a project director and once

'

~J
~J
.
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by a public schobl adﬁinistrator.

In thrée'of Ehe four conferences, negativé sanctions werg never ob-
serv;higand the model behavior igfluded encouragment; praise, applause;
and ve¥bal kudos for "Teacher Corps” behavior exhibited by participants,
especially newcomérs. | ' '

In gwo of~the three évents, peer and cross-role, after-hours social-
i;ing.was a major socialization device;‘ beihg asked to dinner or a
party sometiﬁes represented a "rite of passage” for the newcomer. Simi-
lar}y, in these’same two conferencggxithe large group training sessions

.
‘became rites of solidarity where the identity of the "Teacher Corps

'family"_was reaffirmed and "belongingness” Qas emphasized.

o
In one of the conferences, there were some "dropouts” who missed

whole sessions; in dnother;xtemporary non-participants clustered in®halls
and meeting places in the hotel to exchange or obtain "inside information.”
The most diverse group of conference participants became more trﬁant as
the c;nference days passed, and the most homogeneous group had virtually"
no dropouts because the absence of an individual was noticed and opeply‘
comnqued upon by peers. dverall, however, most of the sessions wére
well-atten&!ﬁ and this norm was tranémitted gently, but firmly.

There were gevéral unique. features to the socialization batterns of
three of the four conferences. ihe most notable are now discussed. In
the conference with the ‘most homogeneous participant group, natural lead-
ers emerged in a public ceremony resembling either a rite of passage for a
newcomer or a rite of intensification for the experienced participant.
In the latter ceremony, the experienced member of the group made -a public
announcement of the "éoodness" of the acgivities of the project in light

of the many obstacles facing the project. The speaker usually exhorted
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othérs to intensify chei¥'faith ih the valu; of the project to better
overcome the forces of evil. A mixed v&c;bulary of regional idioms and
Teacher Corps. Fechnical Jargon characterized these pronouncements which
were extremely effective. Those few participaﬁts who did wiolate norms
were mildly chastized and were viewed as "s;;w learners.” _An overt viola-
. tion of the norms brought visible staff and peer sanctions for those who
were perceived to be selfish, lazy, close-minded, and elitist in beliefs
and behaviors. Similarly, visible, large grouﬁ rewards and extravagant
verbal praise and déher demonstrations were given to those who exhibited
meritorious behavior. fhis group gsed negative sanctions for the consul-
tants who did not pfepare thei; bresentacionb or violated the ch;;e.glg
in their presentations and Qeré not "Brief,” "Brilliant,” and "Be Seated.”

In the conference featuring the most diverse group, an informal
buddy system developed where the experienced participants and staff de-
liberately sought out the newcomers to socialize them informally. In

the group where JInformation_Was Power,” the newcomer ﬁas encouraged to
engage‘ln confrontive behavior. This was the acceéﬁed way to get infor-
matidn. Deference was, by example, reserved for VIP's, and newcomers who
attempted to give deferenc® to others were mildly ridiculed by the old-
timers. The socialization of consultants was dependent on reprimand

from participants and staff. “"You did not give us the real dope on

" This adversarial response frequently forced

¢ .
consultants to change their plans and respond to the expectations of

the small group they were working with.
Overall, the socialization devices were positive reinforcement,
fotced mixing, one-on—one activity, and respect for authority (variously

Ldefined) Observations of the four events revealed that no.one was ever
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- expelled, excluded, insulted, or ostracized. Inclusion rather than ex~:

clusion was the modal behavior at all four events. - 7
. . / :

Technoiogy. A well-established body of'kn0w1edge and skills was demon-
;trated to participgnts to aésist them in performing the tasks decessary
for their projects to fupction aﬁd survive. The confeFences used various
displays of "high technoldgy" f; sopgisticated mechanical and hudioéisugl
equipment, in addition tq compiex evaluation device@'ﬁnd processes, and
{  rich and varied oral language patterns. In one'or‘two instances, art
'obje.ct:s were used to .describe the ethos of a local project. Theri were

more commonalitié; across thé four ggnferences in this aspect of their
national culture than in most Ather areas. All Jsed.varied instructional

i,v ° 'modes and materials to instruct newcomers, practiced éublic speaking
techniques, and fe;tured technical vocabularies replete with Tegcher

Corps jargon, group process phrases, good management axioms, large and

. small gro&p discussidns, and auch written material. Notetaking behavigr

was evidenced at all four conferenceé, as was 3iscussion, the use of
multimedia materiélﬁ aﬁd cartoon art. Three of the four used lectures

as a mode of delivery, and three used simulqtioh‘and fole playing as a

[

common instructional strategy. In terms of cgﬂtent, all éystems featured
/

informatrion ;bout techniques of planning, 1mpiementation, and evaluation;:
and within this group, two conferences stressed the planning process as
a major survivﬁl aevice.

The uniqueness had to do with degrees of emphhsis placed on one or
more aspects of the technology by each of the conferences, Basically, gll
delivered thé same content in different ways. For example, two of the

a

conferences delivered much of the norm socialization events in the‘denter-

’ ’ \ I ‘
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épohsored "Hospitaiity Suite” in rather 1Aforma1 meetlngs.

One of the conferences clearly defined "being folksy"” as necessary
behavior in thé group and admired those participants and presentors who
had "show and tell” skills. This group exchanged food for time on the
agenda quite effectively, and relied‘ on gxtehsive expertl staffing to

- transmit knowledge an@ skills 1h ?:parsimonious time frame, which per-
mitﬁed littlg Aéiiation. |
other gt;;p>fe1t that kno ’ggé and skills could be beqt trans-

- /

migted in a flexible time frame with built-in breaks and fun time in the

1)

age . This group also relied heavily on the tecﬁhiqug of "the expert
lecture” and description of theoretical models to transmit 1ﬁformation;

they also focused on organizational developﬁent skills r‘!uired by com=

- . munity council chairpersons or any leader to- acquire status pwer.
It is noteworthy that there was little humor displayed either by partici-

»

* pants or presentors in this, the most diverse group. The staff were

fteduently put into the'role’of "reséders" of the focus of the meeting
;n.the shifting eddies of the flexible schedulet
Two of the groups depended heavily on the use éf humor to deliver the
knowledge and skiL;s, but in very different ways. One Jsed idiomatic
“languaée and exaggefation, funny personal experiences and ridiculous stor-
ies to make a point. ‘The other group used satire, deliberate understate-
‘: ment ﬁgd sometimes cutting remarks to do the samé thing. In the latter,
-the staff frequently functioned as "rescuers"'to keep cutting remarks
~ from falling o&er the edge of insult or cruelﬁy. Given thg backgrounds
and expectations of the.groups, both techniques»we;e seemingly appropriate
-

. " _for their respective audiences.

: a ‘ »
In summary, the four conferences featured complex, tecﬁgalogigal,
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varied processes and products to function and accomplish their: goals.

4

Economics. The allocatiom of- goods and °ﬁ§VIces during each of the four *

conferences was determined by the staff. The conference systems were

surplus economies with the exception of air time which was in scarce

(Y]

. supply and was cJYefully controlled or captured and Held by presentors.

Participafits could have input into the system by -giving or withholding

participation in the activities or by giving or withholding their at-

tention.

Inzone of the groups, _the participants did make aNgnccessful attempt
to control thihtime for a goﬁ?ly portion of the conference. Qll four
events created'"havea“ and "have-nots” by the allocation of air time. The
status of being a "have” or “have-not":was deternined by’the-amount of
time any one or group'of individuals could talk to or capture the atten—
tion of the large group of participants. In small group sessions, there -
were nore "haves” and‘fewer "haye-nots."” P%EQootdrs at all four events
were the "hayes}" ) . . .

All four of the conferences featured a surplus of materials for
participants to take home. Fiscal supports for travel, etc.vwere more
than adequate, and the facilities and amenities ranged from adequate to
excelliht food and accomodations. These »a4enities and supports‘ were
equally distributed to all participants;. and where there - were some
slight inequities, like an inadequate room or special diet request; the
staff immediately attended to these needs. It was a most comfortable
culture in terms of physical well-being. Utilization of time was the”
ma jor factor;/in determining the' differences betyeen ‘a stable ecoyﬁny

* A

K3

and an uncertain one.
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In two of.the conferences the days were long ‘and loosely structured,
and ti vla‘s .not used‘econoii‘io’ally. 'Ihe nessa bein_g given was that'par-
ticipants' listening time was ‘infin_ite, and presentors talking time
- stret'ched on. ‘Par;iktpfnts' talking.r' 'ti"x“ne was limited. B _1 .
o .In another conference, the flexibility of the schedule was valued .
yoo .over the time allocation ‘itself. So much" time was" spent in discuss‘ion B ,
/ among l.;s;_taff consultants, and participants Qbout what should be done to #’
. the agenda to follow time for this..." or "allow time for.'«T that..."” > when'

o c the time: was finally allocated it. was d&nished conside.rably by the Ly
.“. . P ’ ‘ ~ R 4 . N "

4 time given to the discussion of its uti -ation.
[

Aroo- - e
E’* ‘ One of the conferences used this precious resource very effectively e
{_;L' azy ’ .. - ..~ \
K . .and ‘efficiently. Participants commented on and -liked the tight s%hedule, @_)

4 ' , I'd

.~lack oureaks, limited “time allocated to consultants, and buift-in “h .

participant discussion time. Much of this was ' cdﬁplisheu because ‘the

'center staff(put all necessary techniCal‘info tién in writing dnd sent , } .

it ahead to the consultants and then required a: structured session prlan,
TR ot S,

from each _cons_ultant. ‘A "dress rehearsal" _of presentations was, held"@

N - -»’? st ':':)u

.bef‘ore‘the conference with "hard nosed"-' critiques and threats of wha‘E& :_k &
Kalt W

K

e 1 " & -
3 . would happen to consultants who talked too long or.,lectured. _ Conse- fﬁ .

' quentl-y, there were fewer have--nots in this group than in the others.

. R
/ Part of the effectiveness of this technique must be attributed to the
: _fact that thdg was the most homogeneous gr.oup a}nd the group whieh- estab-
: ldshed norms most rapidly ;hrough language and othen/familiar backg‘rou-n'd o
. A L . . : Tl s ’ Co )
[P N - s Co . . T .7;- Lo
e .characteristics. / . o o o _ 3 S E

Y .

For the mosnt part, %11 involved in each of the conferences @&eived

3 ‘.equal shares of goods, ptoducts, physical se‘rvices, and suppb‘rt,. The only’ i
i ‘4.. X ’ , 3 . .
: observed inequity in the econ?)mic system had to do with the al‘!.ocation of. ‘

o . = P C e, A L. M - ) , )
. . oy . . . . . . N . '_-" , L. . -
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L e Governance. In this area of decision-making and those processes. which

e =-.'regulated the individual .8 gromparticipation in decisions and how

o .they got made, there we; o 'diffe'rences among the four conferences

-~

4 _ than -aommonalities. ‘ commonality ‘was  that decision-making in

-!\f directed.' biscussions were not egalitarian == there was no voting about

v, g

’ what would and what would not be, included in the agenda, and, in rare
i,nstances, in two of the pre-conference sessions, consensus was the mode

ubed to reach a decision. 'l'he planning for the four events was character‘ ;
A~

P ized by some shared . decisionﬂnaking, but the conference implementation
governance pattern was staff and presentor-directed. It is true that

¥ ' in three of the four conferences, some input from the participants

v £

concerning the schedule and running overtime was- allowed to influence a

14

decision, This same group exhibited -some influence and powed. brokeri_n_g

among consultants, staff, and old timers about small group sessions. -

Otherwise, the assum&tion was that decisions related to group behavior'

and conference flow was. the province of the staf’ and consultants.

. >

In one group) the responses to governance by .the ruling group re—":

4

i sulted in some: dropouts, an ex%sive examaation of leadership 'in small’
. A
.-and large group sessions leader-r

blved conflicts with one or two mild

exceptions, and passive acceptance o'.' decisions ' made by the planne‘ris"l

In another group,*’;there were again, a few mild éhaLienges to- some of the
. ) & - "- . ' -7 .

2 ' . . - ’

;, o . - 7@4

L
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.\'\

»

o . ?;'t". v ! '
%a ‘quarter of the time. Further, in the reso?ution of some of the issues,-

@;

¢ -
'..‘ r 3 Lh
th

'func'tional decﬁions, huf *he oligarchial leadership developed its own

¢

' oy
unique lifeway and parﬁicipants “expected them to resolve conflicts.

In the two moot q;‘vefne groups, leadership wvas challenged by partici-'

l'

pants, briefly lost am_i ,quickly regained by staff by reasserting control
“over the agenda. In one of those grﬁs, the leadership by the ruling

group was not accspted passively, but was actively challenged in a con-
oo “/ s
frontaton mode by, pprticipants. In the large group sessons, the leader-

L]

ship group,- using the person of a staff member, usually won these control

.

R

confrontations, but in the small group sessipns, participants f#equentl’y

took over thedagenda and the decision-making structure and did "their

‘own thing.” From time to tiug,é’ articipants resolved conflicts by prac—

L 2
ticing Barnard's prin&ple of author:ity1 and withholding their willing-

ness to participateH»n the proceedings. But;this behavior was not ex- '

»

hibited dun&ng those sessions when persons of status from” the Teacher

Corps National office were present, Lest this sound like a confrontation
_«, L
r

B W
co%ference, such was not the 'case. Of the tota% conference  time, par-

ticipants chaﬁenged the dec%sion-making %gcedures perhaps ~a total of

participants learned lessons about negotiation by' direct experience.

Fs

., .

l Chester Barnard. e Functions of themtive. ‘
University Press, 1968. .
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- .
-.( ' : R 1 .
S .
W ) - .




Language. The technical vocabulary known to the initiated was the topic
:;c’of each beginning session for edch of the conferences. Communication

' yas a'key goal of the confe:;;ences. Therefor'e, the language of the 'l‘eacher» ®
Corps Program and the projects was cwmented on,'and newcomers were
introduced to special terms like "intern," "RCTR,"A ‘site coordimtor,
Qprogram development specialist parity, collaboration, ‘ etc. "In . .
addition to the specialized vocabulary, the/ speech pat;terns of . thevﬂe- |
sentors were those of ed_ucated persot;;, even' when they ere beihg
"f‘olksy." Similarly, the participants' took care with their 'or’a'-'l com-
munication and spoke as they heard the staff and consul.tangs/q‘spéaking.--v

In three of the groups, the "old timers made ‘a ?’bﬁ\nt of exp.la#xing

terms to the newcomers in iformal and fo'i'mal c'e

‘the acquisition of the language and the technical

of the rite of passage for a newcomer, a wayd‘g *’

group.

In three of the groups,-."‘the lack + g
og terms like parity and cqllabo%tion did -.“
tion or facilitate the ynderstanding of na \

time was needed for the .newcomers to explore Qp‘&rac‘.”” A
e wEe e b!

the complex terms usedito escribe Teaﬁher Corps;pa:ocess s.

-
BEXY ,‘
& -

In one group, using ducated talk
¢

speech vas encouraged and the st users of ih ;

.:'lar wei?e high statu' persons. 'I'hg vernacular -enh.}éeed”commniv ‘

J <
Two of the four groups sprinkled group-process tern

iy P
t:heir speech and instructed newcomers in the arca:& art of .u

- ’*’

likenMay I respond to¥that?” and "Let mé see ‘if Io“réally hg.ard_dou...

Y % -
One group ‘gave status to and- encouraged .a,L\to use very asgphi}’!%cated
_ . Lo . ‘ YT
o R
4 i K N L, ] Cartges ; ‘ E
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But for the most part, thsq.anguage of the f0ur conferences did -
] :

':':Ti'what it had‘ ta. do. It communicated idessf skills, knowledge, feelid

l

beliefs s and explanations

bore values of the group and prepared thg:(“ﬂ{o ‘:f'l' 1 irm-their ?dentity as’ '.'j"
a national project to their constitue’ncie'sv ba'c éhome., It herlped'.com.
munity\chairpersons develop a sénse of 'solidarity' and .to intensify th’ei‘r

commitment to work with the projects in‘ their schools and communities. ‘

N

The language served as part of a succe sful rite of passage, rite of

Each of these public ceremonies

L4

. solidarity, and rite of Aensification.'

was marked by language and other symboli behavior. : -

o * T

® . - . . ) e ¥

L The inw\se three~day conferences held. in the four. separate regions o

of the'country did create a cros‘ fere%ce culture which permitted

comminity council chairpersons to

o,

; that they were t of a system
_g‘ LR '\5’ . 2% 5
- " beyond their own project. Each(of the four conferences did establish

.\‘\ .

. ' "its own unique sense of community with common elepents among tiéafour as
'Qx_, . 3, .

STl indicated earlier. Each established a network of relatioms&xfps contacts, 8, .
* < -and expert consultant so‘u‘ces which the community council chairperson at'

[

s

t‘ﬂe local level"” could dr Aw upon if they/choose io do so.

mr‘ Toel ,
< Each conference featured events tg :l:nduct newcomers, to renew the

v

y ,;,/ | ,Pnthusiasm of t:he --old timers,‘l anﬁt*prepare for the "back home" bat%le. ) A
- Each gave the participants and - t.,he consultants a sense of - status - I ‘am )

frthy as a person andﬁ workerén the project.’ Each conferoncel ga ve:a # ®
G | - » - K o - ‘78" .%‘1., 87 ) ':._'g; S .
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@ense of security to all --_ "I am no, o‘n_'e'f""z By providing participants

‘an” opportunity to relate to- other. mem ;rof their role group who shared

. -

' " ' b S »
similar concerns and problems, many B‘a'rticipants left with the feeling, '
"I am better off than so ’ach conference gave a sense of sociability
) g -
-, == "These are really -a nice group of people,; and I want to see them again."”
Any culture which can meet the security, status, and sociability needs 'w"Lf
. o . . ) ; ‘);-
of most of its members is a productive system. . [
l .
& ©
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o CHAPTER FIVE | L
_sH.0 Y PERSPECTIVES: WHAT,WORKED AND WHY

i . . ‘ . by . '&

lienrietta Schwartz

The preceeding chapters provide a reasonably comprehensive view of \

4

the national effort to train community council chairpersons in Teacher -

'Q- .

- N

«F

Corp’sjprojects." l'he first s*ion described the major .goals and object-

' 8" ives .of the training effort. To meet these goals, the planners' design

of the national training conferences f'eatured a set of common cores of

content: 1) ‘t.e history of the commnity effort in Teacher Corps, 2) The

- sharing of n beginnings at the local project level; 3) The two worlds of

the commanity council chai'rperson as a leader and .a polic¢y-maker; ané
4) ugys to use the tochniqsncgjf planning, _inplemle‘ntation, and evaluation s
to _operate a projectggauccéssfnlly.l In addi.tion,.’ complex: e’f:"térnaf and ,_

- internal evaluation system was used to measure the‘ degree to which the

goals were accomplishdd' and to detgrmine whether the means of acaomplis‘

<

Mt were apProPriate Fd productivec "”’*" - : g ) .’ | AR

‘ S_;veral sections are devoted to producat and process evaluation data.
“An extensive descfiption of the cultnres developed by the conferences, S
noting the uniquenesses .of ‘each of the four co%&rences &nd the comgonal- ;«’f{

ities across the four events,  is ‘presented., In sum:ry, what has gone

before’ represents a synthesis of volumes of data ‘and individual and

grouf effort boncerning the’ natiom%tgaining activity as realiasd in"
.'fo*:nr regkgpqg. confe&nces. Now iq ‘18 timely and fitting to ;tep ﬂkck'
8o what? What was learnew which can be’ of use to otherﬁ What:

items still r‘uiring attention? What about the serendipitous *\ . e

<




oc‘currences? What should be same? What should“be done different-

-..,..9‘ . .
onal conferences which can have an

’

ly? What' happened at the four
‘impact at the local levelzr
Many of the'suggested‘a'nsw._ers to these questions represent inferen=
tial leaps from limited data; some are’ based on the informed judgment of
the observers/evaluators and on little else. Others are based on ‘p'artici-
'pants’ redborses to conferen_c‘e'-evaluation forms. The single important
.., missing cluster of data, which',\is still available, is the participants'
responses (six eor mcve months “after the event) t% the .quest-i!ns: "What
©did you learn at the conference that you have applied to your activities
Did ‘the skill/learning work? If not, why not?

o«
gether. another training conference on just two

at the project level _
It you were to put .
t‘Bpic@, what -would tg‘ay be?” The current time-line did _not pea%lt the
.gat,;ﬂring and analysis of these typ‘f responses. But let us try to

-frame sensible responses.to the questio% posed.
- o

What worked? e What was leafned which can be of use. to others?”

T

I v A
o Seemingly, one of the most;successf.ul aspects ofﬁ con.ferences

-

"was the modeling behavio*r displa*ﬁd by staff. St&affmﬁrsons - those at-

1

&} tachod to "RCIR Ceiiterq,,- were ricated helpful and hardworking; they-
. : M.’L
T _dfsplayed behavig which was inchxsive and enforced the core values of

, ‘reacher Corps. By' example, thése behaviors""'" 11&;. éﬂd expectations

were transmitted to -particip,gp?ﬁs, for the mosiﬁ')‘ip,a'fﬁ,ni;hey strove to meet
.n‘ LS : & . -
~'tta.f:€ equctations. In those instances where- presentors "did not model

\

thede behaviors, where consuléigts formed an elite rathdy than egnﬁ
R i a?so modeled this be}lavior. Jn the one %

. ference where (he suaff monitored »‘ r?“ :

L2 \‘I

nt gwp carefuli'y, the l ,':f' n: desirsble behaviors vere virtually T
e ;,‘. _;'Qg . .“ iy ) ’ - . /_ |
N ’ e . '..’.’ T . o :
O s Q90 . 8
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never exhibited.
The coﬁerences did( contFibute to the cross-roll- understandingf of .

the project director add the community council chairpersons regarding

the demands, of each other 8 role. Community counﬁ'l chairpersons gained
an understanding of the complexity of the directors' role in the inter-

. ‘ : #
agency agreement, of the value of negotiating skills and the need to

establish contaots at a&l levels of the participating organizations, and
of the delicate halance act required to truly achieve parity. Similarly,
the directors came to..d erstand that the chairperson is a leader of a
commnnity constituency, a role which roquires a different set of behaviors

from that of an equal partner in making policy on the pﬁicy board. 1In

‘a

this discussion of role expectations and conflicts, the -chxﬁ“persons

L]

, . o
developed a better understanding of the dual w,re of .their role and of
the situational nature of ‘their behavior in the role. &

The conferen'ées fu'nctioned as @ u ful;rite “of passage for the new,

.,s...,w‘ *(

g chairpersons and provided* salubriqus entry ihto the Teaqcher. Corps sys—

tem, away from‘he daw grind of the “back home problens.. '

4
did get a gimulated experience ‘that fllustrated the tens:l

\'V"

"develop-

o' 5oy
mental nature ‘of the communi ty rmig“ in the federal projec’t, ‘they also.
) ,

came to undorstand that eir 10ca1 project had “to include them, or
’

thore would be no local pro’ject --fby federal decree.~ Therefoi‘e, the

power and uncettainty inherent in the commnity presence and the elevation

-

-»

of th_q.' community council chairperson ,-to an equal in gov&n‘ance" was com— |

- ‘municated to thé participants. L _ (\ ‘
Local project persomnel participating in: "the regional conferenées'

!learned valuable things  about conferedci@ ~— about how to plan and de-

sign a codference, about where to get resources, and about how to structure

) i 13 . . - .
o < .
. ; : . »



an agenda. By example and participation, the skills of conferencing were

transmitted to the participants. .
Finally, project personnel learned that they had to develop local

*
supports, since the RCIR Centers would no longer be available. Unless they

\

developed their own repertoire of resources at home and abroad, they
would.always be "starting to begin." '

"What are the items still requiring attengion?”

Most of these items have been commented on in some detail in pre;.

ceeding chapters. Briefly then, attention muat be given to funding re—
3
sources to assist cOmmunity council ehairpersons to achieve success in

‘It would be tragic if the conferenges motivated com—

munities w'engage in some activities y,hi\ch Jrequir,ed modest,nadditional
% '$w~ T .

<xesources: which were not available since’ the RCTR Centg structure had

e
“*

Aa
i

been dismantled with no replacement. Attention must be paid to fhe

- ,
oo heterogeneity ofy the con:Eerence participants. . Generally apeaking, the
' more homogeneous the group, thomr& Bucce‘ful the conference —— all else

being equal""&-‘Attention mist be given to the need to train' the profes-
sional to accept different agendas for different purposesa The format
fot, and issu.es important to;, a network meeting may, not beuppropriate tozl.
the needs o? ‘the comunity groups or the agenda of a training 9vent. At—;
tention must be given to the questons sw’#!(ung around resource alllocation—
. to non?roject entities - tovnetworki} to diasemination centers, to other?"
' contractors -—jgfor these issues can sidetrack the most carefully planned
' agenda ' Final].y, ~attention must be given to developing incentivea for L
good behavior and sanctions for unwanted behavior. If a presenhr

does not do- the (ﬁob expected why ia he or she used againz If pres ;f:ﬁ .

tation rums top"long, why tsn't it cut? How do the "loners in e group

. s,

N




get included?

"What about the unexpected occurrences?”

For the most part, staff were able to capitalize on the positive un-
planned events and reduce the negative 'impact of the others. The use
of the cartoon evaluation session s}: the eand of the conferences was sheer
genius and allowed participants to view thehgelves with humor, compassion,
and new learnings. It is doubtful that plenners expected that this
event would be as productive and affectively rewsrding to pgrticipants as
it was. | | e

"What should be done the same?” ' 3

. R
< " The contedt — pre-planning, multip:fv uation strategies, physical
n

facilities, and 7Q to 80 percent of the su t group wasWworthy of rep-

» etitiono ) ‘ * | ‘ _
. "'mut should be. done differenuy?-- b

arl o ae . The allocatijn of time must be more evenly distributed gmong pre- -
#4?’";"" ’ N : C o/
sentors and participants, and a rigorous approach to re-employment of con=
o7,

.“4 '}3.1 - ® J_,‘. l'-o »

sultants mus-t._be sdopte&. More ‘variety in three of ‘the four conference

formats 1s suggested ag is the increased ude of varied delivery strategies.

Assuming that the -.goals are to builg a set of common beliefs and be-
J g

hsviors and to create a culture, then more attention must be given ‘to the .
. L e

S

«

P
rites, rituals *end cerqon.ies required to do' this. A deliberate discus-
o?l P PO

‘sl of haa‘!wwts will be socialized and inducted into the  system

r

must: be ‘held prior to the c_onference and conscious strategies must be
built into th%agenda to ‘do these. thi"ngs.’ Most of the individual induc- .

"t:l.on into the system took place outside ofithe formal agenda in three of - -

'the four co&erences. One built in the process. Giving the more expe!-

ge

enced members of the. group an event which refiewed their identity and..

. © \




r&‘y,-
3
~
N

enthusiasm was a more frequent occurrence among the_ four conferences.
Thére were more e:ramples of rite of solidarity and intensification built
’ into the agendas in the form of .stirring remarks by national culture
heroes and‘ chhncés to engage in "-mobilizaton" activities .f.or _the coming

battles. Wh%her these'we"r'e built in by default or by design is not

g "u':j“""‘:f—-écrdlﬂ llduf'his process should be made explicit to clarif$ goals.
g r

* " " What happened in the national event which can have an impact at the

%
local level?” M #

’,
.-

Someone sl*ld ask this ques\tion.,and summarize the answer‘ In the -

abgence of these data, the best that can be claimed is that in terms of
the specified ﬁals, the conferences seemed to create cultures and cross-

cultural systems characterized by values of sharing, trust, egalitarian-

ism, and inclusion. Members of the epltures were hospitable, courteous - \

;,a task-oriented but with a series of distinct status levels operating.

Consequently, some members of the group were not always comfortable in

&he conference groups. They valued: time, and in three of the four events,

_ accepted staﬁ/leader directed decisions about the flow o, yjvents at the

conferences., The cultu.re had a high technology with many artifacts avail-
able to all the members equally. For the most part, the four conference
. .

cultures were funétional, temporary systems Mch had the overtonea. of

9 anxiety over the perceived whimsical fun%pattems and the i‘vidual .
e »', - %&O K N

= am . JOb inseeurity on the‘art of staff persbns. ’E‘e tense individua.lsw,
i

represented a minority group in all four’ conferences. Participants

leafh many useful lésson'b,‘ became members of a larger-

system, ‘learned the norms of the program and developed

vhich would be& helpful to the local project in the :fm:txre. .

o

- ) . " . A
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experiences for the vag¢ ma jority of P"rt Cip‘ nts and s worth)' of follow-

The °°""Plex1cy of the &W

1Cy, one QVQB!in fo“r rggiona QQ ;10. ) b c:el‘ Reaqr thﬂ neads Of ch‘e

up activities above the local PTOjq, ¢ level.

participants, 1s an ycem which Wygr b€ ©ONgygered any rime a national
program congiders the pegt waY to qellver fl‘&inj_ns- Is j¢ more efficient, .
and effective to condy.¢ one large , ci"“‘l ®vant, 5€Vera] gmhllef region-
al gvents, cr'a'itiing. Qpi'on}for Lyge role g oup8> tTaining at the 1ocalh

i

tion: of che ah(’\m? The goqr RCTR Cencer.s

projeéc sice,;r 80mg comb
r{.nal training congerences helq’ 40 19? Offer data ypon which to make

judémilcs about i}OW to best offer tgsiﬂing in 2 nat%o[:a]_ program in Ehe

fu;ureQ"__ . ' ' R
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