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. z " PREFACE

- This manual is one of the products resulting from a project funded by the Governor’s
Employment and Training Council which was designed to facilitate the development of
local;stipport networks for the delivery of comprehensive human services. The pI'O_]eCt
focused on the development of plans for the utilization of public secondary schools to
serve as local delivery sites to enhance the service capablhtle;s of community service agencies.

The project was devgloped in-r€sponse to a need 1dent1ﬁed' by CETA. Prev10us experi-
. . - ence, studies, and activities funded by CETA supported t]}e  fact that obstacles contifiue to
N 1mpede the establishment |of productive working relatlonslugps between CETA and educa-
tional agencies and institutions. The findings also indicated a need to determine common
goals and commitments bdtween CETA, educational agencies and institutions, and other
" - human service delivery agencies as,,well as a need to strengthen the commumcatlon process
e —between them. - -~ - - i

,

Eight selected sites in Virginia received technical assistance in:

+ "* deyeloping a Jocal plan for coordinating comprehensive human services delivered
from a secondary school site b¥ a coml;ylatlon of local, public and private agencies; ;

~ v ¥ d;velopmg staffing plans and training for the admlmstratlon and coordination of
1 . alocal human services network; g

'
'~“" “designing a,management plan an,d 1dent1fy1ng funding optlons and resources

\_’\ " - 7 * identifying opportumtzes for co-locatlon, co-progra{nmmg, and collaboration
‘ amqng agencies; and T

* prov1d1ng awareness sessions on community education and interagency coordination.

- A culmmatmg activity of the project was a three-day cooperative commumty planning
workshop conducted to: ;
oL ‘ L7 e
* proyide opportumtles for pro;ect sites'in Vlrglma to share plans and concerns/
. for improving éooperatlve relations between public schools, human semce)
: . agencies and CETA;

o mcrease understandmg of coo erative community planning techniques; and

. o * draft individual plans whlch enhance the development of community service
. centers. ' .
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Chapter I
AN OVERVIEW OF LINKING

*

2

"Every person has unique quélities and needs, but?ew can exist.in isolation from others. - «
Individuals form into groups to gain greater security, to achieve more satisfactory results,and
to contribute to or receive mut\}qtuppprt for individual or collective goals. Groups form , .
into communities for similar reasons. The segmented functions of communities are performed
by agencies—some are subdivisions of governmentand others are purposeful groups-formed by
advocates of varioys interests of ir{diyidqqls. This process transforms individuals into units

«  Which survive independently of others so 16ng as there is no need, to seek security, ¢btain
»better results, or enter into mutual support relatiqnshjps. When any of these moti ations
hecomes evident, the climate for interagency relationships improves. This publication will
provide some insights on 2 variety of interagency linkages, how they came about, what ob-
stacles must be surmounted, how they may become institutionaljzed, and how they can lead
to the formation of Community Service Centers. ’ : ‘
. en .

A Community Service Center is a public building, usually a school, where community
residents of all ages can receive essential commupity services such as education, social, health,
and leisure programs at times when they are needed or desired. It is also a place where indi-
viduals ¢an shiire ideas and help each other to make their community a better place to live.

. - . : T %

Each participating agency in a ommunity Sérvice Center learns more about the 6ther v
agencies’ strengths an ds. EacH has the opportunity to share resoufces such as equipmenpt,/
staff, information, and materiat-"Each agency is likely to gain/through this mutual support

- arrangement. . .

\

.’ EXY

1 C M‘OTIVATIONS .
" Interagency projects, including Community Service Centers, are systems‘which link
" community agencies into more effective and economical delivery systems, They allow for '
. the coqrdirfation of efforts and services of individual agencies.  They need not threaten exist-
ing agencies akthough some chafige inevitably results from the activities. The ultimate goal
of inferagepcy projects is ‘the establishment.of a Community Service Center where agencies s
may find it easier to communicate, coqperate, collaborate, and develop other.supporting
, armangements. The Center should also provide a place for the Gommunity members to engage
- with other members of the community, to find solutions to social problems or needs, and to
allow each person to make a meaningful contribution to community lifé. There are many
reasons why agencies join in a Community Service Center. Among them are::

-

- -~

L4 .
o' Combirling essential community sepfices at one location can,conserve the
enérgy required of participants to receive the services as well as the énergy
. reduired tb operate several community service buildings. o
e Sharing uriused school space die to declining pupil enrollment.may result
in shared operating costs angl‘a lower cost for each, agency. :

° I-'IaYing CETA and other agencies in school buildizrgs;brings the classroom

.

“
¢

-




closer to the workplace and encourages moge support from the
business community to the schools.

. '

. qu-locatmg services in Commumty Service Centers provides the
opportunity for enrichment of all partlcxpatmg programs through
cooperative efforts.

. Providing many commumty services at or?e location expands the
role of the school as’a full-service community resource and encourages
more community residents to support the operation and maintenance e
of that building. o : '

' . What are some of the conditions which may indicate a need to consider hnkmg various®
'T ¢ community agencies, or to establish Community Service Centers in order tp consolidate
* necessary service delivery systems? The following chart will ﬂlustrate some of the conditions
which brought other communities to this decxs10n .

i (READINESS FOR{NTERAGENCY LINKAGES AND

COMMUNITY SERVICE CENTERS “
‘ .
ECONOMIC CONDITIONS

... Job market shrinking in the community ~ ! /

... Taxpayer resistance to capital projects \ ;

- .. Taxpayer resistance to annual budgets

.- . Costs rising faster than tax base ‘ .
- ... Capital assets in need of major expenditures - . e
» - . Inability to attract and hold necessary personnel | s
-+ Service areas expanding more rapidly than resources can be applied
- Advancing technology results in equipment obsolescence
4 ... Major layoff in community «

;... Government cutbacks in funding (reduced subsidies)
... Large industry moves in (or &ut) of the con'énunity

- - .. Rising energy-costs . c )
SOCIAL CONDITIONS ' “ : ' - .
. .+ .. School populations decreasing ¢ - '
( . .... Aged populations increasing )
.. People with special needs more numerous . . \ .
. New minorities settling in ghe community [ £
... More children from homes.in which both parents need to work, and child care is required
. More children from single parent families

- .. New social attitudes bring about need for more or d1fferent human services - !
. Rising cnme and vandalism : .
a . .
7 SPECYAL CIRCUMSTANCES /
. ..Population shifts due to Urban rene
. . . - - . Major highways or other constructlon divides population or causes it to shift
". - - .. Major land use changes cause population shifts . .
. ) + ... Natural disaster destroys or seriously damages existing service centers
. Advocacy groups become powerful and demand changes in human service sy%tems
’ - - 5 ,
\) ‘ . 8 ~ ~

.
, .
E lC ’ : : )
4
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AD HOC BEGINNINGS

\

In every group or agency (which terms will be considered synonymous) there are persons

who are seeking change, and who look outside the agency to achieve that modification. These

persons often create ad hoc (informal) arrangements to achieve their purposes; this is the first
level of interagency linkages. Ad hoc designs are accomplished through a willing trade of values
between individuals, and they result in very subtle changes in the function and structure of
their agency: Persons who engage in ad hoc arrangements usually are operating personnel and
occasionally mid-level management persannel of tﬁe agency. They are persons who have

" recognized a need or an opportunity, and have seized upon a way to achieve results at little  «

or no risk to their own situation. They are persons who will be important to their own organi-
zation and to the common good when other, changes are considered. They will have demon?
strated that they have the necessary attitudes to consider chtange and will be in a position to
assess the risks and gajns. which may result from interagency partnerships.

-

)

v N \
AD HOC ARRANGEMENTS USUALLY ARE:
Designed to improve a specific work situation.

The result of one individual’s ingenuity to také advantage of a p‘articular opportunity
or need, ‘

@ Informal arrangements which do not change institutional goals or directions.
Small steps toward the solution of a larger problem.

Coopérative arrangements between individuals to improve the.s_ituation of each with
little or no loss or risk.

L]
The result of casual communication activities,

At the operating level of agency personnel.

. . NETWORKING-THE NEXT LEVEL

©
A}

As the ad hoc arrangements grow stronger and are sutcessful, the concept will attract
the attention of other members of the agency staff. If agency personnel and clients recognize
improved service levels from the arrangements, advocates for the concept will begin to identify
further opportunities to expand that t¥pe of activity. The concept will begin to receive
attention at the departmental level of the agency, and the effectiveness of the arrangement
will'be examined. As departmental linkages are created, more formal structures are established.
Often the first formal recognition of interagency linkages takes the form of networking.
Networking is the process of establishing communication systems to exchange information
about the structure, services, capacity, and areas of interest of participating agencies. This:
4rocess may result in an information and referral system to provide the best service to the
client regardless of how or where their needs are recognized. A sample agreement establish-
ing a network for social services follows: ’
— hY
June 3, 1976—Arlington Interagency Meeting
Attendance: Richard Blocker—S'chools_ ‘
Tom Geib—Mental Health
Ray Goodwin—Social Services
Marvin Héndrick—Courts ,
3

v (\ “/U(J'g/_\




We have agreed to establish procedures and arrive at decisions resolving
mutual service delivery issues within the limits of available resources.
/ ) ‘
It is our intention to provide a forum for coordination of services of the
various agencies for Arlington children and  youth. In this way we ¢an minimize
delays or interruptions in interagency services. The following basic purposes are
identified:

To facilitate communication and understanding.
To anticipate community problems and issues and plan for them.

To provide a vehicle for joint planning and program development.

v o=

To review and develop policies and procedures enharrcing service
activities.
'5.  To provide a forum for decision-making in areas affecting multi- ’
agency activities.
‘

. We propose to meet monthly for the next thre,e months and after thaton a
quarterly or an on-call basis.

Grqups involved in networking frequently take on the re nsibility for creating a dlrectory
of available services within a community. The process of compiling this directory brings into
focus the various-interest areas of the agencies being surveyed with the result that _duplication
and overlap is recognized. This becomes an opporturntity for the involved agenéﬁs to consider
" basic changes in their services so that the&gency which is best able to deliver the duplicated
. service is assigned that domain by the network agencies. This allows the other agencies to
unprove or enlarge a different area of serv1ce by using the resources which are no longer needed
for-the 1 transferred service area. During the process of defimng the “turf” or “domain” of the
participating agencies, there will be opportunities for coordinated planning. The understand-
ings reached in network actmtles are recorded il memoranda of understanding which document
the agreeiments reached by the participating agencies. They are simple administrative statements
which serve to record what the :itfedswas what commitments were made, and who the com-
municators or linkers will be to see that the compact is honored. Compromose is an important
strategy in networkirig.

NETWORKING IS . .
An interagency communipgtiofi soystem to co;)rdinate activities. o A
A forum to consider mutual sypbort arrangements, .
A process to consolidate or unify human service delivery systems.
An inforration and referral system to assist those with needs for sérvice. . - -

.

. A means of consolidating resources.
' -~
An opportunity to redirect resources to improve or expand services.’
. A forum to anticipate future community needs or opportunities.

A structure for joint planning and pr:)gram development. -, N

/T
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M , PROGRAM COORDINATION

“ As services are required in communities, agencies are established to prov1de those services.
At that time it appears that one more-block of a well-coordinated syStem of services is being
. put in place. From that time forward and often without' being recognized by agency personnel
and governing officials, changes occur and clients notice that. the overall system is not synchro-
nized as.well as it might be. Each agenc} finds the need for procedures which are slightly.--
different from those of other agencies. Each agency restricts its services to a special segment
+ of the population or to particular needs of the general population. Each agency uses different
* means of communicating with the general or special populations and language differences arise.
Each agency is located at a different place in the community: Each agency is.faced with the -
need (because’of lack of full funding) to restrict the extent to which it can provide service, tHe
L« nature or number of clients it can service, and the time periods and extent of time it can operate.
Each of thése conditions has a tendency to destroy the unity of the overall system of com-
munity human services of which it is a part. In addition, legislation imposes restrictions within
which each agency must operate, and those restrictions tend to discourage the expansionof - -
service capability. For etmple the “privacy of information” legislation places severe limitations
upon the shanng of client information between agencies. The strict interpretation of authority
of school systems discourages the extension of services to school children beyond school hours
« Vesting title to school buildings in the hands of school boards provides an obstacle to the use
of these buildings for non-school community purposes even though they are under-used or

vacant at times. ‘ . N
INTERAGENCY LINKAGE LEVELS . %
' - T o Form of ‘ ¢
Level Decision Point Agreement Created by:
Ad hoc Staff” ~ Informal ) ~ Inducement—values 7
e . , ) +  traded willingly
. . .
Networking Department *  Informal/Formal « ,Inducements .
) ‘ °
Program Administrative Formal Compromise—settlernent
Coordination - ) . s -of differences

- Networking is one example of interagency relationship which will tend to produce pro-
gram coordination. More formal arrangements, such'as departmental agreements or policy ) .
statements are required when coordination takes the form of program responsfbrhty orarea
. exchanges, combined funding for joint programs, exchanges or loans of resources (personnel,
* equipment or facilities), joint tenancy or ownership of property or buildings, or assuming ‘.
4oint responsibility to address individual p{_oblerﬁs as facets of a larger problem. While such
agreements may be developed by agency personnel, it is adjsable to have them reviewed
* both by the policy board of the agency and legal counsel to reduce nsk or to determine if )
. other actior is required before unplementatlon - - .

4

> - THE AGREEMENT MAY INCLUDE
f—How and whrprogra}'n was developed (the whereas s) .

~What the m®ger is expected to accomplish . ’ . . ' ] .

-
L]
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—How it will function

—What spe'ciat rights, responsibih'ties or restrictions are agree‘d

—What powers and responsibilities are deleg}zited

—What financial arrangements will support‘p{ogmm .

—What management arrangements will govern the program .
;-How differences-will be resolved ’ -9 « N .

M -

. ~What is the projectéd life of project and how it may be terminated

COMMUT‘{ITY SERVICE CENTERS

’

Community Service Centers are places-where many necessary community hurhan services

- - -are-co-located at one Tocation. In larger communities, the Community Service Centers w111

house satelke activities of the larger agencies, but in smaller communities it may be the

single place in which all or most of the human service agencies function. It should not serve
merely as space in which agency personnel perform their functions, but it should be adminis-
tered and physically, arranged to promote the coordination of the various programs and services
offered to the community. Programs located there should be relevant to the neighborhood in
which it is, located. Clients shéuld find it convenient to reach and it should satisfy several of

their needs with a muumum of effort or t1me

B ' o N\ <

Each Center wﬂl be dxfferent from all others since its programs w111 vary accordmg to the

needs of that commumty,_the different mix of participating agencies, the environment (legal
and other) at the time 1t is established, and the mission it is expected to accomplish., One thing
~ which all should provide is a eoordinated information system of the several agencies in order
to maxmnze the service capability of the agericies and to minigpize the demands on the client
wishing to use the Center - 5 .

Sohools are logical locations for Community Service Centers whether they .are designed
to accommodate multiple services or whether they are modified when space becomes available
because of declmmg pupil enrollment. Schools serve a major functlon in each community.

Their location is convenient to reac by most persons including non-patrons of the educational

programs. The school plant is a 98}0 public investment of tax ionies, aad has the ¢apacity -
for longer periods of service than any educational program requu'e\s
- - w
There are obstacles, real and unaglned for the use of schoel buildings for non-school
programs, but there are also s1gmﬁcant‘§ams to be realized by the educatlonal program and
the community when schools become multi-service centers responding to the present needs
of tHE comrﬁumty Careful planning should include participative decision making pro¢edureg
which.permit members of the conimunity to reach consensus on its values and to develop .
policy statements which recognize the values, goals and priorities of the total commumty

€~

- "PQLICY STATEMENT ELEMENTS o .

I. Policy—A brief summary of the intent; and hnuts which the goveming : .
body will’ tolerate with respect to an item of concern. The language
. should be brief but clear since different parties will have different .
" backgrounds and different motives when they attempt to resolve the
concerns through the policy statements. :

6
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II.  References—Citations of pertinent laws and opinions should be listed
as well as cross-reftrencing to related policy statements or regulatory

writings.
III.  Procedures—The steps necessary to honor the policy: A script format
. . is helpful; the responsible party is listed on one side of the sheet, and
/ _ ¢ theactions required (in sequence) are shown opposite the responsible
party. .

The creation of a Community Service Center is a complicated and ambitious undertaking.
It requires skills and knowledge which can be gained through less ambitious interagency linkages:
Smaller projects should be affempted in order to test the compatability of the potential partners,
to experience the sacrifices and gains which may be expécted, and to condition operation staffs
with new ways of working within the linkage mechanisms. This may credte a better climate for
cooperation, and provide an opportunity to measure tite attitude of aFose affected by the
programs—the clients, the operating staffs, the administrators and ma agers, the elected officials,
the community-at-large, the neighbors, existing advocate groups, and others.

o

ITEMS TO BE CONSIDERED IN POLICY STATEMEN'}S
TO ESTABLISH AND OPERATE COMMUNITY SERVICE CENTERS

Yo
N N

Objectives — What is to be accomplished (purposes). . T 4

References — .Legal authority and/or constraints: Prior relevant actions or projects’. €

(o d

Governance — Organization chart and limits of authority.

?

Operational matters — Management admmlstranon staffing, programming. e &
¥

Financial — Budget preparation and approval procedures Source of funds. Authonty
‘to spend authonty /) revise allocatiens.

£

The foltowing is a sample policy.statement:

hd -

OFFICE OF THE SUPERINTENDENT, . 1 . ASD4093
Aslington Public Schools } "~ . Rev.Feb.1979

- ' , . . ‘. ¢
o . 2 -

* UTILIZATION AND DISPOSITION OF REAL PROPERTY .~

e

~ N M .

I. Policy . ' . ’
The School Board shall retain tltle’io all buildings and ground: in or on which schools
~ are conducted. ) ~
When a school property is surplus to the current day school educatlonal programs,
further utilization or disposition of the property will be made as follows (in order

\ of pnonty) ‘ 3

\-
L Aut’home use for other school protrrams og}n-thefshpport services of the
school system. =«

| T, ¥
¢ &/ "',70- . .. ’ PH
L L 13 - ‘
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N e 3 . ' . . ¢

2. Permit use for other Arlington County governmental pur;igges on an interim use
permit basis when the School Board determines that there is a reasonable short-
term expectation that future school programs may require the property; (Ref:
Code of Virginia, Sec. 22-164, 22-164.1, 22-164.2; ASD, 50-6.3 and 6.3.1, Use
of School Facilities). ' N\

i
£,

.

3. Authorize other Adington County governmental agencies to occupy (but without

transfer of ownership) the facility on ailong-term basis with the stipulation that

the property be returned to School Board control upon request within a pre-

determined period; (Ref: ASD 50-6.3 and 6.3.1, Use of School, Facilities and 3
.Sec. 22:161, 22-164, 22-164.1 and 22161, Code of Virginia). . = - ° .,

a

o/
4. Transfer of ownership to the Arlington Gounty government for other County

purposes including private sale when both the School and County Boards deter-
- mine that disposal of the property is in the best public interest: (Ref: Sec 15.1-
262 and 22-161, Code of Virginia).

5. Leasg space or propert; fivate organizations or individuals (Ref: Sec. 22
161 of the Code of Virgia®). Only organizations and individuals who are subject
to the laws of the United States, Virginia, and Arlington County shall be con-,
sidered for lease arrangements. All space-sharing agreements should contain a
clause providing for the future imposttion of such restrictions on the use of space
as might be deemed necessary to prevent interference with the K-12 educational
program. The School Board’s judgpfent shall be final *with regard to the accept-
ance or rejection of any application“for space-sharing.

- 0. Procedures— - b
1. To consider and authorize use for other school purposes or support services ors
leasipg to private organizations oringdividuals.

A, The Superintendent will announce the dvailability of the building. giving a
description of its characteristics and the point at which it will become

. ' available, to all programn directors. Along with the announcement will be
an invitation for them to develop proposals for the nse of the building.
The proposal should contain: a description of the nced; a cost-benefit
analysis of the proposal; the source of additional funds needed. if any;
impact on existing buildiggwuse; target date for occupation; any other
. ¥ supporting‘information likely to be helpful. '

' B. Civic Associations and PTA’s in the areaof a potential lease arrangement
"~ shall be notified of the pending lease, and shall be allowed time to, respond
to the School Board. The principal of any school for which shared use is
proposed shall review. the use application and submit proposed restriétions
on the shared use. Factors to consider: . .

&

—are there any significant problems or hardships created by the proposed
_use of the school not likely to be resolved by current procedures,or to
resolve themselves in a reasonable length of time?

4
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—would the proposed space use provide services to the schools which would _ ® l
assist or enhance academic legrning, real world learning, or social-psycho- |
logical development of school agc students in Arlington? .

. \
C.  The.proposals will be examined by the Superintendent and his staff. The
" following guidelines will be used in this examination:

1) To what extent will the use of the building facilitate the achievement
%f\the objectives of the schodl system and of the program? 5

2) From a multi-year perspective, is this building the one most likely -
. to meet the ne¢ds of the program or are there others that are or
may become available? ’ \

.3)  Does the proposed use and the cost therdof havk an acceptable
impact on the school budget?

4) Do the bgr;eﬁts projected justify the cost?
A 5)‘;’ Will thé‘community likely understand and support the proposed use?

D. ::‘{fter“the Sﬁpefintendent and the staff have completed the examination,
the results of this examination and the recommended disposition of the
2 bujlding will be forwarded to the Board. ,

-

E.  Yearly eonsideration shall be given by the Superintendent to the following
and he may make recommendations as necessary for School Board action:

o

—

%

* 1) Amount of unused school space and the apﬁrg'priateness of promoting
use of school space by others in the comm#iuiity. )

-

: . N e s e
Amount of time spent by educational staff in administering the non-

school use of scho;ﬂ space and any resulting loss in efficiency of
,educational program. : ~ N

v

J
3) The appropriateness of reorganizing the administrative staffto provide
for a designated property manager over the use of school7f’ the

community. 4

The School Board shall direct the staff to prepare annuadi)\a cost projeciion
for the shared use of the space, including awmortization of capital as well as
maintenance costs. The School Board shall retain tife option to subsidize a
socially desirable program through a reduction in fees. .

Each application for the lease of space shall be considered'individually and
. on its own merits. Any applicant for space who appliesto the Board for a
reduced rental rate shall, at the pleasure of the Board, file a full 5ccounting

/of the financial statys of that OW_ : ‘
Priority cons}éer'aﬁon shall be given by theSchool Board'to the following:

(Priority"tay take the form of choosing between applicants for the same
space, or it/may take the form of reductions in the amount of rent charged.)

’

a)  Day Care Centers (for thé young, elderly or Hantﬁ%&).\
H / .

I3
b)  Servicés to the surrounding community. v
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2. To consider short-term use for other Arlmrrton Count_) government purposes.

A. The Supenntendent of Schools :hall stcrmme when, for a short term, a
school property will not be needed for school purposes and certify such
to'the School Board with a recommendation that other Arlington Countv

o
governmegt agencies by invited to utilize the property.

B.  After authorization by the School Board, fhe Superintendent shall invite
the County \Ianaoer to identify appropnate ¢andidates for space.

C.  Prior to occupancy of the propertv’for other County purposes, the Super-
intendent and \Ianaocr shall propose a use agreement which stipulates the
conditions of the use, including rexponsxblhhes of each party. Suchan - »

_ agreement may be approved bv both the Superintendent and Manager
unless the School Board otherwise stipulates. .

3.  To consider lang-term use for other County government purposes. '
Same procedlﬁg mll be followed as for short-tcrm, except that the School and
County. Boards must execute the use agreement described in 2-C above.

1 \ To consider transfer of ownership of property to the Arlington County Board.

Each situation will be réviewed individually by-the School Board and the course

of action should be reachled through discussions with the County Board.

. - . N

SCHOOLS AS COMMUNITY CENTERS

When a school is identified 4s a logical location for the Community Service Center, the
school administrator must consider what impact this may have on the educational program
which is the first responsibility of the school system. The administrator must consider both
positive and negative factors before. determining what position to take on the issue. Among
the questions which must be co sidered are the following: o~

" ' ‘
SCHOOL ADMINI TOR’S DECISION MAKING GU!DE /
/ N\ [ ‘FOR INTERAGENCY LINKAGES'
! (m Yes No «

Are there schg/ol needs which might be satisfied through hnkages" ¥ e

~added learning experiences. _ . \}
—volunteer and other resource personnel

—cost sharing for major items ’ -,

—become energy efﬁcient . ) ~ - R .

—cost sharing for overhead ite 1S (unhties Operatmg persohnel, . -

maintenance, etc.) |
—expert assistance with non-i
—political support

tructional matters

Would there be any mgmﬁcant problems which could not be resolved within -
a reasonable amount of time with a reasonable amount of effort? 1
—staff accepfance or retraining « - / .
~program interrelationships ! » / '

[}

»
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—space assignments " ’ ] .ot
—arrangements for sharing equipment and Spec1a1 spaces ' \
—administrative confrol - . |
A —housekeeping and’ managenal arrangements ) \
¥+, ~legal, liability, finaficial requirements ° , \
~  —political mte;ests ) \
_~turfism* C, . L
Does this present a significant opportinity to become a partner in \
community development through: . .
—coordinated planning efforts' ., - : ) )
~—conservation of community resources
—opportunities to'imiprove or expand necessary services
~providing coordinated hfelong occupational and career training and
retraining, and job re-$ntry skill development /
—reducing overall costs for necessary community services .

Would this be helpful to public educatxonal programs through:
—closer relationships between the general and educational communities
—improved coordination with other human service agencies programs
—improyed communication with other segments of thie community
—easier accessibility of school buildings for other community purposes
~conservation of limited educational funding b

.
@

MAKING THE DECISION

[
%

There are special reasons and conditions which encourage the formation of interagency
linkages, The decision to engage in ad hoc relationships usually is made by operating per-
sonnel of the various agencies who recogmze that their performance would be more effective,
their burden somewhat relieved, their chents more satisfied, or their mission accomplished
with a lowered investment of resources. Ad hoc arrangements are “soft” in that they require
no formal action to be instituted and they can be terminatgd at any time by any of the parties.
The decision to act or not to act with respect to ad hoc arrangements usually rests with one
person or a very small number ot‘ individuals. Ad hoc arrangements are very fragile. Having
been created for a particular purpose, they depend upon the continued interest of key indivi-
duals. When staff changes occur, ad hoc arrangements could be suspended. -

N Decisions to engage in more formal arrangement,s are onsiflered decisions by groups of
persons at various levels. In the fields of human seme’é?t/hose groups of-persons often include
chents and other lay persons who are affected by or concerned with the affécted programs.
Inclusion of non-agency and often non-planning type individuals does change the decision

'mal’ung criteria. The tost-benefit' analysis may- be ¢oncerned less With the econonnc efﬁcxency

of the proposed prOJect and more with the relevance, value, and efﬁmegcy of the seryices to

be delivered to clients. While the resulting project which j joins the abilities of several agencies -

will result in a project which is more cost effective, frequently it will mcrease the quality of ‘. :

service with the result that costs may increase.in order to greater benefits or serve more

clients. Involvement in the planning process by lay persons and persons from non-planning

type occupations in several agenciés results in a process known.as partxclpanve decision making

or PDM. PDM produces results which are more effective and more acceptable to the community

than individual planning efforts or planning which takes place in isolation from the community.
. 2 . . 4 7
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PARTICIPATIVE DECISION MAKING -

Planning is simply a reasonably or ar)ized procediire to geg_cI} a desired goal.-Itisa con-
tinuous process which is employed to deal with pressing current preblems or to anticipate
and to cope with future problems. The process may be performed by professionél planners
or managers using sophisticated techniques or it may be done through “participative planning”
whereby professionals and non-professionals interact in the various hspects of the planning
process. - ; ¢ '

. ,

Gom‘?n'l;lity planping requires participative plénning in order to be effective.” Every .
community decision ?sﬁ;f‘mpromise, and may favor one section of the community over-
another. Planning activities should provide opportunities for commupity involvement in
order that community goals, values, and"priorities can be determined and separated from
individual or special group goals, values and priorities. Participative decision making permits
the use of the wide variety of skills and expertise which may exist within the group.

An example of a “charge” or assignment given to a participative planning group (a
committee composed of citizens), follows. '

ARLINGTON PUBLIC SCHOOLS
Options for School Space Committee

Charge
When school buildings or parts of schuol.buildings become excess to the current school

prograun, the School Board has invited uther County guvernmental agencies to utilize the
facilities, or in some cases has transferred facilities to the control of the County Board.

- In addition, ¢ommunity organizations use facilities for short terms via the rental permit

policy. '

- . ¢ ~ »
There are some non-governmental progams which appear to be complementary to.regular
school programs and which also have needs for space. At present there are no guidelines
for handling requests of these programs,

It is proposeu that'a citizens committee be fox)x:ed to consider the following question(s)
and to recommend guidelines for each. -

t

Questio
\ ) .
1) Present Role Should the Sdool Board gontinue its present practice of
- considering individually each lease or joint occupancy .
arrangement anid eontinue to restrict such arrangements
/ to other governmental agencics?
2)  School Board as Should the School Board act as a lessor to permit other
Lahdlords - . governmental agencies, non-profit organizations and/or

organizations for profit to utilize portions or, parcels of
' ‘schoo] property? (Code of Va., Sec. 22-161).

-2 18 .
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3)  Youth Serving \Should the School Board permit youth-serving agencies
Agency Leases on-profit or profit-making) to lease available public
scho¥l spaces? (Code of Va., Sec. 22-161).

4) Enlarge Role of Should role of the School Board be expanded into
School Board additional service areas for developing human resources
k by extending use of resources and assuming prograimn
respouslbllmes" (May require legislative action).

5) Make Schools Should the School Board d.lschi;ge its responsibility “to
Tenants \—" provide for the erectm , furnishing and eguipping of
- necessary school bmldmga and appurtenances and the (
maintenance thereof,”(Code of Va., Sec. 22-72) by -
conveying all school property to the County Board of
L 4

" Supervisors and leasing back from the County Board or
lease from other owners, only such space as is needed,
for school purposes on a 3-3 v earotcrm basis (under
provisions of Code of Va.. Sec. 2 2-161)?

6) Amalgamate Human Should 4 more comprehensive human resources unit be
Service Agencies developed to include educution with other community

()
¥

. service agencies? *(May require legislative action).
T - <

-

"The committee will be encouraged to hold hearings or conduct other procedures whitch will

enable it to develop a report and guidelines which should include:

&

—A means of identifying available space and making it known to prospective users.

—Afprocedure for applying for space. .
~ ~ " ’

~Guidelines for prioritizing applicants.

~Relationships with-existing school programs.

<

\/ —School services and resources which may be extended to successful applicants.-

L 4

—Restrictiofls to be imposed on space users. -
—Procedures for resolving conflicis during the lease period.

—Means of determining fees or costs. -

’

‘ ~Other appropriate findings and recommendations.
. —Budgetary and accounting procedures wluch will dighlay revenue and costs of
leasing (as lessee or lessor). e
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o7 The benefits derived from involving the community in the planning processes are -
‘ manifold. It

—promotes more effective and creative or novel linkages of existing resources; -
—engenders pride of participation which fosters support of the affected programs; '
—provides opportunity for administrators to be ge@ssible, human and responsive;

: —educates participants;
—creates a pool of communicators and resource people for the project;
—e3ses community tensions and feelings of powerlessness;
—establishes a sense of community, creates the “we-di J-it-ourselves” pride in the project;
—fosters interaction between effective administrators and staff and involved community members;

* - . —may identify future'staff and volunteers for the completed project;
: —aids in prioritizing community needs: '

=¢reates a forum for-resolving differences;

- . -—raises the, overall public image of the agency.

An example of a product of the Participative Decision Making prc;e:ss'\;vhich involved
ntembers of the community considering alternative use of surplus school space follows:

ARLINGTON PUBLIC SCHOOLS )

TASK i"ORCE ON USE OF GUNSTON JUNIOR HIGH SCHOOL
AND STRATFORD JUNIOR HIGH SCHOOL FACILITIES

: January 31, 1978

*

CRITERIA GO\’ERNING FUTURE USE OF BUILDINGS

7 The Task: Force has considered the School Boards’ policy statement entitled “Utilization
and Disposition of Real Property,” adopted in June 1976, and the “*Guidelines for Multi-Use
of School Buildings,” adopted by the School Board on May 19, 1977. Our recommendations
are consistent with these policy statements.

. .

The Task Force has unanimously concluded that the following specific criteria miust
govern how both Gunston and Stratford facilities should be used, assiming that either or
both of them are not to be used as junior high schools subsequent to June ¥ 78.

—That both scheol buildings continue to be used primarily for educational
purposes; < “

[

—That any use of the buildings and surrounding grounds involve no more
than a de minimis adverse impact upon the community;

Pl

—That no user of the facilities be permitted to rely on. off-premises parking, -
encroach upon the surrounding playing fields or require any undue.expansiory
of parking’ facﬂiﬁes; \ -

—That there should be no major structural changes in either building;

—That existing recreational uses of both facilities be retained;
\

~That the net adverse financial impact to the County resulting from the.use
of these facilities should be minimized. / \

As contained in the Final Report to the Arlington County School Board.
14 : b
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SOME INTERAGENCY PROGRAM OPPORTUNITIES
' " FOR SECONDARY SCHOOLS. . : PR

A.  With Colleges . .
4 N \1 . )
1.  Arrange for collegefs to teach courses for advanced secondary students as well as
opening the enrollment to other interested adults and community members. :
Students can gain college and high school credits. Commumty would have gl
veniently located collegefcredit day classes N h
2. Transport students to college campus for concurrent enrollmert. H"elps advanced Y
- Students gain college credits early and at lower cost. - ) . ‘

. - e ']

* 3. Arrange exchange teaching opportunities w1th ¢ollege. Edch staff would be enriched
by expenence Schoo'l staff nnght earn graduate credits. . ; .

.

4. Encourage colleges to provide service to.your schoolwjth college students in
community sei'vice,:programs. b

.

&

5. Meet to coordinate adult education with contmumg education offerings to avoid oo
duplication and reduce competition. -+

. l’ ’ . R B .’ ,
6.  Develop a child care, child-growth and development course; include development
of a child care center; give prime focus to caring for. the children of mothers who

“attend nearby colleges. ‘ .- A

¢

=~ / 4

, e 7o _ Share facilities and equipment—transport students and/or equlpment to the locatron
- which has the necessary resources—mmumze costs.

T

8: Armrange alternatrve education program ising college extens10n service correspondence
s eourses

B. With Social‘Service Agencies L S o i
l. Setupa planmng cornnuttee of represgntatives from sogxal services, schools and
juvenile court to consider individual.student or f ily problems Attempt to'
. develop a unified program for these referrals, to identify specific roles for each ' '
- - agency, an provide for a method of follow-up in each case. This provrdes
basis for otherjrelationships between agenc1es *

LI 1
~

.
¢

2. Provide space for senior citizen program (gain volunteers, charge rent, support for
school lunch) spaces for meetings, counseling, social activities. Supponemor )
» nutrition program usually sponsored by soc1al service agency.
-~ : -~ x
3. Work with social- semces, Red Cross; and health agenc1es to develop a program
, for pregnant teenagers and their infarits.. . -~

15 A
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- C 'With Law Enforcement Agencies B i 33,., *

1.’

4.

D. With Recreation and Parks

1.

Cooperate with’ soc1a1 service agencies m settmg up crisis pff%ms for youthwand
the1r families.

°

K Prov1de space and service for day camps for retarded and handicapped in cepperation
* - with social serv%ce agencies. ® L - ’ v

° »
1 ' M i

Jointly de\zelopswarent edueation courses for both new parents ana those who need

help w1th the chlld-rarsmg responsibility. -~ = "«
. P L

2 o } .
Arrange occasional interagency staff meetmgs or workshops with Judges, probation
officers, police, health and welfare,: agencies and school staff to drscuss common
concerns and develop mutually beneficial co-op, programs .

Permit the courts to ldentlfy one of your staff n1embers couiiselor (whlle on your
staff) to superv1se youth on probation for school related offenses and who are in

attendance at school. o ) . d

As a cooperative venture with the court, operate an educatlonal program at the
court group foster homes. » v ‘j

Utﬂrze police or court staff as instructors or lecturefs ih your career e&ucatlon i
program. . _ ¢ L e

o

-

Provide space and other benefits to Recreation Department in exehange for prov1d1ng
noon-time programs for your students and as31stance WIth the physmal education
program—or extra-curricular sports—or mtramurals - ..

» o ¢
r
[

Sharing of staff, equipment and spaceé reduces costs to;ib_oth agengies. . .

Cooperative staffing arrangements may see recreators serving’both school and com-
munity programs in the schoolhouse during thé §ey—assistance with lunchroom,
playground, and open periods,may be attractive to school administrators. )

* s

Coordinate school sports program with the Recreatloq Department spdrts schedules’
s0 that you are ot competmg for athletes, fields or spectators , i -
\. -

Propose joint development and mamtenance of outdoor school facrhtles by the
Park Division for use after school hours. Additional gamnie field facrhtles, tennis -
courts; basketball courts and ball diamonds may result. : .

.-

by opposite agencies at no cost on a secondary priorify basis. -

/

Enter a joint use agreem_‘ent to provide use of schools, park aﬁjcftaﬁon facilities

~

16 4 . \?
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Adopt similar regulations for tennis courts whether they belong to schools or
Recreation Department. Have Recreation Department regulate non-school use.

. N aginl ‘x -
Have school lands written into mini-bike and parking ordinances to permit Police
Department to regulate traffic and use.

/

See if Parks or Recreatlon is interested in lighting your game fields, tennis and ~
basketball courts in exchange<for non-school use or control. Thef may even pay *’
the power costs. . N

Miscellaneous ) \
‘ A \ .
Offer the State Employment Service space in a school and receive better service
for your students, including adult education. . \

Arrange community service pI‘OJeCtS for students and establish means of grantmg
credit for work done in lieu of formial classes. .

Provide space for cultural orgamzatlon ({o establish centers for meetings and display
of their work or collections. -

Offer surplus equipment without cost to any other agency prior to disposed by sale
or trade-in and ask for some b€nefits. .

If another agency has money fot a building program, see if that center can be joined
to a school for mutual advantages. If you are seeking a grant, invite the school to
be a partner in the proposal. :

® .
+

Arrange open shop programs permitting community to use automotive and industrial
arts labs for repair of passenger cars, small appliances and household items withgut
cost. Staff with school instructors who ate paid by Recreation Department, or set
fee through Adult Education.

Combine security systems monitoring schools, reéreation, health, library buildings
.and other public bulldmgs School Fac1hty Department maintains with direct
phone connectlon to the Police Department which responds.to alarms. Reduces
or eliminates need for watchmen.

Cooperative work experience projects:

a) with area Board of Realtors to cooperate on a house restoration project;
b) .with local hlstoncal society in restonng historical bmldmgs,

c) with ltsmess community to revitalize a commerc1a1 a.rea through brick °
sidewalks, planters, benches and related work

d) with4ocal hospital to provide cooperative practlcal nurse trmnmgprogz‘am,

with banking, retailing and real estate associations to coordinate tra1mng
opportumtles in the business co’fnmumty

17
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— -~ . is staffed.

| - Bugdas

9.  Establish rental policies to permit any community organization to use school «
spaces—civic associatfons, youth groups, and PTAs are not charged if building

i . N~

- . J t
10{ See if developer is interested in improving school grounds to showcase neighboring
real estate market.
11.  Ask Chamber of Commerce fo ‘;aicit gifts of cash, nferchandise or “industrial
% waste” to schools as tax write-oft. ’

~
F. Fee Programs

1. Offer day care programs for preschoolers on a fee basis, and*work this int'E) lab
- -situation for home economigs for boys and girls.*

\.\ »

2. - Open low enrollment classes to adults on a space-available basis. Consider charging,
if necessary, adult education fees, but recognize the high potential for community
relations improvement. Specify that school students’ needs to take priority.

/ \\
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SOME INTERAGENCY-E{(O { OPPORTUNITIES,
' _/“IN) ELEMENTARY SCHOOLS -
B - —\'\\ . * <
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Olo.|o|d |8 | |x |3
Parent education inclu&'gng child growth and development x| x| |x X
. v . )
Day care space \ 3x X | x| x
Day care trmmng program\ x| - X
Day camps (vacatlons) for hand.\capped ~ p X x| x
+ Crisis programs/shelters, furni ‘ or clothing banks Xix X X
Youth resource‘o(ﬁc\eg;bicycle safety, etc. ! X
7T
\ Student/famxly problem coordmatlon _-// B X X
Senior nu\‘tJon and counseg.ng X X x| x
‘Senior day care o x| x X X | x| x
Sénior craft center—and toy factory X X x| x
! - e
Toy library i X X X
R [3 N
Extended day program for school-age children of working parents X X o -l X X
A% ! .
Volunteer aides x| x / ,
. — % I :
Exchange tegchin X fo
: 8 8 ~ ) /T
Practice teaching (pl(ls other chjld-serving occupations) X
» Foreign language instruction (kids and adults) x| %
Career education - oo x| x|~ |-
Share space, equipment, or staff x| x| x| x x| x
Use of buildings after hours . ’ x| x b3 b3
Joint development/maintenance of school and park lands X X
Groupds improvement with neighbors X X X
Community gardents "X ‘X
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& HOW TO CREATE LINKAGES

" The balance of this publication will pres:ant ideas,techniques, strategies, and suggestions
which-have been found useful by those intérested inr creating interagency programs and plan-
ning the development of Community Service Centers. The matters p;‘esented will be applicaple '
whether one is interested in the-first level of interagency relationships which may include estab-
lishing communication linkages between key persons in each agency, cross-agency advisory
board plans, informations and referral systems, etc., or the more formal arrangements which
include service and resource exchanges, co-programming or program consolidations, as well as

the ultimate: "combined service centers. " *

-

& v

Chapter II, Organizing for Change, will be devoted to ideas Tor accelerating' desired change ¥
ira community. It will include ide2s for personal plans; the fentification and engagement of
allies to assist with the venture; étmfé“g’fi:é‘p for the formation of #{dwisory groups and goverhance
arrangements which will help to maintain the relevante.aggeffectivenesses of the programs.
Some attention will be given to the pblitical action (non-partisan) which must be utilized to
strengthen the necessary power bases for‘char’:ge.

”
’

Chapter III, Planning for Change, will be assigned to the development of plans and
Strategies for getting started. Atte##ion will be given to the evelopment of plans for plannipg
and plans for action, Participative decision making techniques for reaching consensus will b
’ discussed along with the strategies necessary to deal with the various bureaucracies and to reach

undefstandings which will bind*the participating agencies to a course of action.

Chapteg IV, Resolving Problems, will foc8s on obstacles which must be overcome in the
process of ting linkages. The kinds of problems to be anficipated and methods of avoiding
or overcoming them will b\e discussed. Factors leading to the success of community service
centers will be identified as well. ‘ '

~

v . -
Chapter V, The Community Service Center Building, and Chapter ¥, Managing the
Communtity Service Center, will address the spatial-frrangements, mariagement, and operation
of community service centers-and other consideration for dealing with facility factors and

building management. =

=Y

Chapter VII, Key Elements for Success')uith Community Service Centers, will focus on
areview of the key questions and concerns related to the bverall development of Community *
Service Centers. And, finally, Chapter VIII, Where to Find More Help, will contain infor-
mation about § ciﬁéfﬁla%@e interagency farojects and community centers have béen

! injtiated. In addition, reference materials and agencies will be identified which can provide-. * °

further assistance to those intérested in these concepts. L .
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Chapter I A - - S
ORGANIZING FOR CHANGE .

. P
. Change is always faking place yet those who would accelerate the rate of change or work

for particular types of change are often cnt1c1zed Part of their problem is that they work

individually to bring about chax}ges, or work in groups where there is not a clear understand-

ing of why the change is necessary, what the options are, what could happen if no effort is made .

to select a particular change and what impact each option for change may have. Change need

not be a radical process or alternative for agency programs. It can be a process in which the pro-

blem is 1dent1ﬁed the options are analyzed from, more than one viewpoint,and the decisions

are made in an environment wlnch recognizes the impact on various segments of the community.

THE CHANGE‘ PROCESS

Ind1v1dua1 problems can become commumty problems, b? t organizations or agencies are
frequently slow in responding to the needs of individuals. There are the restrictions w1thm
which agencils and bureaucrats have to operate. Change is usually a “top-down” process-a
reaction to an external stimulus. The very nature of agencies and organizations dlscourage

. innovation; routines, adherence to rigid policies, and fear of risk-taking tend to make bureau-
crats creatures of habit. Opportunities should be provided for change agents to intrdduce

. ideas from any point in the system. There are persons at svery levehof our society who have ~
the qualities necessary to become change agents They are persons who believe that things
could be better even though others may be satisfied with the way things are. They are persons
who are convinced that ordinary methods are ineffective and are willing :§ attempt new ones.
They ,are able to generate a multitude of solutions for the problems which, they recognize\or
‘take advantage of the opportunities which they see. They are hard workers who are able to
cope with the frustration of not finding rapid acceptance of their ideas. These pErsons are
potentla.l change agents and’frequently set out to help groups to bring about change by serving
as informal organizers or enablers. The following chart deswcaynbes a scenario which envisions
opportunities for change agents (enablers) to enter the system from any point and to have

proposals for change considered in an orderly fashion leaving the ultlmate decision to the
official deCl810n makers.

, y
CHANGE CYCLE ,
PRINCIPAL ACTORS -_ACTIVITIES ' v
. Enabler ) Recognizes problem or oppértunity. Makes
{ . personal decision to attempt change.

Enabler and colleagues ‘ Analyze the problerh or opportunity. Makes
. - group decisidn to attempt change. Assembles
an advocacy team or support base. -

Advocacy Team Gathers and anglyzgs data relevant to e issue.
’ Analyzes the need for change By asking these
questions: _
. 1. Where are we? v !
N 21 .
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" PRINCIPAL ACTORS ACTIVITIES

2. Where do we seem to be heading?
" 3. What alternatives aré available?

4. Where do we want to go?

5. How can we get there? -

Participative Decision Making - Coflsiders needs'in terms of community  *
group—-operators, governing goals and objectives. Considers optjons.
body, patrons (PDMs). Reaches consensus on group values.

’ _Dévelops criteria for evaluating options.

A “Evaluates and ranks options.

Task Force of PDMs o Campaigns to have décision makers accept
selected option.

Decision Makers ) Authorize change.
. "
Staff Implements change.

PDMs Measure effectiveness.

.

* Decision Makers ‘Make modifications as required. Recycle
process to maintain effectiveness.

Generally, the goal of change ngents in such a process is to seek ‘the combmatron or inter-
relation of dissimilar services or systems into new arrangements and forms which are more
responsive to current or projected needs. Usually the results of such activities are not radical
but modest changes. The results obtained, however generally are more acceptable to those
who are affected by the change.

o

"~ DEVELOPING PERSONAL PLANS

o
»

Each of us can bring about change, ‘but most of us wonder why “they” don’t do some-
thing about a particular srtuatron We say “they” to indicate dependence upon some leader-
ship. Leadership, however is a quality which is in eachsof us. Leadership knows no.universal .
qualities except that it results when the right person at the right time under the ﬁﬁht condition
is willing to be a risk-taker. A person may be:the leader in a neighborhood project, but that
?@“person may not be the one most of us would select to lead usina legislative battle to have laws

amended to serve us better. This is to suggest that each of us has the capacity to provide leader-
. ship at different stages or under various conditions of a campaign to bring about changes in ,
which we are interested. Each person has a role to play and each should develop a personal "}
" ‘plan in order to prepare for that role. :
. Recognizing Needs or Opportunities . - ™~ '

There &re many situations in our dajly lives which could be better. We are stimulated by
circumstances which affect us or those who are close to us. We are concerned when actions-are
taken which are not consistent with our values. We are inﬂuenced-by the achievements of
others which.come to our attention through our contacts or readings. We are motivated by
personal ambition or a desire to correct an imbalance. Whatever the strmulatron, it isnot

] >
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until the discontent or desire for change becomes strong that we face the decision of whether
. ornot to act to bring about change.

<

PERSONAL MOTIVATIONS FOR SEEKING CHAN GE

Stlmulatlon by beliefs, or values.
The correlation of certain happenings at particular times,
An inborn desire for activity, or a desire for change.
Personal ambition, or the influence of supervisors. . e
" Influence of literature, conferences or other experiences.
Competition, or reaction to competition. ) ~
Results of conflict. - )
A natural development from activities or pressures from supervisors . v
or those served.

as

® @ & 0.0 © 0 O

A desire to correct an imbalance or to improve a situation.. ~ . &
A felt need to cope with conditions. <
Expedience—to avoid some other change.

. Discontent with present circutnstances. .

Result of leadership (own or others) activities.

Mandate—from outside sources.

Economic ne&d. . ' o *
Scarcity of resources. - . ) »

\
'Johceiving and Evaluating Options o o
When we reach the decision to act to bring about change, we begin to conceive and con- \
sider optlons to the present circumstances. This declslon may be conditioned by how we view N
the problem, opportunity, or circumstances. We may be overwhelmed with its size or com- ; /I
. plexity of the action needed tq*tﬁange it. If so, we sHould be reminded of the wisdom which J/(
- © concludes that any problém can be solved if it is broken into its component parts and each *~ /’ -
dealt with separately. We must conceive of options for dealing with the several components /
and evaluate each option in terms of our personal biases as well as the common'good. We. - “’/

_must develop criteria to select goals we w1sh to aclueve > and for which YVe will commit our
energies and Tesources. Ce ’

-

~

- . o . -
s Devising Strategies \ - . .0
. . Just as it is necessziry to dissect the problem into manageable pdrts for analysis, it is also

necessary to divide a selected goal into intermediate goals. The mtermechate goals will indicate
some sort of time line thch\mll be required to achieve the main goal> It will also provide-some
} insight into the kinds of persons whose help will be needed because {of special’ skllls (political,
\ 0 financial, admlmstratlve, commumcatﬁlg, etc.) which they possess. At this pomt,dt will be
’ necessary to involve other persons as a team. It will be necessary for the members of that tearg'n -
- s to begin at “square one” and take the steps smnlar“t’“"tlros&that are taken by the initiator of
: action: identify the need or opportumty, conceive and evaluate optmns\ for attacking the
, problﬁm clarify the i issues; gain consensus within the group relative to the i isues; and devise
a plan or strategy for deahng w1th the problem. faes .. -

| /
J °  HOWTOCHALLENGE FORGHANGE . . g
.. Be an effective group member—ask questions; seek clarification, be '\
williqg to take risks, . .
+ « , i /
’ ' 23 /
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Convene a group to discuss confmun.ity needs or condjtions. -

Be a matchmaker—encourage alliances of service prowders, link peopleﬁ /
with similar values and/or goals

Challenge othess to aspire to new levels or different arrangements.

Encourage inspection of the actievements of others.

°

N Communicate—share concerns.

Identify a need and offer a viable solution.
*

Decision Making Process \

The decision making process will be both a personal one and a group process. Each
person must consider the limits within which an acceptable dec1slon may be reached. Small
groups can listen to the rationale of individual members and can reach a consensus on which’
solutions are acceptable. Consensus does not require that all persons be completely satisfied
with the group position. It does require that individual members are not in direct opposition
to that position. This process and every-group decision is one of compromise. It is one which
requires tolerable limits which each group member can accept even though it may not be the
preferred solution for that member. One positive result of processes which attempt to reach
consensus is that group members are exposed to different values and priorities, and tend to
be more tolerant of those who may have views opposite to their own. The decision making
process involves dividing the problem.into manageable parts; clarifying individual or group.
criteria for comparing potential consequences of the problems and the relative merits of var-
ious solutions; and reaching agreement on the range of solutions which would be acceptabl:a.

’ : DECISION MAKING STEPS

...............................

etc.

3.  Seeckrelevant infonnatign'sources to conceive alternatives

d etc.

4.  Determine rationale for making choices °

- * 4

a. What we are trying to accomplish

......................




b. What sacrifices we are willing to make to accomplish this

-~

’ 'z'.; . ¢
con . 3 . !"“‘" R
.

etc.

6.  What rules we will follow for ranking the alternatives

[N

Reach corisensus on group values; ‘ '
7. Process: Many fine processes are available to aid individuals and groups
to reach consensus on priorities and values. Each requires full and frank
discussion between and among the group participants. Most require that -
individuals first establish thejr own positioés, and then participate in group '
activities which lead to a consensus. Consénsus means that a good, firm
agreement is reached that may not provide 100% of the expectations of
cach member of the group, but no necessary member of the group will
be comiplete dissatisfied. -

The following illustrates one method of developing priorities through consensus. -

Leadership notes: o
Developing priorities.

 —— b ot

-~ The community needs survey summary (3.2)is - within the scope of the goais of your planning

the stqm ng plgce for identifying a set of prior- effort. (If you are planning for community
ity needs. It lets you know which needs in- reuse of a-surplus school, you don’twant to
dividuals in the community feel are most im- tackie the need for better sewers.)
portant.

: The survey you took was a poll-of individuals.
As a practical matter, you probably cannot Now you must develop consensus about )
meet all the needs identified as important to . priority community needs, through discussion,

" community residents. On the other hand, you debate, and compromise. Team members

do not want to limit yourselves to needs which must understand why needs that may notbe _
got the highest number of total votes—there personally important are important to.others;
are probably needs that are important to small what they mean to people who ranked them
segments of the community which you will .. " highty.
want to meet. (For example, day care service )
may be usaed by a smalil number of famiiies, First, agree on a set of cnteria, or reasons,.for
but may be important to provide.) if your weeding ‘out some needs and selecting others.

survey was quite broad, not ail needs will fail Criteria may be based on ecoagqmics, urgency

581
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or longevity of need, anticipated community
support, and so on. Use 3.3 to arrive at a set

AN

of criteria. ; L -

Y

Then apply the criteria to each of the-highty
ranked negds. Several techniques may be
helpful in structuring your deliberations.
Follow the basic.strategy suggested for
achieving consensus—working individually, as
small groups, and finally as larger groups.
(Refer back to Leadership Notes **Achieving
Consensus" in Stage 1.) : .

Techniques ) *

1. Use a'form, such a§ 3.4, to rate needs ac- _
criteria~use the form "
by small groups. Re-
rsandtakean

-

first by individuals, th
port small group an

4

You may vary the com exity of the rating - 4
scale. You may use a simple yes/no (1/0)
scale, or a uniform'scale of 1 t0 5, ar a.
weighted scale with some criteria worth up to
S points, others up to 10 or 20. When smalti
groups report to the large group they ma
report ratings for ea‘:thmerion, or give a total
number of points arri atby adding up the
paints achieved under each criterion.

2. You may enlarge a chart suchas 3-4 so—-
that it is big enough to cover a table, around
which a smail group can work. You can give
each group a limited number of-tokens, such
‘a5 poker ghips to place on the board and rate
then . THe advantage of this as a tech-
nique is that people can easily see-how the
ratings are going, and can move tokens
around. it is a more visible way of reaching
the same resulits as 1, above and encourages
discussion. You may require each group to
report at least one top priority {or two or-three)
and, by limiting the number of tokens, force
decisions. .

Remember, you are tryiﬁg to end.up Mth asast
of priority needs which you will attempt to

meet. The exact ranking of needs is not impor-

tant——whether a need is #2 or #3 doesn't

really matter. Neither is the numbar of priority * -

needs important, aithough the number has to
be warkable. (If you end up with 20 or 30

7

!
!
|
|
J

You will probably find from your.rankings that
there is a hatural break point between the top Vg
4 or 5 or 6'and the rest. Some needs may be
priorities far the long range, but not for i i |
mediate consideration; others may be .
" priorities if ¢ertain conditions are met. So, you
will end up with three categories to enter on
the summary chart (3.5): immediate priorities,
conditional priorities, and long range Q}riorities.‘

i
;
|
]

Report on your final set of priority needs to the
general ic, to organizations and governing
boards. Be clear about the criteria used, and
réasons for eliminating needs which might

have been highly ranked on the survey, butare
not in the end considered priorities. Be Slﬁ

you have agreement on the set of identifi

priority needs befcre you go further.

'priority needs, you haven't identified . e T >
priorities.) iy e "
SOURCE:. Community Planni g Assistance Kit. Educational Facilities
- Laboratories and élmncil of Educational Facility Planners,
- . - » February, 1980, : '
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AGENCY ACTION . -
. - N . "4 . .
R Agencies which consider joining with other agencies have to make sacrifices in order to

\ -reap the gains of cooperative or collaborative actions. The decision makers in each agency

must consider how highly they value or prize those sacrifices which they will have to make . -
and whether or not | the gains to be secured are sufficient to overcome the loss in autonomy,

\ the lessening of prestige, or the resource to be contributed in the interagency project. Very

\ simply, the agency personnel'will have to weight the ‘pros and cons as follows:

J

[y

Mutual support arrangement
Cost shari -
Resources

INTERAGENCY PROJECTS !

CULTIVATING ALLIES

' Most indjviduals do not have the power to create institutional changes. Groups of
_ individuals are heeded to have the impact necessary to bring about change. Individuals who
' want to see chafiges come about must become leaders and form a team which will plan a
strategy to influence decision makers to institute the desired change. There are several - .
\:vays that allies may be culti_vated. One is to seek supporters through informal associations
. which permit the sharing of ideas for change to which others may subscribe. When one
joins such an association, however, that person must be willing to make other contributions
to that group in order to earn the support for desired projects. This process of “horse-trading”
iearried on at all stages of life; “‘you do for me, I will do for you.” It requires active parti-
cipation on the part of all who would earn chits (vouchers for small favors) which can be
called in when appropriate. This process’hdps one to learn and appreciate the interests of
others, and it provides opportunitfés for the sharing of concerns and learning more about
the values which each individual or group may hold.

oy
Al
.
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By participating in community group activifies, one be to learn who are the movers
and shakers of community life and which persops have access jo individuals who may be in ;
positionsimportant to the project. It is importint to find a yay to bring many allie%th |
the team to pgrform the various tasks necessary toynove the/project forward. Some of
team members may be able to relate to other Persons who fieed not be on the team but who C
may be of help_to the project because of the positions whigh they hold. One of the early |
activities should be the identification of “who knows who’}in the power structure of the . i
community. This may be done with a simpie questionnaird which brings out the possible
associations (professional, personal, social, political, religiousyand other relationships) which
group members may have with those who are important to the project. Also, it may be ac- |
complished by talking with people at popular places frequented by the power structure; e.g., 1
churches, libraries, clubs, associations, etc. Team members who have contacts with the power i |
structure can develop linkages between the prOJect' and the power group member by recalling ]

" other associations.

n g ..

It is not essentxal for 1mnal comntacts to be made through top echelon persons to form
effective relationships between agencies. Strong relationships are formed when they are
founded upon the success of smaller linkages which do not threateh an agency. These are
brought about by smaller projects instituted by lower level ; persons. _They establish a climate -
of trust upon which larger projects w111 be formed more easily. ’I‘herefore allies should be
cultivated at all levels. All those who have a desire to help should be members of the team.
Those who will be needed but are nd@interested initially may be influenced to provide their
support when original team members call in chits or recall ‘other associations in which they .
have enjoyed a mutual relationship. .

When sufficient interest and dedication is demonstrated by one(l;dmdual others’ o
will align themselves with that person in order to reach the objecnve which will resolve the -
problem they are fa¢ing. It is important to communicate with pee ; to communicate with
those who deliver services to let thdm know that unprovements are being sought and to ~——
communicate with the decision makers to indicate interest in resolvingithe problems; com+

municate, communicate, COMMUNICATE.

PERSONAL PLAN TO BRING ABOUT CHANGE

s ® A4

.. N
1. RECOGNIZE OPPORTUNITY/NEED '
" . 2. CONCEIVE OPTIONS
-z 3. EVALUATE OPTIONS .

¥4

4,
GROUP PLAN—Repeats steps ong through four and continues:
S50

@’SELECT GOAL AND INTERMEDIATE GOALS

ASSEMBLE TEAM ¢

-~

o CLARIFY GOALS ’ ) -

.- ® ASSIGN ROLES -
o EVALUATE OPTIONS
_e REACH CONSENSUS
o DEVISE A STRATEGY

28 )
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ANNOUNCE PLAN .
POLITI’CAL ACTION;to influence décision makers
SECURE RéSOUF:CES to activate the project or program
IMPLEMENT project or program o '

EVALUATE - MODIFY as necessary

POLITICAL ACTION S

L
9 * o 7

-

Political action as used in this publication is the process of tfluencing those ﬁl‘péwer to . .
/ shift resources te support different community priorities. The individuals or agencies seeking
to bring about this shift must exert power. Politics relates to manythings besiges partisan
& (party) politics. : . ) oA

°

) DEFINFTIONS OF POLITICS
aAct’ivitieiof a political garty or parties.
Struggle to gam and{,ma'ytain poweRn,

\ .

4 v
. s uPressurg group act{w es\/

@

Government in:sﬁtutions, structures and actions.
4 .

]

e ] /
- . LS g \

. Elected officials have power by Tédson of\their official status. Those.who are-not elected \\
officials seek ways to develop power to have arkimpact on the &lected officials. Some individ S
may have power by #ason of their wealth (espeyially if they are supporters of political cam- - *
paigns), or by reason .o'f their economic impo hee to the community (business persons who _ .
have economic control over large numbers of pdrsong who respond to signals from the business
person), or by reason of their status in cémr_n ity groups (clergymen, officers of civic associa-
tions, etc.). Similafly, individual agehcies have different levels of power in a community for

- similar reasons—they control resources which many persons in the community seek to use or -
- they-serve larger grodps of politically active persons.” Each of these individuals and agericies
-can exercise power in several ways. They can exert their power as individuals or jointly; they
can attempt to have impact for an individually conceived purpose or they can merge, their

concerns with thos%’f others-and provide a unified base from which to exert their power.
. R g . -
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POWER . \Q R

- (and one should not expect to find a conclusive answer fo this question since there aré many L.

"mine how to make contact with those who have the power. It is at this stage that the backgrounds

a strategy must be devised for the campaign to have the project considered dnd ultimately

. \ - 3036 gy g .

.
4

EXERTING POWER ) - —_ I

INDIVIDUALLY O—» ° . | PROBLEM|_ = - Limitedimpact .
: ' »s ‘ ¢ v

- “e . - _'_ o s ‘b ] ¢ . "\‘—\ !

EXERCISING JONT Oo— : L . ‘

pOWEd O— PROBLEM| ’= Greaterimpact -~

EXERCISING e . ¥ o
COORDINATED - gy —| PROBLEM |= Directed impact

\) T s .

. The next step will be to determine what suppo “will be required in oljdér for thie venture
or political action to succeed. This will be determined indpart by judgments:al_)out what resourges
or qualities are possessed by candidate-agencies or persons, andin part by what is'needed to attack
the power base in order for the mission to be successful. TFhis requires answers to two questlofls
Who or where is “the power,” and who has access to or the contacts necessary to influence the
power base? There are many techniques for finding the power structure ina conimunity. One
method mvolves questioning active community members régarding their i unpressmns about who
or where the power is to be found. Comparing the results of this survey, one can narrow down
the.opinions about where the power is located. Anotlier method is to search docq;nents (news-
papers, minutes, voting records, etc.).relating.to publi¢ actions to, find'the names that surface )
on important issues to the commUmty Having made tentative Judgments dbouf the power base

power bases in a community depending upon the i 1ssues to be resolved), the next task is to deter~ -

of “allies” and workers for the tause become important in order fo find w,lgo has busigess contacts,
pohtlcal contacts, social contacts, and-personal contacts with those who possess the power wh1ch
is needed to be harnessed to meet the goals of the project. _ - - .
Armed with a knowledge of the attributes of the team members, tactics can be devised - -
for those persons to establish contact with the power base. Tlus contact may be 0 0 gain their
support for the project or merely to acquaint them with the proposal As this is accomphslpd, -

—

approved by those who have the power to make decisions in the area affected by the proJect“‘ .

"4
. , R
The change process may start at top levels and beimplemented at lower levels in an ’

organization, but changes Wthh may result i in mteragency proJects such 2s the development

.
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of a Community Service Center are usually initiated at sqme intermediate or lower level or
_even outside the bureaucratic structure of the involved gencies. The change process involves

a variety of-actors at different stages of the course-of action. The change process starts with
one person regardless of that person’s station in an agelwy__/z?the community. The effective .
change agent is able to recogmze needs or opportumtles and then to convince others to become
allies in] the plan to cope with the need or opportumty that will enable a community to become
a better place in which to live and to work. An individual must be able to convince others to
sacrifice personal goals for community gains by reaching a consensus of the common gains
which are important for that community. The individual and the agency which seek to have

, community resources divided in ways gifferent from the usual are change agents and must use
political power to achieve their purposes. . >

-
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e, ' Chapter HI

PLANNING FOR CHANGE | Lo
Planhing is any organized procedure to reach a particular goal. Planning is performed
.. consciously and unconsciously by individuals, and regularly by organizations. The planning
¥~ “"process may be simple or very sophisticated. Often there are combinations of planning at
work in groups where individuals are following their own plans in addition to those of the
group. Planning for interagency projects and.Community Service Centers is a combination
, of planning for the_project, for the individual groups or agencies involved, and for the indivi-
Y duals who are participating in the planning activities. In these cases planning becomes a set
%  of strategies: action toward the set goal, reactions expected from those affected, and the
alternative actions to achieve compromise with those who are necessary to the success of
the project. While this may sound very complicated, all it is really saying is that planning
for interagency projects and Community Service Centers should be flexible enough to per-
mit such deviations as are necessary to expand the base of sygport for the goal set by the
group. Every decision is a compromise; each decision tests the tolerance level of the partici-
pants; decisions are reached somewhere in the middle ground (within the tolerance level of
each). No agency is a sdlid winner in an interagency project; no large gains are attempted or 3
won. Every plan developed for interagency projects should allow sufficient room for adjust-
ments to be made which will permit the participating partners to make their contribtitions
and develop their logic for making sacrifices in order to participate in the larger gains which
the interagency project or Corfymunity Service Centér will provide to the community. Group
planning is a rational decision making process which allows the members to work toward a
commorr goal well within the constraints and expectations of each group with minimum
‘sacrifices by eaclg%?d acceptable gain for the members. .

~

L

/PLANS FOR PLANNING _ \\
= . N - \

™ Planning activities for interagency projects such as Community Service Centers brings
different disciplines together and also involves different strata from the community. These
persons not ox;ly have not w9rked together before but also have different backgrounds and.

ining. While each pasticipating agency may have a very sophisticated planning system, it

is v ikely that there will be differences in the planning methodologies. This, together

. with the fact that citi ens likely to be involved in the process niay not have participated in
;formal planning procedures, requires that agreement be reached upon a “plan for planning.”
The plan for-planning is reaching a consensus about the elements and structure for planning
for action. The plan for planning will be the initial effort to reach group consensus on the
goals. It will result in clearly assigned responsibilities to perform certain functions during
the planning process, and the establishment of tiry/elines so that the various components of
the plans may be welded together as a unified whole. The result of this activity ¢o develop -
a plan for planning will be that group members will have a better understanding of what are
to be the goals for the project, how much time and effort will be required to achieve those
goals, and what level of commitment each agency and indtvidual will make to the project.
The plan for planning may be transmitted for consideration by the décision makers of the
several involvgg;égencies and By the community as a whole. The decision makers may be
requested to indicate their willingmess for a plan fQr action to be developed.
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ELEMENTS CONSIDERED IN
. THE PLAN FOR PLANNING

The charge to be giw’en the plannihg group:
[<] s

The functions required, scope, limits, and authority.|
Information bgses already in existence and to be deviloped.

Communication opportunities for staff, other groupsbr =
*  agencies, and community. ' .
. Leadership planning—natural leadership vs. assigned legdership.
Timelines to be achieyed. ~ k
Product expected from the planning graup.
Division of responsibilities. L \

Mechanics for resolving problems: divisions within group:™
dissidents’ participation in activities.

Resources required for planni\ng—staff, funds, space, equipmen( A
b §
Meeting times, places and formats—convenience for participants.
Assurance of adequate representation of those to be involved
in the project.
(
T e

Planning Groups

1 -

The initial team of allies gvhich is formed to bring about change is only one of the planning
groups which will be involved in the process of developing interagency programs leading to the
establishment of Community Genters. While the initial group may consist only of advocates

~ for a particular cause, subsequent groups may be composed of both advocates and those who
have interests which would be affected by the ?rof:osal under copsideration. Some of the
types of planning groups which may be used are: =

Alliance—a union of existing groups or agend@:high is formed to serve a
common interest. A -

¥ .
Task force—a temporary group appointed to accomplish a particular purpose
within a given time. S

Committee—a group designated to study and report on some matter (may be
referred to as ad hoc, study, or advisory). ‘

Commission—a more permanent group established, to perform a function as
an agent of the Eﬂpointing authority with such powers as the appointing
authority delegants. ' - ‘

It can be seen that these groups function at different levels (some have powers and
others do not; some are temporary and others are permanent). Each may be composed of
persons who have widely different skills and interests byt who were selected’to fulfill a parti-
cular role in the group.- Therefore, they must be given a Clear “charge” or charter which’
delineates what the mission is for the group, what authority they may be granted, what

W .
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products or results are expected of them, and the duranon of the group. The charge may also
specxfy the relationship which the group is expected to malntmﬁwth either thé appointing .
body Or the operatm@gency in which it will function, Th1$ chafge may be as simple as & ver-
bal understanding between the parties, as in the case of the team of allies which are to initiate
some action, or it may be as formal as a local ordinance. Generally the method of operation
is left to the group; selé’ctlon of leadgrship may or may not be left to the discretion of the
group, dependmgol‘n the wishes of the appointing body.

{

THE CHARGE

~

&

" A charge is given to a group to communicate “why” it was chosen, “what”
it is expected to do, under what “constraints” it Wi operate, and “what”
it is expected to produce: :

purpose—what is to be done o b
access routes to necessary information and assistance
authority and responslblhtxes N
time constramts o
® resources available
what is to'be done with the results of the group efforts
what other groups may be working on relevant activities and™
relationships. -

’ The group should have an opportunity to discuss the charge with the appointing
authority to ¢larify understanding of the functions of the group.

°

PLANNING FOR ACTION

While the plan for planning may be initiated by non-planners in order to focus attention
upon a particular concern, the process for developing a plan for-action normally will be °
instituted by those accustomed to planning. Fhe initial activities in planning interagency .
projects will be concerned with the following:~ who should be on the planning team; what
groups 'should be invited to designate representatives to serve, and ho e chairperson should
be designated. Once this is accomplished, the members of Jhe planning group should receive
and discuss their charge—what they are expected to accomplish, how long they will have to
accomplish it, and what product they are expected to deliver to t.he/gppomtmg body. Through-
out the planmng stages, and most other phases of any project, there are six questions which
should be considered. These questions are important in developing plars, in assessing needs,
in making decmoni on operatlonal matters, and in evaluatmg progress as well as the project
itself. Y oa A .

g

.

) SET OF SIX QUESTIONS

o Where-are we?

e Where do we seem to be going?"
@ What alternatives,are available? *
o Where do.we want to go?,

e How can we get there?

' . S
.l

/

t do we need to get there?

.
\




Planning depends upon the creativity of the persons involved in the processes. Crez;tivity
is the activity which brings something unique into existence, something which would not
evolve naturally. Creativity does not require new resources, but it does réquire new combina-
~ tions of those resources. In order to be creative one must not be bound by things which limit
thinking to old patterns. One must break down the barriers of custom, of limited understand-
ing of the situation, and even of existing legal constraints—laws are made by people and can be
changed by people. In order to encourage creativity by the participants in the planning process,

a variety of experiences must be scheduled so that as mahy of the five senses as possible may be -

brought ‘into play. There should be opportunities for examining data, for viewing conditions,
for talking and listening with those who have expe)'zhces in the area of concern, for using the
services and facilities which are in existence, for role-playing to ,understand the situation from
other perspectives, and for making presentations as well as hearing presentations of others.
Each participant inthe planning exercises should endeavor to understand the impact of the
present situation aswell as the proposed solution from as many viewpoints as possible.

INITIAL PLANNING ACTIVITIES

Getting to know and understand other points of view.
Identifying persons to be involved in the planning process.

Deciding whether to use existing groups or create new groups w -
for, planning purposes. ‘ -

Deciding which existing groups are to be represented. ) :
Developing a common uhders}anding of the problem.
Determining goals and values represented in the community.

%Reading'a consensus on community priorities.
Identifying existing and potential resougces. -

Devéloping a proposal for an issue to be placed beforé the C,
. community and the decision makers. ‘

Producing a timeline for recommended action plan.

Needs Assessment

The planning group should assemble all prior studies and reports, gather relevant data for
analysis, and conduct such activities as are appropriate to determine community goals and
priorities. The first step is to identify a “wish list” of items which members of the community

* would like to have if there were unlimited resources. The next part of the process will be con- *

cerned with reducing that**‘wish list” to those items which have high priority and which the_
community may expect to achieve through the application of human, physical-and economic
resources. The process of developing a consensus on priorities may be easier through the

" techniques of gamesmanship—using hypothetical situations which afford an opportunity to
consider new arrangements for the community human service delivery systems. Gamesman-
ship provides a way for persons to be less emotional about proposed changes; it allows biases
to be aired and considered in a less hostile-atmosphere than one in which real situations are
discussed. Whether games or other techniques are used to reach consensus, there are some

basic rules which must be observed. )
- ™ /; \
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BASIC RULES FOR REACHING CONSENSUS- -
1. Activities must not pit one group aéainst another. .
Ta . i <
2. Activities must be positive in nature and aimed at reaching
COnsgnsus.
Faciﬁ_tator must exercise care not to réject ideas or solutions, but seek
- to find a better or more acceptable solution.

4.  Activities must allow opportunities for all to participate at each ’
stage; yet not require participation. .

Activities must not require the use of unusual or sophisticated materials !
with which some participants may feel uncomfortable. .

6.  Activities must be easily understood.

7. Rules should be flexible enough to permit participants to “take side -
trips” dunng the process.

>

8. Acuvmes rr?ust npt embarrass or offend either the participants or
- other members of the community. _ .
9. Faczhtator must recogmze that some participants are interested .
merely in obsemng the proceedmgs rather than taking an active
part.

@

Privacy of the views of individual partxcxpants must be protected
to the degree which they wish; facilitator must be alert to sxgnals
for relief.

’ - 10.

* PARYICIPATIVE DECISION MAKING .

Participative decision making.does hot mean that professionals necessarily abdicate their
responsibilities for decision making; but it does mean a process of planning “with” rather than
“for.” Although the process may appear to be less formal than other planning techniques, it
requires time and structure and possible refraining of the professionals and traxmng of the
inexperienced. Because it brings together individuals in ways that are not normal for them,

it may requxre a motwator, enable;, or facilitator to activate the process.

i

Partlcxpatlve decmon makmg nfay take the form of consultatlve planmng, in which the

which will affect that portion of the

munity, or considers expert testimony or advice from

planner or planning body seeks ac;v;af‘rzm various segments of the.community on actions

an objective consultant. PDM may involve seeking a consensus‘on a tentative plan or decision *

through”fhﬁg network of e:ésnng groups which function in the area to be affected by the

decision. Or, PDM may Be a demo
the affected groups for decision, a

tic process in which courses of action are submitted to
d majority ; rule prevails. The choice of a form of partici-

’pative decision. making is as nnpf)rtant as the process itself when measured in terms of power

sharing—the degree of involvement which the particular group is to be allowed to have or
wishes to have. The security which the leader or the group feels in the 51tuatlon will help to

decxde the form of partic:panve decision makmg to be used. ~ -

4
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CHARTING THE PLAN ' -

A volunteer citizen group in Hampton Virginia, conducted preliminary research to
g convert an old elementary school which had served as the center for neighborhood activities
into a “sociological general store” to provide a common meeting place for surrounding resi-
qents and to provide a location for a network of essential human service delivery systems.
The charts on the following pages were developed in ‘Hampton to provide a “roadmap” of
eSsential activities toward the accomphshment of this project.

<~

.
-

In order to provide coordination for the development of the project, it was proposed
that a Project Director be employed. The organizational relationships between the Project
Director, the Board of Directors of the proposed center, and the other-participating agencies
are described on the organizational chart on the following pages. .

- BUREAUCRATIC BARGAINING

All groups tend to institutionalize their ways of responding to needs as they are per-
ceived by their key personnel, who are referred to as bureaucrats. The act of institutionaliza-
tion discourages creativity and responsiveness to changing needs so that those who would
~ create new agency and interagency relationships often face the need to do battle with the
bureaucracies. Buréaucracies frequently adopt rigid rules and demand strict adherence to
e thcﬁse rules in order that their procedures may proceed as they were conceived. This demand
forlunbending conformity to “policy” leads the staff to adopt defensive attitudes and to fol-
lo’ routines as closely as they can. When problems do arise in such a situation, problem [ 1"
ing is usually performed individually rather than by group action. Participative decision <
_ . aking is rare. This leads to close definition of turf for each segment of the agency, and |
. thieﬂe is little opportunity for an interchange of ideas and activitie €vertheless, bureau-
cracies should be used, not abused. They do hold impo aces in our communities and
N ‘ 1and a certain degr(ee .of power which could ¢ bute to the creative solutipn of pro-
blerxs ’

through mterlgéncy programming.

\ Agency bureaixcracres earn positions in a commumty ith.rough the number and type of
chen&s served, the srze of their budgets and what the budgets purchase for the community,
the method of commumcgtlon which the agency uses to relate its accomplishments and
abilities to the commum{y, and the individual reputations of key individuals within.the _ .
agendy. In that latter case lies the key to convincing the bureaucracy or agency to be sup-
portive of the new arrangements which are to be planned. When those key persons can be
matched by persons in the planning effort who are able to relate to the key persons, a dqgree
of support can be develdped in the existing agencies no matter what their orgamzatxonal
** positions may be. It is these relationships which must be discovered and developed in order

/ for agencies or change agents to learn to understand what part they can play in the new .o
arrangements and how the power of each agency may be increased through coordinated
efforts wrth other agencies in the community. Lay persons or staff from opposite agencies
who can help members of other agencies to recognize the value of intéragency programs
are extréthely important change agents in any community.
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Each agency must evaluate proposed new arrangements'in terms of the potential gains

. and losses which might accrue to the agency (see Chapter 2, p. 47). For eac)\ problem or

opportunity to be considered, there are many solutiens to be evaluated. One way of s]ketch-
ing out the possibilities follows:

.* . \
ProgamNeed ......... .....ooooveernooi.. io... geeatenns
—_— 2 e
PLAC% AGENCY(IES) PROCESS
Now handledat .  ....... .”.".by ...... geeeeere T howo ool . ‘.
- 7 %‘: “Qﬂav"‘(% - . -
Alternatives: R T T ©
2 ¢ o B ’-"
Lc/ e dee s e e M A I R I T T P R SR SR AP APPARN e o
. B ; .
B R V,} ..... D

The solutlons are found not only by reading-across on fﬁ"‘éltematwe lines, but also be 3elect-

ing a place from one line, an agency or ' combination Qf agencies from another line and a process

from a different line. Putting these alternative combmatlons before the agency planners will

permit the gain and loss comparison of many dlfferent solutions to the problem, or.ways to

take advantage'of an opportumty . . .
. ‘ €

o S FORMING AND WEIGHING OPTIONS - ?

' 2L .“‘ " : - g‘

c .

e
- % 'Ihe‘purposet of pl'}mmng iriclude the dlscovery o avaﬂable optlpns, consxderatmn of the

relative @dVantages and dxsadvantages of eac d pn r&t_mng them in a pattern which is
‘consist w1tb commumty values,z Anangehﬁt of the opnons w;th recommendations con-
cermng%‘e relative mérit,s of ea%hﬁ of great help to those whq must make the ultunate deci-
sion of whether or ng’tq progeed. with a proposal based upon t,hls plannihg. -Plannerseand
planning groups consxd& op%on’ahirrangements for progi'ammmg, management and stafﬁng ’e
patterns, housing the ptogams, axrd ﬁnancm ™ of these subseétions of the planning can

be considered by sub-groups of the am p. H ' Mmsxons about, the pnontlzatlon

of the various options should e fad jris
, the planmng group feel uncomfortable about thé° '

-

them through the preparation of a minority report. . L
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THE PLANNING SEQUENGE SUMMARIZED MM
INDIVIDUAL ROUTE ‘ ) : AGENCY ROUTE

- Pressing motivation S 'External pressure or staff decision
Individual decision o : ,. Operationdl personnel decision
Personal plan . ' Ad hoc atrangements
Gather allies - ’ Agency decision #
Participative decision making re: ’ ' - Policy position taken " *
Needs assessment o " Networking

Formation of team - Program Coordination
Assignment of roles . . ) ' | " Cooperative political action to
stabilize policy and projects

9

- DECISION TO ATTEMPT MERGERS
Pre-planning; develop a plan for planning
Needs assessment
Joint motivations
Gather data
Test community interest
Réaching consensus on community goals
.a, T ! and priorities )

) B Dé@kx{:tions for* - - - -
i’r’g{g ming N .

Management and staffing
“Housing or facilities
“Financing
- Prioritizing the options \ N
Presentifig the plan to the decision makers and
the community
Monitoring the progress of the plan through decision
making process 7 \
. Implementing the plan
. Evaluation ) ’
Project modification if apprgpriate ‘

o

e
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A

~ RESOLVING PROBLEMS N

All of life is beset with problems or obstacles which in reality can be, opportunities for
. growth and unprovement The formation of interagency projects and the development of
commumty service centers.also involves the solution or resolution of problems which may be
even more complicatéd because they involve the problems of individuals and groups, and the
interaction and mterrelatlonshlp of eéach group’s°problems upon thie problems of other groups.
Prudent planning involves careful consideration of these conditions to anticipate as many
problems as possible and to devise strategies and techﬁtques for resolving the problems which
may not have been anticipated during the planmng stages. In addition to attempting to anti-
cipate problems and obstacles, planning activities should include opportunities to investigate -
the experiences of others who may have pursued reasonably similar courses of action. The
planning activities should be kept flexible enough to permit the time and effort necessary to
Solve problems as they arise. The planners should be prepared with techniques for d1scover-
ing the central issues in any obstacle or problem, and resolving the disputes which may sur-
round them. .

'COMPROMISE ‘ ‘
~ Throughout the process of overcoming obstacles and resolving problems, the word
“compromise” will become increasingly important, for it is the process of resolving differences
through mutual concessions. Compromise requires the parties to find a mid-ground in which
to reach agreement Even if there i is'only one individual involved with the problem itis _
necessary for thatperson to comprom1se, to find what mix of person ues is most accept-
able in that situation. Every decision one makes is a compromise, since people rarely select
. one goal over ail others i in setting a course of action; similarly groups must make compromises
in their own plans of action. When those plans are to be placed in concert with others, as in
an interagency project, there are set:;of compromises to be made. Furthermore, when the
. blan-of actiofl must be approved or financed by others, which is typical in a governmerital
situation, further compromises must be made. Overcomring obstacles, thereforeZbecomes the .
art of compromise which could be defined as follows: identifying the issue(s); identifying
those.who are involved in the 1ssue(s), discovering the values and goals of each of the parties;

Y

/.

s

identifying alternative courses of ; /actlon or possible solutions for the issue/problem, and reach———

ing consensus within each group ‘and between groups for a solution which all can aécept. f

1

- o LEGAL OBSTACLES
OBstacles or problems may be the result of a formal structure, such as Federal leglslatlon,
statutes, regulations, ordinances, or other state and local laws. Some laws are designed to
%revent things from happening, others are designed to assure they will happen,\while other
. laws merely enable things to happen. For example, a review of existing legislation-may dis-
close that thelaws are sometimes unclear with respect to the condition or action which is to-
be taken. If this appears to be the case, careful consideration must be given to the possible
mterpretatlons If agreemwe reached at the planner’s level, then other opinions

:“‘.
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n':ust be sought. Insuch eases, one may seek the opinion of legal €ounsel as to whether or -
{ not the existing laws cover the situation. Opinions are just that, not absolute factual state: C e
ments but informed judgments about what probably will be the case. The legal counsel
_ should be selected carefully, for expertlse in the field related to the particular area of the law
. that is in question. The qUestion posed t6 the legal counsel should be framed in such a way
N, that the response will be m‘ost helpful. Rather than ask, ‘‘May we do this?”, it would be
N betger to-ask the question, ‘“‘How may we do this?” The legal counselor may require more .
mformatlon regarding the circumstances before being able to give the response which will .
be most helpful. Persons seeking advice should be frank and give full irformation in order
to permit the counsel to give the best advice based upon a well-informed judgment. Should
the response be negative because of existing law, one should recognize that laws are made
» by.people, and can be.changed'by people: Circumstances which brought laws into being
in the first instance do change, and dxfferent circumstances do warrant different legislation
or governance structure. .
4 4

Legal Issues : : oo

[ . “

As stated earlier, laws can be changed to enable new ventures to come into existence
as needs and conditions for the governmental jurisdiction change. In Virginia, a very broad
law appears to’encourage and make possible joint ventures such as interagency programsand .
Community Service Centers. It is rarely quoted,  but has existed for over three decades. A
1976 amendment added the option of joint exercise of powers with politigal subdivisions of
another state. It is repnnted here in its entirety so that the reader;may be aware of the broad
scope of this section of law, as well as the required actions which must “be taken by the political
subdivisions to join in the exermse of powers or authonty with other jurisdictions. " .

CODE OF VIRGINIA

15.1:21.. JOINT EXERCISE OF POWERS BY POLITICAL SUBDIVISIONS. ' ,
(a') Any power or’powers, privileges or authority exercised or capable of

exercife or capable of exercise by any political subdivision of this State may be*

exercixd and enjoyed jointly with any other political subdivision of this State -

©

-

' and with any political subdivision of another state.
” (b) Any two or more political subdivisions may enter into agreements with
’ - one another for joint or cooperative action pursuant to the provisions of this

section. Appropriate action by ordinance, resolxﬁon or otherwise pursuant to
law of the governing bodies of the participating political subdivions shail be
] N necessary before any such agreement may enter into force. . *
. i (c) Any such agreement shall specify the followmg .
: (1) Its duration. E
(2) The precise orgamzation composition and nature of any separate
) legal or administrative entity created thereby, together with the powers delegated
. thereto, provided such entity may be legally created.
(3) -Its purpose or purposes. )
(4)  The manner of ﬁnancpg the joint or cooperatxve undertakmg N v
and of establishing and maintaining a budget therefor. )
(5) The pennisslble method or methods to be employed in accomphsh
ing the partial or complete termination of the agreement and for disposing of
* «  property upon such partial or cqgplete termination. ¢ L/ Lo
. . (6) Any other necessary and proper. matters. - 3" .
. (d) In the event that the agreement does not establish a separate gul entity ' g

s

-
1
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to conquct the joint or cooperative undertaking, the agreement shall in addition to
items (1), (3), (4) (5), and (6) enumerated in subdms:on" (c) hereof, contain the
following: ~

. m’ Prowsxon for an administrator or a joint board responsible for. adminis-
fering the joint or c00perative undertaking. In the case of a Jomt board public agencies
party to the agreement shall be represemted.

’ (2) The manner of acquiring, holding and disposing of real and personal
property used in the joint or cooperative undertaking. ’

{e) No agree}nent made pursuant to this séction shall relieve any pohtlcal sub-
division of any obligafion or responsibility imposed upon it by law except that to the
extent of actual and timely performance thereof by a joint board or other legal or
administrative entity created by an .agreement made hereunder, said performance may

(\ be offered in satisfaction of the obligation of responibﬂi}y

*(f) Any political subdivision entering into an agreement pursuant to this section
may appropriate funds and may sell, lease, give, or otherwise supply the administrative
joint board or other legal or administrative entity created-to operate the'joint or coop-
erative undertaking by providing such personnel or services therefor as may be within
its legdl power to furnish. (Code 1950 [Suppl\], 15-13.2; 1958, c. 191; 1962, c. 623;
1976, c. 583.) .

The 1976 amendment added “and, with any polmcal subdivision of ‘another state”
at the end of subsection-(3). .
Note: Emphasis supplied by italics> . ’ $
Yoo WHATIS A BARRIER? , '
" . Lt e i cw;. e
A barrier is merely ah obstructjon or an ebstacle which may be surmounted It may be
det‘med as a need.to obtain clarification,or an expression of fear or a lack of understanding,
" or as a threat to progress, or as an unwillingness on the part of'a needed partner to proceed or.
to partlcxpate in a project. Each of these situations becomes a challenge to the one who wishes '
- to proceed to accomplish something or to 'change some;hmg Each requires a series of steps in
order. to be resolved. Each s also a s;gnal that a compromise will be-needed if the i impasse or
delay s to be relieved..

-~ ¢

Some problems or barriers arise because of differences'in values among the involved
parties, some are the result of lack of understanding about what is being attempted. Others
_are tige result of fear of the unknown, a matter of inadequate or poor communication or
petent personnel unable to function in their present position. What do all 6f these
ve in common" They all depend upon reachiqg dn understandmg of the answers to the
followmg queshons —

- »

° What is the issue on which there is confhct" ‘

¢ How d1d this issue surface? .

e Who or what groups are concerfied with the xssuq"
e Why are they concerned? e

/
e What are the present posxtions of each side of'the issue? '

¢ -What is.the range df positions gcceptable to each group?
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¢ What are the possible alternative solttions?

X Which alternative solutions are"most acceptable to each sldg"

should

.
&

. 1’,7

[ N

e Which alternative solutions are unacceptable to each side? .
# How far (and how fast) is each side willing to move to reach -agreement? .

° How will the accepted solution be announced in order that e;):}r of the,
parties preserves “face’’ or dignity in the solution? \

.USEFUL TACTICS FOR COMPROMISE ‘

. ' [

Compromlse 1sa combination of me{chandlsmg, mediation and dipjomacy. The enabler

e Seek wgls for'all parties to become involved without being wounded.
e Create a balance sheet of issues and | comrpomises or trade-offs which seem poss1ble

e When two or more lists are prepared, have the gartles prioritize the itemis in-order
to locate the middle ground for compromise options. ’

Have participants discuss their differences. .
Mediate—seek a position well within the ranige ofeach party.
Be prepared to point out how each possible solution can be of value to each party.- .

Attempt to reconstruct the preferences of each party so that the range of alterna-
tives\becomes broader, and co*npro'tmse becomes easler

e Try to create a situation where opponents recognize the need to join forces.
¢ Find a neutral meeting place to bring parties together. . '

e Get around a table, but try not to meet across the table. Attempt mformal seating
arrangements.

e Take tyzleaming rates are slower than listening rates. :

e Don’t work out solutions in isolation; do have the parties confront each other when
compromlse is ready for discussion.

° Patlently educate the parties to their roles and responsibilities. &

e Help the partles to reach their own decision, provide needed information and facts,
and be able to identify obstacles and find ways to overcome them. .

¢ Try to create a climate for compromise; have partles broaden their relatjionships
by relaxed dress, social actmtles preceding the session, or by recalling common
interests or backgrounds. .

o Never refuse to accept a proposal; allow the contributor to withdraw or delfy it
as discussion proceeds.

e Remember that sincere praise is valued over constructive cntlclsm

e Since cooperation works both ways, let people help with the task even when help

" isn’t required. . N

~

¢ Assume everyone is honest and sincere and that the dif’ ferences are caused by per-
_sons coming from a dlfferent set of circumstances w1th a different point of view
anda dxfferent goal b3 & “

w
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e Don’t expect perfection; don’t promise perféction. L
e Be flexible. Tolerate, don't berate. °

’

o Postpone action rather than risk polarization.

o Take the attitude that no one is ever wrong intentionally. Questron whether they
have all the facts and determine if they are able to think of it another way. Learn
if there is a substitution which they can accept.

t

o Settle for small gains and accept slow progress gracefully.
e In true compromise, no one ever gains all, but all gain a little.

o Give all parucipants a chance to modify their positions even at the end. If there is
a minority report, provide an opportumty for it§ presentation.
~ ‘ !
| SOME PROBLEMS TO ANTICIPATE

,The formation of interagency projects, and especially the creation of Community Service
Centers may result in some common problems. These problems have been solved in many
similar projects instituted by others both in Virginia and elsewhere. They can be categorized
as follows: N ) v

&

e Problems with interpersonal relationships mcludmg real or unagmed threats to
power or “turf.”

o Legal issues including authority over certain dom‘ams abihty to engage in certa.m ‘
activities, and power to act. (Drscussed in prevrous sections. ) N

, ,
These problems must be faced, and do take a degree of statesmdnship on the part of a few
(or even just one) individual(s) skilled in the-ways of governmeént an(d wise to the art of
inﬂuencing people. These individuals assume subtle leade 'p roles in helping the real

servr e wlule ng a sense of security for those persons and agen es whichtmust make

cnﬁces in o for the new venture to come into being and to become successful. They
‘are persons who enable others to help themselves and to aclueve mor
under normal circumstances.

Interpersonal Relauonslnp Problems ' .

Whether the problem or clrspute is concerned with the roles persons w1ll have to play
in the new venture, orthe roles which they will be forced to givé up in the1r former. status
whether the obstacle ‘involves agency personnel ‘who believe the new. arrangements will
constitute a ﬂueat'to their power-or influence in the community; whether the dispute is
simply over how the new name for the project will recognize the partners, and how persons
believe the community will perceive the new arrangements; or whether the project is
threatened with staff differences becauge of compensation plans, or changes|in professional
requirements for the new roles to be played, the key role to be played by the enablers is one

v
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of partisan analysis. “Partisan analysis is performed to help other persons to identify the ne /
gain (difference between their losses and gains) in the new arrangements. Sometimes thos
net gains for the individual must be weighed against the net gain for others with whom th
affected persons identify closely, and for whom they are willing to make personal sacrifices.
Especmlly in the field of human services, there are individual staff members who would
accept lower returns for their efforts if they could be assured that certain groups of clients
would benefit from the new arrangements. . 5%

It is important to prq(qde or discover ways for persons to divulge their values, thej

goals, and their strong feelings about the changes whrch are to be faced. It is equally impor-

tant to avoid hav1ng them adopt strong positions in regard to the issue. The statesman will
endeavor to have an expression from the affected individual which leaves room for move-

. ment. When the individual is willing to listen and to attempt to understand the positions

_ of others, the area of compromise becomes broader. When the individual takes a hard and

fast positign, that individual is léss likely to make the necessary adjustment for compromise /

and any compromise reached will have to take place in a ‘narrower band of possibl solutions,
or the uncompromising individnal may be lost to the project. In the latter case, the ent1re
prdject will either be deli%:iroppmonately or put aside until a future time when the .

~ uncompromising individudl is no longet a factor in the process. _ .

The role of/the,enaﬁler 1‘;1 refnlvmg interpersonal relationship problems is/to keep the
avenues of commutication open and as broad as possrble Any dispufe may r¢sult in solutions
which had not been considered before the drspute arose. Disputes are evidence that persons
feel strongly enough about issues to take risks to support their beliefs. They should not be
taken lightly, nor should they be accepted as reasons to abandon a project. Consrderable

/ effort must be put into the process of seekmg an area of compromlse whi Gwﬂl permit the
project to proceed.’ o ‘

Complexity of the Project

join large numbers of partners, or when those partners are vastly diff ' ent in the size or type
of organization. Cooperative ventures have been developed for'a narfow range of activities,
-such as cgoperative purchasing, among fifty or mqre groups. Probaply the one conclusion
which has been reached by those who have extensive experienc K jith interagency projects
is that the scope of the venture must be reduced in direct proportion to the number o
agencies involved. Many can agree on few items, but too many items provrde a greater }
basis for disagreement. , \

] The size of the participating partners is not relevant except when there are great dif-
ferences in the size of those partners. I.arge organizations tend to be more formal in their
str;uct‘ure and communications systems; it takes longer for detisions to be reached, and the

* resulting document is likely to be very precise and to includ generalized statements which
the large organizations have accepted as the standard in thejr operations. Small,er organi-
zations must take faster action, smce their resources are li ited and their need tQ respofd
to situations is more pressing. The smaller organization has fewer levels for’ communication,
4nd more authority is vested in each of those levels. The small organization’ 1s more likely
© to execute simpler documents and have drfﬁculty interpreting what effect more complicated

« -
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general statements, which come from larger organizations, could mean to their operation.
The smaller organization is always more concerned with being “swallowed up” by larger .

" organizations and will be reluctant to be bound to formal statements which appear to com-

mit them to long range projects with larger organizations. Of course, the largér orgamzanons
will be reluctant to enter into partnerships with much smaller organizations and would prefer
to use the smaller organization only as a supplier rather than a partner. Large organizations
seldom see anything to be gained by joint ventures with smaller orgamzatlons Partnerships

.between organizations which differ vastly in size are rare. :

<

The type of organizations to be included in the partnership is important in évery case,
since the personnel of no organi atlon initially feel entirely comfortable with the personngl
of another organization. Gfoup strength through efforts to develop pride in their mem-
bers. That process assumes\that the members of one group are more effective, more 1mpor-
tant, or more something thdn members of another group. Competxtlon between groups may
be healthy when zroups are followmg separate courses, but, as cooperatlonrather than com-
petition is required, new attitudes must be developed. Even among very similar groups, staff
attitudes must be overcome before joint ventures can be successful. For example, nurses
employed as school nursef'pubhc health nurses, or surgical nurses may display attitudinal
problems when employed together because of the efforts to maintain pride within each
separate group. The same will be found to be true among librarians, depending upon whether
they are parts of schools,'public libraries, or technical library staffs. Therefore, much ad-
vance planning must take place with the staffs of the several proposed partnersin order to
provide opportunities for staffs to work together on a small scale, to reduce communications
differences, to develop an understanding for compensation differences, and to discover those
areas where it will be impossible to bring the staffs closer together so that proper provision
may be made in the xproject to deal with these differences.

- » - [} t

Communication leferences /

3

Commumcatlon problems are often at the root of other problems. They are brought
about by language problems (the same words have d1fferent connotations to different per-
songland to structural problems (different commumcatlon channels in different organi-
zatigns). Each profession and work force develops word usage patterns to convey prec13e
messages which go beyond thé general meaning of the words.used. Also, each occupation
uses clusters of words which are used less by others and Whlch are necessary to that vocation.
Those who have studied a foreign languaze'ﬁll find the preceding statements brought out
more clearly when they attempt to ‘translate words from one language to another. There
are many words for which there is no identical meaning in the other language, and there are
words which are totally inappropriate to convey a similar message even though there is a__—
direct translation for the word. This is true of the language used by staff membgsofwmfferent
agencies as well as by supervisory staffs and governing bodies of the agencies;dand by clients
of the agencies as well. Only frequent associations between the affected persons can reduce

. the difficulties with communication patterns.

RECONCILING DIFFERENCES .
The steps for reconciling differences may belstated simply as: (1) identifying the
problem; (2) claz:ifying goals and values; (3) discoWring the alternatives and the consequences
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_of e‘ach' and (4) making the choice or decision. The processés for following these simple
steps'is less simple. The process may be one which: mvolves only the parties meeting to
p . negotiate a solution to the problem; os it may be a process which involves a third party to

. help reach a solution through arbitration; or, a third party may assist the parties toréach a -

better understanding of the positions of othets through g process of role exchanges. In

‘ .. every case§fach party must be. willing @ make some sacrifice and to move from the previous
: ' position. Identifying the problem may be the most difficult step to take. The problem as

’ " it originally appears may be onlya shiam to take the,place of the real or hidden problem.

’ . The parties may or may not be aware of the real problem. It may be rooted in their back-
grounds, and they may not- apprecxate the fact that others may have substantially different .
values. Everyone filters the decision making process through a screen of .values which have

. been developed from pnor experiences ‘and a set of facts which have become important from

a ¢ertain perspective. Values_can be modified through dxfferent experiences, and facts can
be changed because of new knowledge gained. . . ) b

As each party attempts to clarify a'nd modify values, retonciling differences becomes
more p0331ble Also, an attempt should be made to isolate the problem from other con-
ditions which miglt be contributing factors. A problem can be amplified and become
distorted because of discomfort experienced in the surroundings where the resolution of
differences is being attempted; the parties may be overtired because of a poor choice of
times or because of prolonged effort; external mfluences such as personal problems may
be affecting the participation of ope or more parties; or the pressure of time or other cir-

. cumstances requiring action may be detrimental to the process. The enabler must find ways
. to reduce the outside influences and to permit the ‘parties to pursue their analysis of the
situation without distraction if the real problem is to be isolated and examined.

. SUMMARY
Resolving problems requires the utmost in skill from persons who help the involved
parties to solve their problems and indve toward a new bond of purposeful activity. Identify-
ing the central issues and isolating the'real problem from the ostensible problems is key to
. the resolution of differences. Utmost. creativity is required of the enabler who aids the parties
s to look at the problkem from various perspectives and to reduce or discard any prior biafes
which may have prevailed. The biases may have arisen through the new interpersonal relation-
ships whichi the partnership brings into being, or they may have developed from communication
difficulties between groups of different kinds of individuals. On the other hand, the problem
'may be real of imagined because of difficulty in the legal framework which appears to govern
the situation. If the project is not overly complex in scope or size, many of the problems can
be resolved through smalﬁiemonstratlon projects or activities which provide tsial run oppor-
ities for the persons who will be affected by the larger projects. Interagency projects and

the developme Commumty Service Centers are new types of activities in most situations

so that rapid progress sho ot be anticipated. Reviewing the experiences of others and
~ ufilizing available resources to determine what help is available is recommended. Time and

ience are necessary irigredients in any planning activity. An additional dimension of

statesmanship is also required when two or more agencies are expected to re-structure their

organizations. Organizations must consider what sacrifices can be made, and make the

necessary staff a&;ustments in order to join in a new partnership for the improvement of |

the dehvery of human seyces in a community.
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‘ apter V
>- . THE COMMUNITY SERVICE CENTER BUILDING

. Many choices are available for those who desire to create a community service center.
One will be whether an existing building can be modified-or whether a new building should
be constmcted Still another question to be faced is who will assume primary responsibility
for gov g the facility and what role the other ogcupants or tenants may assume. This .
involves a decision about whether there will be a'landlord-tenant relationship, which creates
a néw organization to own and regulate the facility to keep it functioning for the benefit of

- tenants which may ¢hange over the course of its service. We will look at these questions
first, and then deal with some basi¢ matters which must be considered regardless of the
decisions on the first questions. -

°

FACILITY PLANNING

Representatives of the comﬁ:unity and the participating agencies should be included

in the sequence of events which are necessary for the design and construction (or recon-

struction) of cqmmunity service centers. When the project is to be part of a school, the .
. School Board will be the owner and will select the architect to translate the program
— requirements into building sketches which reflect the relationships between the:various
programs to be accommodated. These relationships will to some degree contrdl the oppor-
tunities for program.coordination. Cost estimates must be prepared before a referendum °
or other authorization for funding can be ogtained, so the services of an architect or engineer
are essential to meet the requ{rements of the various control agencies. The sequence of
events which takes place in pl g a school/community facility is illustrated on the follow-
ing chart. -

New Buildings vs. Existing Buikdings Coe A - *

Three basic matters must be-dealt with here: the cost of building new facilities over
the cost of adapting older facilities to new uses; the adequacy or 'aﬁpropriate'ness of available
existing buildings vs. the problems of designing new facilities to serve multiple tenants; and,
the location of existing facilities vs. the availability of sites for new facilities in more appro-
priate locations. Addifions to existing buildings should be viewed as a combination of new
construction and renovation.

e

Cost Factors of New vs. Renovation of Existing Buildings

@ °  Experience has shown that the cost of building new facilities is slightly higher than
] bringing existing buildings close to the levél which may be provided in new structures. Of
o course, there is a basic saving when agencies decide to joir-in one facility rather than build
separat, facilities, so the cost of a new building may, bedn attractive alternative in some
communities. The cost of renovations, while less than building new facilities, can be sub-
stantial, and the increased cost of maintenance, energy and other operating considerations
in an older building may bring the life cycle costs of renovation very clc:E; to the cost of
new buildings. The extent%?f modifications is within the control of the planners. There"
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SEQUENCB OF EVENTS IN FACILITY PLANNING

N

FOR NEW CONSTRUCTION OR MAJOR REMODELING - .

L ..
PLANNING COUNCIL ,
: (Reps. of various com- ‘ 1
SCHOOL BOARD/ . mittees, staffs and T CITIZEN & PROJECT oo
- SUPERINTENDENT interest groups) ARCHITECT PLANNING COMM. STAFF
K I [ [ 1 ‘ .
| (1) Citizens, Comm. apptd. I e I I - -
| by Board | . | | : A
M I +
|~ (1) Project Comm. apptd. by : | : I
! Supt. ¢ ‘ : ‘ — 1> (2) DeveIg{) Ed. Specs. |
: (3) Review Ed. Specs&- : : ] ' i
I @ Recommend Arch. | o, I
I feasibility study - - I »:
: | . . e - . -
(5) Appoilnt Arch. & T L , I I
! 4 - > (6) Conf.w/council |- :
- : : & committees : (7) Conf. & sketch review |
. : (8) Sketch review & . : ' : : : .
) | (9) Determine budget | | . - I
10) FundeR< ‘ | e v i
. | |
12 Appt.-Architect (11) Recommend Architgct |, I ¢ | - ) 1|
. o - ) : 1 | .
t >‘(13) Prehminary plans_J>(l4) Review o7 :
. : o : : (15) Committee dissolved * |
. . 1 (16) Review & _ ; ; S
| (17) _State/County review I I T :
: (18)  Authorize contract ~: : - N
| documents = T +>(19) Detailed .
c P \/d , | | | info! to Frch.
(24) Bid& : (21) Review & -~ :(20) Contract documem{ : :
| (22) State/County review | . | |
.| (23) Accept - I . | l -
(25) Award contract | (27) Reyisw & ' — I} (26) Equip. Needs
28y . Supt. “owner’s I Y \ [ ' —
representative” coor- €——+ I : ol a [
O ) I | | .

dinates to completion

)
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are many instances of community service centers being introduced into existing bulldmgs without
any structural modifications and few mechanical (heating, cooling, lighting and ventilation)
changes. Most renovations provide for cosmetic changes to make the space more attractive, .
more accessible to those with handicapping condition’s, and more usable for the new progranis

by altering walls to change the size or relationship of spaces. A wealth of information i is available
at little of no cost on these matters from the Council of Educational Facility Planners (CEFP)
and Educational Facilities Laboratories, Inc. (EFL) (see resource information sectxon) Planners
are urged-to make use of these services in order to gauge the various options which may be
developed by local architects or engineers. Cost, however, is only o of the factors one must
consider when choosing between building new or renovating older- structures ’

-

Dwgn Factors in New vs. Exxstmg Bmldmgs

Whﬂe it would appear that one can prov1de better design with new buﬂdmgs than could
be achieved in existing buildings which were designed for other purposes, one inust recognize
that Community Service Buildings must be flexible and must be able to accommodate different
services as the needs of the community change. Also} must be able to serve the purposes
of different mixes of agencies and clients. These qualities can be obtained in an existing build-
ing as well as a new building. A supermarket, for example, is a perfect example of completely
flexible space to serve human needs. There are illustrations of such buildings being used as
schools, technical education centers, night clubs, restaurants, professional buildings, health
clubs, etc. Analyses of public school buildings have disclosed the fact that many of them are
very adaptable to change. Many were constructed in such a fasion that most of mtenor walls
could be moved or removed, and different spatial-arrangements could result. The EFL publi-
cation Surplus School Space: Options and Opportunities illustrates many former schools .
which a.re serving as quality apartment buildings, senior citizen housing, art centers, private
dining clubs, etc. Once again, the answer is not universal; one must analyze a partlcular build-
ing and consider other fa.ctors such as cost, location, etc ; -

One analySLS of an existing building wh1ch may be remodeled is performed by the
architect or engmeer "This structural analysis will involve sketching on paper the building
to show its necessary structural supports. Oncéthe non-essential walls are deleted, new grrange-
ments of space may be made. The following three sketches will illustrate (a) how an existing
building is*arranged, (b) what load bearing walls and columns are required to-support upper
floors or roof, and (c) one illustration of the new arrangements which might be mtroduced
. to_accommodate new programs.

.

Space Consolidations - . R

Whenever new si:ace is to be built or existing spaces are to be rearranged, those who will
_ be occupying the new arrangements will set fo theip needs, and in most cases will project
the need for more space than Was assigned to themgifi the past. One of the first tasks which
N “the architect or planner must undertake is to reduce the spade requests into a reasonable
amount so that the bulldmg is not unreasonably costly. “When performing this task, the
architect-planner must also be alert to the program relationships between the various occu-
pants, so that any consohdatlon of space requirements does not deny equltable access to
those who have expressed a need for that space. One method for doing th1s is illustrated on .
the followmg chart:
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. Classeoom Soxes
ALONG A LONG CORRIDOR.
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WALLS AND COLUMNS
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/Nus FOR OPENNESS
' .

RECYCLED scHooL
FLEXIBLE Soaces
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. considered are: ‘ N -

, SPACE REQUESTS
. oy WHO CAN )
AGENCY A - AGENCYHE. AGENCY C SHARE SPACE CONDITIONS
F  Meetingrooms ~ Staff (consultation Classroom A-B-C Priority schedule
U - room) o [ required
N ) -
C Craft rooms Work room Art rpom A-B-C Storage and priority
. scheduling

T » . ~ , .
Ie Administrative . Office area *  Administrative BandC Fumiture and access
o suite ‘ suite . ) period :
N v - G ' A& : )
S

i

Obviously, the conditions will help determine, whetherhér not space can be shargd‘, pro-
vided the programs are compatible in other respects. Some of the conditions which should be

o Access—Will using ager.lcies have ready access to the space as their needs require?
e Priority scheduling—-Should there be a conflict in the time when space is required,

which agency will have gnority? This also assumes that reservations for the use K
§

of space will be requi ome time in advance so that program planning fvi t o

.” be hampered, ; . ) - e ’

o Storage—This'is one of the greatest problems with space° aring. No user is ever
confident that sufficient storage space’has been provided; hen thultiple users
occupy the same space, more storage must be provided, and assigned. )

e Equipment—-The equipment to be provided n\xust meet the requirements of the ’
most specialized user, and this may be a problem to the less sophisticated user.
Adequate service, including operational staff, must be p;/ogid_ed;o\th‘at_t}le less
sophisticated user’s needs may be satisfied, and that ageficy will not be prevented
from using the equipment.‘ '

.

o Furniture—The furniture required in mﬁltiply-used space mﬁst be adequate for
the needs of each using agency with respect to amount, size and type. In addition,
the building staff must take respgnsibility for arrangement of furnishings to suit"

the needs of each program. No program person likes to rearrange the furniture
each time the space is used. o '

Locatioh of Facilities !

To be of greatest service to a community, the Community Service Center should be
reached easily by public transportation, should be in a well used location where persons
would go for other purposes, and should not intrude on other uses of that bocation. It
should not bring unacceptable conditions to a residential neighborhood. These criteria = *
may be met most easily in three sifuations: an existing building in which site factors have ,
been established which the new uses would not disturb in any material fashion; a new site
in a planned new community; an urban renewal situation in which a site becomes availaable,\ '
meeting the conditions described. From the client viewpoint, the location factors are most
important and would détermine whether or not a Community Service Center Would be able
to fulfill its purpose.

» -
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-BASIC MATTERS

Zonmgand Building Codes

Zomng ordinances limit the type. of’ activity which may be pem\u'Ned in sections of the
community, and restrict matters which affect the envuonment in which the building is located
The envlronmehtal concerns include such items as: the number of parking spaces to be re-
quired and how they may be prov1ded the heights and appearance of the structures, including
how building identilication 51gns may be used; gnd, the amoturt of land which is required for
the structure and.iow much of it thay | be covefed by water~repellent surfaces. These 1tems
may vary according to the zomng for the location; therefore, a former school may comply
with the zoning code, but changmg the type of activity to be conducted in that school build-
ing may result in its not bemg in comphance with the zofng code for one or-more reasons.

It is recommended that the Zoning administrator’ &ta\ffd included in the plannmg activities,
and that a clear undggstanding is reached about whether or not the new use will be permitted,
as well as what kmds of changes may | ‘be reqmred to brmg the new. usenpattern into comphance

Building codes regulate conditions within the building Wthh must be met' m order for
certain activities to take place in the structure. These regulat:ons are genierally concerned
with life safety for the users of the facility, but also regulate the emissions (accoustical as  «
well as-chemical) as they af fect the nelghborhood and the commumty in general. Qccupancy
permits are isstied when,a bulldmg is found to be in compliance with the building code, and
must be applied for whether- ‘the building is being constructed or altered or.converted to some
use which is;different from the-original for which it was designed. Scheduling a walk-throqgh
mspectmn with the buﬂdmg admnnstrator is recommended before significant changes are .
made for the re-use of the altered use of an existing structure. Such an inspection iy result
in suggested’ re-asslgnments of space in order to meet code reqmrements but may also reqmre
alteranons ‘to permit the new uses.. - - . y

R
° . 1°
’?

- The Zomng Board may requiré statements of support from the unmed:ate nelghbors and
local ‘civic associations to accompaﬁy the application for deviations from _eXisting conditions. .
This gives reasonable assurance that those who will & affected by the change will have knowl-
edge of it and have an opportunity to express their'concerns. This also affords the apphcant
the opportunity to discuss the changes with the neighbors and resolve differences pnor to the
formal grra.lfgements set forth in fezoning procedures

SOME {TEMS REGULATED BY ZONING OR BUILDING.COIﬁ’:S

-

Type of activity conducted on a site or in a building.
" Parking réquirements to meet the needs of patrons of the structure and to reduce

the need for on-street parking.

Amoutfit of site which can be used for structures or paving.

Fencing, screening, and other site factors relating to appearance ceand -protection..

Disposal of storm waters and placement of structures.

Fire protection and fire saféty.

Amount of\space required for different actlvmes, suchas: large group assembly
rooms, rest rooms, service areas. .

Exits and entrances, including emergency passages.




Ventilation aftd minimum lighting.
Structural strength.
- Storage spaces and conditions. ) ' ‘

Many of these same factors ;vill affect the fire and liability insurance rates which will

apply to the structure. Any increased cost of compliance may be recovered from the.reduced . /
costs of future insurance premium. . o . / |

, k4 - - 4 . ' |
Neighborhood Impact v

'
\

The immediate neighbors of the structure will be affected by the activities carried on in
it, and may have even more concern thah the zomng codes suggest. The hours of " operation, '
* the numbers of patrons, the kinds of patrons the noise and site lighting elements may affect /
the neighbors adversely Not only should neighbors of the facility be on the planning com-
mittee which establishes ghe center, but so%le mechanism should be in place for respondmg~
Q:ogthe concerns of the bors. Quite o gn there is a person or group of persons (civic o ‘
Sociation, owners association for condominiums, or nerghborhoodassocxatlon) which can B f
-serve as a liaison betwéen the immediate neighbors and the Community Service Center This a 3
technique is usually much more satisfactory than waiting for problems to surface and then ‘.
dealing with them. Becommg part of the neighborheod act1v1txes may, in fact, be a signifitant
advantage to the Commlxmty Serv1ce Center programs. -

-

GOVERNANCE « - ]

. . , . . . @1

Many forms of govemance are available for interagency programs which are based in
community service buildings. Among them are:.

E . . ®

.Combined Budget Model-Two or more agencies allocate funds to a new fund

* from which the expenses of the project are disbursed. This'is used by those
" agencies which do not have the capacity to operate the project separately. .
The governange is based in the governance structure of each agency, with -
some powers delegated to the project staff. . -

Community Education Model—One agency (most often the’ school f)oard) ,
establishes the pl’OJeCt or facility, assumes prime responsibility for it, and prs
responds to recommendatrons from a commumty planning or advisory a

board regarding additional agencies or programs to be included in the
. - project or facility. ‘ N

Joint Venture Model-Two or more agencies contract to estabhsh a program
or facility with delegated powers and responsrblhtres ta fulfill a particular
need. This is sumlar to a combiried budget model except the contract pro- -

.. Vides a longer life. It is similar to the community educational hodel,

* eXxcept that governance is established by the contract instead of one ,parent

* agemcy. " -»

L'andlord-Tenant Model—-One agency owns and controls a faci ity, and establishes
conditions under which others may occupy space on a short'term (rental) -
" orlong term (lease) basis. Any program relatronshrps in this model are ad .,
hoc and rarely anticipated.

s . R ‘4
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* ~New“Unit Model—'[}ns model is establlshed by legislative action—a local ordinance
= or state law whxch creates a new agency by removmg functions from one or
" "o more existing agenc1es and prov1dmg a new mandate to service a need.

The three most typlcal models in eu'glma are the (,ommunlty Educatlon Model the
Joint Venture Model, and §be Landlord-Tenant Model. . - ~ :

Commumty Education Models .- oo ' ..

]
2- 1
In Virginia, the Community Education Models are either in school districts or i} park
and recreation districts. ‘In each case, the school district must be'a part of the program, .
whether 4 school building is the location for the program or not. . \ . o
L ' o )
Community Education is a process whereby citizens, schools, human services, govern-
“  mental agencies, and organiZations cooperate with one another to offer education, social,
and'hu‘man services to all members of a community. Community Educat‘ioun promotes:
° full use of pubhe school fac111t1es,
. ® relevant hfelongleanung programs for peeple of all ages, :
® citizen invlvement and participation in education and in commumty problem
) solvmg and decision makmg,
o e utilization of commumty resources in the kmdergarten through twelfth grade
: _eurriciilum, - -
. & partner relatldnsths between public schools and community agenc1es/70 eét 7
. efficiently’and effecnvely the needs of the total community, and *
r . ' . °e coordination qfall awulable community facilities and resources.

N

¢

. °

Commumty Educanon stresses an expanded role for public education w1th participation oA

and invqJvement opportumnes for people to work together to achieve commumty and self-, °
" impro¥ement. The plulosopﬁy provides a dynamic approach to individual and conimunity

unprovemen‘t and encourages the devealopment of & comprehensive and coordinated deélivery

. system for prov1dmg educational, recreanonal soc1al and cultural services for all people in
CL acommumty ~ o

2 .
Lo 5 GLOUCESTER" NON-SCHOOL A,DMINISTERED MODEL

\ . . e Community Educanon program of Gloucester County, V1rg1ma, is an outstanding
* " exampk of the cooperative efforts of several comunity agencies to provide expanded - .

' human services for the total commumty . .
/\

N ExploPtion of the Community Education concept began with a multi-agency perspective,
) The county extension serv1ces, the planning d1stnct Parks and Recreation and school adminis- .
tration representatives formed a study comrmttee to explore the potential impact of Community
Education on Gloucester County. Lette‘rs of endorsement of the concept came from more than .
'20 community agenc1es '

®

\ *

Through the County Board of Supervisors, the Parks and Recreation Department was v
given permission to apply for'a Federal grant to proyide for initial Community Education S

» - R \ ’, ¢
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Coordmatlon The Parks and Recreatzon Department served as the Jlocal educauonal agency

in charge of overall supemsmn of the county-wide program, as well as the fiscal agent of the

program. The community education coordinator reported to the director of Par d Recrea- ’
tion. The school system provided the buildings, utilities and some custodial services ;t no

) charge to the program. , ] .

An mteragenc;" counc1l was formed as well as a community wide advisory council to
. contmuously assess the needs of the community and make program suggestions. Various
agencies participate in the program development through their mailings, extended course
,offerings and cooperative plannmg} efforts.
. 7 .
Several administrative changes have been made so that Community Education and Parks

and Recreation currently operate with indepedent budgets, Both report to the Board of .
Supervisors through the county administrator. However, there remains a close cooperative ,
effort in program planning and develqpment.

4 . ~ »

-

GROVETON, FA‘IRFAX COUNTY-SCHOOL ADMINISTERED MODEL i lﬁ
. '
Groveton Commumty High School opened in 1976. Designed and built with community
input and cooperation, the buildings are available for a variety of uses by the high'school
popujation as well as by other, members of the community. The community programs mclude
recreation, education, leisure activities, and neighborhood problem solving. Space is offered
to various county-agencies when an agency has need for contact space in the commumty
. . g f
To facilitate these many act1v1t1es, the position of Community Education goordmator was
established. The Coordinator works all segments of the community, in helping them to solve
problems and achie¥e their goals., . ) .
: .
Relevant programs and activities are planned with the advice of an advisory council
which includes representatlves of the many neighborhoods served by the comfhunity school

as well as repre of various agencies, associations, and groups which prov1de services
in the area. The advisory council also promotes two-way commumcatlon between the school
and the community. ’ . I

The Groveton Community High School is committed to qgahw educatlon and human
services to meet the expressed needs of all community members in order to help them develop
their potential to the fullest for the betterment of the commumty

f -

Joint Ownerslup and Management ™™ ’

> This form assumes that the partner agencies have developed strong relationships over a

period of time and that there have been sufficient harmonious, ,relationships which will

encourage them to embark upon a joint venture. This form is a forinal arrangement and

will réquire legal assistance to assure that the relationship will be founded within the. legal

" constraints of edch part;clpatmg agency. The documerts which must be prepared by legal i

- counsel will mclude the items listed for lease agreements as well as the rights and responsi-

" bilities of each p ipating agency as partners, the administrative and findncial agreements, :
including what will occur'should one of the participating agencies be unable to ful_ﬁll its "~ e
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ﬁnangial agreements, and the conditions and procedures for terminating the relationship.
Each of the agreements must recognize processes for the mutual acceptance of key employees .
* who will function in the project, for the concurrent or mutual adoption of implementing pro-
cedures and policies, and for procedures for reconciling differences. The agreements should
provide for third-party procedures to resolve disputes whether they be by arbitration, media-
tion, or other means. This may be- viewed as a permanent arrangement, and negotiations
- .. which lead up to the formation of a joint ownership and management form should be con-
t, " ducted from this perspective. In §hort the participating agencies will create a new unit by
» " delegating powers.

4"

o

~* JOINT VENTURING

|
i
|
L

PARTICIPATING AGENCIES

execute
CONTRACTS
. 5 ' + forthe " .
I © JOINT MANAGEMENT e _ ‘ |

o ' ofa <

1

v .4 COMMUNITY SERVICE CENTER
) S

for - . . . { ‘D )
COORDINATED PROGRAMS AND SERVICES
;! rely@ng ﬁpon,

| PERMANENT PARTNERSHIPS oy ‘
Prime examples of Joint Venturing in Vifginia may be.found in Arlington. Two major
s projects ha?/e been developed in Arhngton which are worthy of attention: .- o

o The Thomas Jefferson Jumor High and Commumty Center.
. This is a jointly funded and managed school and recreation facility. A vanety

of educational, leisure time, vocational, and civic progtams are offered. Priorities
are arranged for scheduling space. The facility is managed by a byilding manager
with a custodial and maintenance staff which services the needs of a vanety g
leisure time activities in addition to school needs. ,

o The Arlington Caree? Center—Charles Fenw1ck Human Resource Center—and

Columbia Pike Bran¢h Library Complex.
* This complex was built on school board lands. The public library services the \

schools, and.adult programs are interfacgd with secondary school programs. No A




. ‘separate governance arrangement.is in place. This is also an example of bond
referenda for a community service sité with companion issues for human
resources centers, and a technical education career center. This is an inter-
agency pro;ect which mcorporates a public branch library mto a school
facility.

- -~
. v . -

BOND REFERENDA ITEMS;.

HUMAN RESOURCES CENTER ) \(
" A satellite center, adjacent to the proposed Technical Education Career Center, which
allows the Human Resources Department to offer preventive medical and social services
in the neighborhood. At the same time, it serves as an ¢n=the-job training site for Career
Center students, preparing them for a wide range-of health related careers.

I'ECHNICAL EDUCATION CAREER CENTER - -
This is a vocational-technical center in which high school students may elect job-skill
training for part of each day at the Center. Job training for adults are conducted also.
Some classes enroll both high school students and adults. The Center includes a library
to serve both the school and community, and features technical materials in addition
to serving as a general mtergst library.

‘ The Landlord-Tenant Form \\} '

¥

This form assumes either ihq‘ane agency has excess space which it is willing to have
other agencies occupy, or that one agency is in a position to include additional space in its
plans for a new building. This form is a common form of managerial relationship, especially
as schools are affected by declining pupil enrollment. An agency willing to build more new-
space than it needs may indicate that the arrangements with tenant-agencies will be short
term and that the owner-agency has long-range plans for usmg the additional space for future
programs of its own. * .

s . %

use permit may be a verbal understanding, an interdepartmental memorandum, or an
trative form designed by the owner-agency. The laws of Virginia permit school boards ,

jnfdnnation which will be needed is listed in the following chart.

. " ITEMS INCLUDED IN LEASE AGREEMENTS )
. N . - Vi . .
’ Legal identification of the parties:and the authorized representatives.
& 4 . - Description f the property and types of uses which are to be permitted .
P : under the lease. This may also include responsibility for obtaining zoning
. ' clearafices. .
o .o T - Liability agreements—insurance requirements and “hold Harmless” agreements.
L /. Whether structural modifications are permitted and whether or not permission

must—be.obtamed from the owner. This alse indicate whether the tenant




. has a right to remove items such L air conditioners; built-in cabinetry, etc.,
- upon expuam of the lease. It may also recite how the premises must be /
,} returned {o the owner (reconstruction of changes or not).
Services to be provided by the lessor: custodial care, utilities, repajrs, security, etc.
Responsibility of lessee and léssor programs, if any. There is usually a clause per-
. taining to recourse in the event one program interferes with the other.
w' Hours and days when use‘of the spice will be permitted, and how the tenant ay
. \ arrange for extended hours or days. Also, procedures for occasionat use of
additional space or sharing the use of special purpose non-leased space are
* described.

Paymegt procedures: how much when, what happens in the event of a d¢fault.
* " Term of the lease and conditions for tefmiration and/or renewal.

. Method of resolving disputes and handling of complaints.
e’ Responsibilities in the event of destruction of the property or in the event the v
’ owner requires the property before the end of the lease—how much help or

relief the owner must provide the tenant to relocate.

R R
\; SCHOOLS AS COMMUNITY SERVICE CENTERS e
4
It is logical for schools as basic human service agencxes to be a part of any partnership
which brings-a community service center into a community. Thé school building, therefore,
is a‘prime candidate for housing the community service genter. When such a determination
v “appears proper, it must also be recognized that a school must have as its first priority serving
the needs of the educational programs; all else is secon . This suggests that school officials
J must retain the managerial role for the center. ‘It does Aot mean that school officials must
assume program responsibility for the various agencies which j join in the- center. Schools
became more logical candidates in recent years because of the excess space resulting from
declining pupil enréllment. During the late 1970 approximately 90 percent of all the
school divisions in Virginia were affected by the loss of pupils. Loss of approximately 17,000
pupils per year for the 1980’s decade was? projected. The initial reaction of school adminis- *
trators to the drop in enrollment is to assign space to educational pro which were
madequately housed, but it should be apparent that more space will be ava able, and economics
alone will require that other agencies be invited o share that space and the c\ost of operating
it or that some of our school buildings must be phased out of educational use, and new roles
found for this real estate. " Community service centers are logical alternatives which will permit
the retention of educational progmms m the otherwise underutilized school buﬂdmgs ’

HOW SCHOOLS BECOME COMMUNITY SERVICE CENTERS °
U

P , ® Schools must make a commitment to developing mteragency linakges. . .

@ Schools must be willing to provide space within the building for agency

. programs which the school and agency personne] feel are companble with

the school program and local needs.
taff must be available to develop a plan of action which will
include: identification of acceptable agency programs, s\trategles for ‘ j\"

_ interesting those agenmes in the concept, methods of 1dent1fy1ng
L relevant community needs, and plans for management, funding, stafﬁng,
: and operation of the Center.

¢ A coordinator for the Center must be designated. » ’
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When existing school buildings, or new ‘ones, are considered to accommodate com-.
munity service centers, the compatability of the programs and the acceptance of the
location by the prospective patrons must be considered. For exampfe, school adminis-
trators may be reluctant to accept the hard social services, $uch as drug counseling and
offender aid and restoration programs, in a school building because of the potential inter-
action between students and clients of the programs. Similarly, CETA chen?s may be
reluctant to return to a school building if they feel that their problems may be attributed
in part to the educational system or a partlcular school program. Each participating agency
must give careful consjderations to these coricerns and decide whether or not the obstacles
can be overcome by careful attention and planning. The degree of difficulty of the solution
may be such as to cause the parties to consider abandoning such an idea. On the other hand,
creative solutions may bring about an acceptable project.

In order to avoid some of the most obvious reasons for conflict between different. pro-
grams and their patrons, attention should be given during the planning for the use of school
buildings (more so than in other buildings) for stiuctured separation of the programs in areas
where there is no need or intent to shz}a"spaces This suggests separate parking areas, separate
entrances, separate administrative and'reception areas, separate lounge and rest room areas,
and separate storage and staff work areas.

When space is to be shared, the character of that space can be altéred to allow for
greater comfort, better accoustics, and a more pleasant environment through the use of
color, textures and graphics. The'accessibility of spaces to the handicapped and the elderly
is of utmost importance in Community Service Centers. The space assignments should be
arranged in such a fasion as to provide for control and security. Information kiosks or

stations within the facility will-be very helpful to those who do not use the facility
regular basis. ‘

Q b
. A}

A careful analysis of a schdol building will show that most.school buildings are very *
adaptable to change and can be modified eas11y to serve the broader purposes of a Community
Service Center. . ‘ /

~

_ SUMMARY y
Community Servige Centers are places where éssential community services are com-
bined at one location to conserve comrhumty resources and to accommodate those who
would require the services offered. Cooperatlve relatlonshlps between the tenant agencies
can resuft in better linkages of services, which could bring about the increased availability
of services as well as some cost reductions. Careful arrangements of spaces will do much to

. contribute to the effectiveness of the Center as well as reduce the problem areas when

.

mgltlple tenants with diverse patron groups join together under one roof.

. Because of the location and.type of construction of school buﬂdmgs, schools are
excellent choices for Communlty Service Centers. In addition, the requuements for
operational personnel in school buildings are stmilar to those which would be required j
a building with multiple tenants. Schools are very adapfable to serve the extended negds *
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Chapter V1 &
\ MANAGING THE COMMUNITY SERVICE CENTER

\ !

\ The skill and attitude of the managerial personnel will have a stmng effect upon the
succ\ss of the center. Well designed facilities will fail to meet community n¢eds if manage-
ment, tends to bureaucratize itself. On the other hand, cooperative and sol tlon-seekmg
managers can convert a very inadequate facility into a very valuable community asset. The
function of managerial personnel and the qualmes sought in filling thesé positions should
be considered carefully in order to gain the most from the investmenf of resources in a .
pommumty service center. , . ’

e

GENERAL SUPERVISION

When the Center is a part of a school, the overall supervision will be vestéd in the school
prinicipal. Program responsibilities may be assigne }o a Community Edgga\on Coordinator
whose primary function will be to work with com unity education programs, but who can
be of great assistance to the school principal. Thé Community Education Coordinator can
make a principal’s job easier by assuming some of the responsibilities in communication and
community public relations. The Center program and coordinator provide a different per-
spective in‘a regular school, and can be a safety valve or release for discipline problems

Supervisory relanonshxps will not follow customary orgamzauonal patterns. Super-
visors muyst work with, for and through people ini order to stimulate productive relatronshrps

. for the individual and the organization. Supervisory training programs should include inter-

disciplinary training and experiences for better understanding of the concerns of other dis- «
ciplines and services. . ;

3

; BUILDING MANAGEMENT -

.+ Regardless of the form of management selected for the Community Service Center,
there will be a need for a building manager and an operating staff for the center. The per-
son selected as the‘buxldmg manager must be concerned with scheduling, maintaining,and
operating a.facility to serve the negds of multiple programs.. The manager should- ‘possess
managerial skills as well as a kigh degree of tact and dipléomacy becaugg of the relationships
which must be maintained zﬁh many different program personnel and patrons. The manager
must be a member of the ency which is the owner or prime user of the facility and should
report;to the highest, r‘ankmg program person who is present m the facility. .

*  The buﬂdmg manager is responsible for housekeepmg personnel and procedures. This
involves scheduhng routine work in such a way as not to 1mpa1r the various programs, and
it also requires provisions for emergency response when requlred If there is specialized
equipment in the facility, the building management personnel must be equipped to service,
operate and maintain that equipment when it is expected to be used by more than one
program. Burldmg management in a Community Service Center may also include budget-
ing, payrall, rental, records, and concession Jnanagement.

65 .
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The manager must be charged with the responsibility of keeping the facility functional _
at all appropriate times, sometimes seven days per week, and fourteen or more hours per )
day. This will involve custod1a1 staffirtg for housekeepirg and for the necessary furniture - ,
rearrangements. In addition, necessary mainfenance and technical se ices must be provided e
to service the needs of the using agencies with minimal interference witl the1r programs.. . N
The manager must use an acceptable method of scheduling space so that pnontles arere-
spected and procedures are established to consxder schedule-changes when program changes
require them. It will also be essential to, make provisions for a safe, secure, and controlled
environment to permit each using agency to keep its attention and resources chused on pro- .
gram matters. . . C e

CONCERNS AFFECTING CUSTODIAL, MAINTENANCE, SECURITY ~
N IN COMMUNITY SERVICE BUILDINGS
N Late evening and early morning schedules .
Long operating periods dail{. : . ’ -
% . ' Holiday and vacation period operation. ~ ) R
Equipment and furniture needs scheduling and servicing. M
S Changing patrons—numbers, types, needs.
(,?leamng and service sc uhng around program requuements
- Custodial equipment ndeds—more sophisticated usually. _
Increased custodial and maintenane€ force. . /
.. Sup}:nvision of shift workers. . v R
. Needs of concessionnaires. ° : . .
Sgecral needs of occasional programs. )
»
- Building Manager Model

‘ The Building Manager is a member of the managerial staff of the owner-agency. When
.the owner’is the School Board, the Building Manager will function under the general direction
of the schoo] principal, and will be responsibie for coordinating the use of the facilities (build-
ings, grounds, and equipment) by school.and community groups. - The Building Manager does
not have prograg responsxblhtres but is concerned only wrth - e

“Scheduhng facility use by various groups, and mamtammg a calendar of the
« activities to take place.
‘ 2. Scheduling equipment and service requirements for facility use.
¢ 3. Managing an effective maintenance and custodial service pro .
a.  Securing and scheduling the necessary staff. ‘ /51‘3&;7:_“ —a
b.  Seciring and ma;gguung supplies and equlpment for the maintenance
. - and custodial programs.
c. Orgamzmg and scheduling preventive and maJor maintenance work.
4. Coordinating and supemsmg the safety and secunty programs of the facility:
Managmg rental pr,ograms and concessxonnaJre contracts.

- * .

The Building Manager in a larger facility.may be assisted by a head custodlan and a

.. maintenance foreman. These individuals may be scheduled to werk different shifts from
) the Bux]dmg M@ager m,torder that the facility is properly cervereB\at all necessary times.

b
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When the facility is to be operated long hours or more than five days per week, it is
appropriate to consider the employment of an Assistant Manager or'an Evening ervisor.

When this is doné, that individual is generally concerned with the following items:
. - i ' . ¢

-

. a.  Security of the facifity. ' : .
b. Fire and safety regulations. .
. c. Directmg patrons to scheduled program areas.” ' '
N d Prov1dmg mformatmn regardmg program schedules. i ~
. e.  Enforcing appropriate regulations for facility use. . s
Community Facility Coordinator Model o
i The Community Fac1hty Coordinator is a member of the staff ofa tenant-agency' The .
Coordinator will function as the representatwe of the owner—agency with respect to:
¢
. J 4 1. Scheduling facility use by vanous groups, and maintaining a calendar of the

‘actlvmes to take place.
2. Scheduling equipment and service requxrements for facility use.
3. TArranging with the chief on-site representative of the owner-agency for
necessary maintenance and custodial requirements. ~_\ .
4. Representing the chief on-51te owner-agency ,representatlve w1th respect to
the safety and security programs of the fac111ty
5. Enforcing appropriate regulations for facility. use.

[3

The Coordinator, as a member of the tenant-agency, performs additional funcnons of
a program nature: . ¢

) 4

" . 1. Working with an advisory council to determine community program needs
2. Arranging, staff'u\g and scheduhng community programs.

- 3. ‘ Providing information about program schedules at this and other commumty

centers. . ’

Community Education Coordinator «: _ ’ -

)

This position has less emphasis placed dpon it for facility management, and more program
. responsibility is assigned. The- Community Education Coordinator will be a member of the
staff of either the owner-ageney or the tenant-agency. The res96‘n51b111t1es assigned to the
. position will vary according to which agency employs the person and to other local condltlons
B _ In general, the primary emphasis of this position will be:
1. Working with an advisory council to determine commuhity program needs. ~ ¢
s 2. Arrangmg to meet those needs, including staffing and scheduling the commumty
‘ programs.
3. Providing information about relevant , programs and other places to satlsfy the
' expressed community needs. .

-

\ .

. ‘Secondary emphasis may be placed upon facility matters during regular or after-hours of the
owner-agency programs. These will include-a Variety of combinations of services as listed in
the Buxldmg Manager and Community Facility Coordmator models. °\

- : '™ , , 67 ) . 1] ‘
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_POLICIES AND PROCEDURES

. Policies are ‘guides, to action and are very’fiecessary to those who are responsible for
managmg facilities, especially if those facilities are to accommodate non-traditional programs

- during either regular or non-regular operatmg periods. Policies for schedulmg the use of facili-
ties should include:

Identification of areas and priorities for use which have been agreed upon.

Procedures to be followed to, schedule use of these facilities and to honor the
* established priorities. ¢

A procedure for the resolution of differences between those involved with the
use of these facilities.

Conditions under which the fa&htles may be used by tenants under long-term
lgase or short-term rental bases. / ,

. Schedule of charges (or cost reimbursements) to be made for different categories

of users, and what disposition is to be made of any fees ¢ ted.

Risk management requirements, such as assumption of Hab%ugh insurance
by user-agencies.

. Assignment of responsxblhtles for enforcing the policies and regulations.

‘Short Term Rentals ) ) A ‘
Short-term rentals may be pemutted by the school boards of Virginia on terms and

conditions set forth by the local school board. An lllustratlon follows (Fa.lrfax County):

»

.
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ADM-20 (REV. 8771  *

-

: FAIRFAX COUNTY PUBLIC SCHOOLS .
PR o - Faitfax, Virginia 22030 -
‘ . APPLICATION FOR GOMMUNITY USE OF BUILDINGS, EQUIPMENT, AND GROUNDS
Instructions: All infarmation must be furnished befare apolication can be pr d
Fess must e paid when filing application, excent extended contractual arrangements . [ l
may b& paid monthiy. Make check payabie to the school. Application must be fllea S . e A
with the schoot principal not less than ten (10) warking days before intended use. A appraved aopiicants will acknowiedge respansidility for compliance with
“  ‘chool Requasted ( o) M ° F safety regulations in the S600 Serles of the Bilue B8ooks, Palicies, Bylaws, T
* oot Rieq E ana Regutations, FCPS, Particular attention is girected to the requirement
4. pactivity Datels)  Bui ing to be Open Closed T for 18aving ail cateteria-tyoe faiding tabies in an apen, harlzantal oonuon.o .
AM M, AM, PM, \a—— . ’ N |
3 - AM EM. AM. 2 Far Assistance Teisphone Safety Offics 631-2612 o
. Qrgamzation - = OFFICE USE
Address, S :
(street) * o + (cty/county) (zip code) Rofema\ﬁlgulmon P1510 » / [
N . 1. IRS*etter Y No ____ Attachment
. Qffice phane Nao, Home Pnone Na. | 2. iability Insurancs Palicy “VYas No ___ Attachment
4. Type of Activity - - - : - Amount §
5. Wil you attend? Yes__No____ It no, who will be in charge 3. Custodial Oventima Hours (Reference Attachmant D)
> - Name .‘ g Phane Na., ustodian Hours Comments R
6. Name of chapercnes (one required for each 28 children) who have No. 1 . »
N agreed to supervise this actwity: (List twa) No.2 ' 3 .
: Ngme Phone No, No.3 * "
) Nams Phone No. PR
7. Organization is a non-profit type: Yes._No ___ P Total hours
. ’ . . . v ——
8 Qrganization has lisbility insurance coverage:  Yes__No_ 20:-: Custodial avertime is required to service the building. Total hours
Individud! Caverage $ ToaiCoverage$ ____ to be utilized in paragraph 5b, Helow.
79, Is thera a third party contract/arrangement with 2 profit making organization? 4. Rental (Ses Attachment C)
Yes___. No____ Name of Organization g& x . H,!” X Feu s s
FeeAmountS____ Explainroleof thidparty - , - . =
. ; a. Auditonulm
. ob, Cafetsna '
‘ Does the usar 2oliect fees? . . Cafstana wikitchen ¢ '
Adrussion: Aduits §. Children $ CoupleS______ d. Classroomis)
Dues:  Mdnthty.$ . Annual $ __. \ ¢. Gymnasium
Donations § Advertisament §__ = f. Other ! ’
thers (specify) § ’
T - e Subtotal §
. ements: 1 - EE——
12 equr u: (Seeaity) Seecial Equipment/ | 5. Personnel (See Attachment D)
Rental . Zersonnel —Serviee No. X Hrs. X fFag s $
Auditorium : . Cafeteria a. Cafsteria M - ~ 4 =
. Cafetenia__. Custodial b. Custodian
Cafetena Maintenance/ ) ¢. Maintenance
W/kitchen Technicians g technician .
R :Xawoofn(s) Faculty . d. Facuity
ymnasium supervisor .
—_— p < supervisar
-~ F- 3 .
« Student ¢. Student
Qther technicians echnician
The undersigned cartifies that he/sne is famillar with Reuration P1510, Mancal rechni
for Community Use of Bacilities and Safety Regulations 5600 Series of Fairfax f. Other
County Schaol Board for Community and Local use conceming public use of
:;“:;"uf‘ a.r:! that s;;cfn Requl;!lo:!s a:m snm“:l‘;lllll't:'fm'm gv said user, The . . Subtatal S_—_
ndersignea jccents for the user the full respon Of any and all damages to :
school property caused by said Usez, and for the Prompt and proper settiement of 5. M(S« Artachment E)
ciaims for such damage (SEE EXTRACT OF POLIGIES ON BACK OF THIS FORM.} List No, X: Hrs. x 'Fes s s_ .
Signature of Aplicant Position  Title Oats -§ 2 . T
= = b. e,
FROM \ OFFICE USE - . ;
*Oap _ Circie Type of User; Group 1, 11, Other  _ g *
O Approval Recommended . . . - — _
5 . r
O Disspproved ‘
(ssgnature of principai) (cate) .
FROM S . * , Subrotal
Department of Recrestion and Community Services . : Tbtal(paraqraph‘tS&Babcw)S 7 €
O Approved ! - —
2 b 4 . COMMENTS: . ',
O Dissep & .
VIA {signature Ospartment of Recreatian and Community Services) (date) * et
Safety Office . N ; . .
( r wroved > Fy
G visseproved
TO (signature Safety Ottice) (date) 69 - Distnbution of copies: White, Applicant; Green, Safety Office; o
O Approved MR Canary, Deartment of Recreation and Cammunity Services;
g D;.,w,‘w;, L Pink, School File; Goldenred, Custodian.
Adsociate Suderintendent for Operations (aate) *
3 o ' .
- - { " ~i
-‘ERIC 7’9 2o . :
. < . N - -
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7.

9.
10.

11.

12.

13,

14,

18.

16.°
17.
18.

L]
19.

Q

ERIC

Aruitoxt provided by Eic:
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'y REGULATIONS GOVERNING USE OF 'SCHOOL BUILDINGS .

General = Pursuant to section 22-164,164.1 and 164.2 of the Code of Virginla as amended, :ys«:hool 8Board\or the Superintendent may,
but is not required to, permit the use of school buiidings and grounds for legal assambiles and #5 voting places. Yhe School Board shall -
adopt reguiations to protect the school property when ysed for. such purposes. Any such permission shall be On terms and conditions

33 will not Impalir the efficiency of the schools. Pursuant to these statutes, the School Board of Fairfax County focth these rules,
regulations, terms and conditions on which schoot! properties may be m)ted to responsibls organizations to be conitruad and applled in
tight of the requirements of its«dutles,gasponsibilities and obligations under the statutes and Constitution of Virginia.

Schoot functions will not be postponed or cancalied to make facilities availabie to,community groups. Appiicants for facliity use shail
4ndeavor to assure that two-thirds or more of the production cast/participation in an avent in use of the facility shail be residents of -
Fairfax County. Schools shaif not be'availabie for private entertalnment or parties. ’

Permissible Actiyities ~ community activities which service the needs of Fairfax County citizans may inciude, but are not limited to,.
concarts, fun mmdnmu. book fairs, art exhibits (no_t u!os). meetings of grganizations; and athietic or recreational gamas, contests,
soorts, or activities., ‘ P

Fees - Fees charged for services and/or rental usage siali be paid in advance when filing an application. For extended contractual agree-
ments, payments may be paid monthiy, B )

Minimum Attendance Requirsments — The use of a bullding/facility shall be permitted when ths expected actlvity |s consistent with the
facllities raquested. .

Custodial Service ~ Custod|al services shail include untéeking and locking doors (including gytnasium dividers), operating csiling lights,
maintaining the heating and air-conditioning systems, satting up chairs:(limited to 25 chairs without an additional charge), adjusting basket-
ball goals to proper height, and the cleanup normaily performed. The user organization shail be expectad toffleah up tha faciiity within
reason Or be charged for custodial services. '

Smoking = Smoking shall be permitted in designated area estabiished by the principal. SMoking is prohibited in the auditorium, stage area
or gymnasium, .
Food/Beverages — Food and/or bevarage shall not be permitted In the auditorium, stage area, Sr gymnasium uniess such areas are squipped

for that purposs. No aicholic beverages may be served or consumed on School Board propertys "

Police Supervision < when any event in a schoot building is open to the general pubtic, the sponsgring perfon or organization may be
required to obtain police supervision and is responsible for the payment for said supervision. The'poiice supervision requirement is
optional at the discretion of the principal, .

Gambling/Disorderly Conduct — No immoral or unbecoming conduct may be permitted, and no gambling may take placs on School
Board property. Violators will be prosscuted in accordance with the law.

Chaperones - One chapérone is.required for each 25 children in attendance. Each chaperone Is expected to exert him/herself to assure
ma‘t ail spaces used, including the outside, are adoquato’ly supervised.

Accidentsand Liabilities ~ The user (or applicant) shall agres to hold harmless and indempify the Fairfax County School Soard, with
respect to any claim or loss, injury, damage because of negligence of the user, user's empioyess or agents, including damage to property
of the School Board, or for which it.is liable. Af surance policy for such coverage is recommended.

Use of Equipment — (a)_Stage equipment préd : Speaker's stand or tabie, not more than 25 chairs, footiights, overhead lights, backe
arop, front curtain — and piano if svailable. The custodian or school stage crews are not obligated to assist in Changing-scenery, Aiterations
10 electrical servics panels or electrical equipment is forbidden. (b) Pianos shall not be moved uniess permission is granted by the principal.
Heavy upright and grand pianos may be moved only by professional planc movers whose sarvices shall be arranged and paid for by the
renter. This includes return of the plano to its original location. {c) Ciassroom rental includes only the use of furniture, chalkboards, and
toilets. {d) Building equipment, such as storage cabinets, and supplies shali,not be used. (e) Stage lighting and special stage equipment may e
only be operated by a school approved techniclan, School squipment (other than those discussed) is not availabls for rental or joan. .

~

Kitchens ~ Facllities may be rented tipon the school principal’s approval of an application for use of mmbuudlmj cafeteria. A rood
sarvicé employee, preferably trom thie school invoived, shill be engaged in advance and be presant during the activity to include the
clean up of the facility. ’

Hours of Usage — when normal custodian statting s scheduled and the user does not pay cutodial tees, usage shail be restricted to the hours
from the close of the normal day’s activities until 10:15 p.m, on week days. . *

When normal custodian staffing is not scheduled, and the user pays custodial fees, usage shail be restricted to hours from the close of
school to 11:30 p.m. on week days; from 8:30 a.m. to 11:30 P.M. on Saturdays; and from 1 to 7 p.m. on Sundays. Exceptions may be
made for scheduled church/religious services. o

InsPection ~ Prior to the use of the taciiity, the custodian together with user represantative shall check the facility. After use, the custodian
and user representative shall inspect the fagility and note condition. Damages shall be reddrted in writing to the buiiding principal, signed
by the custodian and approved representative of the user.

Parking — Parking of vehicles on schoot grounds shali be confined to approved blacktop areas except when authorized by principal/head

of activity. ¢ .

; . . ¢
Air-Conditioning and Hesting ~ The alr<onditioning and heating system shall be oPerated to support school programs and shall not be
changed for the benefit of users. » -

Inciement Westher ~ tsa of schools by outside groups shall be automatically cancelled when schoou;rl closed due to inciement weather
OFf other emergency conditions, N -

Cantlict of-interest — scnool tacitities arfa/or equipment shalt not be dsed for personat’gain by businesses, private indlv.auals, students, or
empioyees of the schootl system. .

Denibls — The school administration reserves the right to deny the use of facllities at any time, and the School Board is the firial authorjty
concertiing Interprétations and moditications of poilcy, and In rendering decisions. In particular, the right is reserved tc‘:ony the
priviledge for continued use of facilities to any 4ser who does not'comply with the \contractual arrangsments,

Disagreements — Disagresments concerning the interpretation of ¢ procedures and regulations or Schaol Board policy shali be
referred to the Safety Office for staff assistance. Disagrasments requiring resolution shall be forwarded by the Safety Qffics to the .

assoclate superintendent for opérations for a decision. i .
. . - . Y
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‘ SchedulinbUsem : T e,

It may’be necessary to have two different sets of procedures td schedule the use of a
jointly used facility. One set of procedures would apply to edch tenant-agency which has
an established priority for use. A second set would control the casual or occasighal users

|
|
1
|
:
of the facility. Two such illustrations follow: the first is for use by the school staff of‘the |
. Arlington Thomas Jefferson School and Community Center, and the second is fot nons<®
— - regular users of the same facility. _ | _
l ] PROCEDURES FOR ACQUIRING FACILITY SPACE
THOMAS JEFFERSON INSTRUCTIONAL STAFF ONLY ;
— i
INTRODUCTION ) |
.
In ordexr.to guarantee that the Thomas Jefferson Faci!jgy is used efficiently for the many
varied pruposes for which it was designed, it is necessary to follow certain procedures in
. requesting use of facility space. Below you will find procedures for the instructional staff -
. at Thomas Jefferson to follow when requesting the use of facility space. If there are any .
questions please contact the Facility Manager’s office (558-2137). .
6 N .
INFORMATION ) . . - -
" Areas: ]% Instructional all c]assroqms
2. -Recreational Applied Arts Room (40), Game Room (31),
Canteen & Club Room (32), Meeting Room (35), -, a
- Performing Arts (123) C
3. Joint Usage ) Augitorium, Controfled Environmental Facility, °
' . . . . . ’ Outdoor Facilities
Time Periods> 1. 8:00 AM-3:00PM  Regular School Day i
, ; 2. 3:00PM-5:30PM  After School > ‘
, . 3. 5:30PM-10:30PM  Evening ‘

There are two methods to request use of Facility Areas:

-~

1. . Bi-Annual Requests: s L

Use for (a) Instructional Areas during after school & evening hours. ot
(b) Joint Usage Areas during Regular School Day, After School and Evening hours.

Thisiis the preferred method. Instructional priorities for instructional and joint usage areas
- ' can ofily be granted by =u§ng this method. All requests must be written and turned in to the
’ . Principal’s office. Use Bi-Annual Request for, Facilify Space which can be obtained from the
. main office. Requests which come in after the Bi-Annual Requests (Individual Requests—see
No. 2) will be handled on a first-come first-serve basis. o
, ~

. : Bi-Annual Requests Schedulef . ) )

. \ ’ o @) Sc;;tember—Mid-June—Due in to Principal’s offjce by June 1, due in to Facility Manager’s
‘ office by July 1. .

T )] Mid-J’une—August—Due in to Fz%ty Manager’s office by IfeEruary.,lS. ] % ’ \

’ K
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. 2.  Individual Requests . ‘ . .
. [~Use for (a) Instructional Areas during after school & evening houts. o
o ’ (b) Joint Usage Areas during Regular School Day, After School and Evemng Hours.
- / - (&)  Recreational Areas during Regular School Day, After School and Evening Houys.

. If bi-annual requests are made, mdmdual requests are not necessary Use this method for all
"% requests not includedon the Bi-Annual Requests These requests will be handled on a ﬁrst -~

/’ come first-serve basis. See chart below, for msirucnons on fndividual Requests.
e - ¢
Ara | ’ . . Time Period . Procedure .’
Instructional , Regular School Day *  Principal or Ass’t. Principal will assign areas.
. " . * Changes in assignments or additional space
° o , being used should be reported-to Facility
¢ . Managér by Principal or Ass't. Principal.. °
. . © ‘ ° Aftei School Notify Facility Manager’s office—give room,
, time & purpose. . .
~ Evening Hours Request from Principal or Ass’t. Principal.

Principal or Ass’t. Principal will request from’
Facility Manager’s office. Give room, time,

purpose.
o [- ° < 'y
Joirit Usage* > Regular School Day Requestfrom Ass’t{Principal or Principal.
(Other than Physical Ed. ° Ass’t. Principal or PtincipAl reuest from
use of CEF or Drama i Eacility Manager. Outdoqr Facilities—fill
3 Activities use of out ““Request-for Use of Factlities.” Principal
’ Auditorium) ‘ ' .+ must approve request and tumn it in to
5 ) Facility Manager.
[ O <
o . Aftef School - . ¢ Same as above.
= , . ’\/,. " Evening ' + Auditorium and Outdoor Facilities. Same AN
. “ ’ . T . asabove.. CEF—Fill out “Request for Usé of
. . ® - @ . Facilities” Principal must approve request
. B . "' and tumitinto Facility Manager
’ *l ° = 'S Q
Joint Usage ° Regular School Day No request necessary unless Recreanonal }3 e
Physical Education . - of CEF is needed—if Regreational 1/3 i$ needed
use of CEF ’ ", - fill out “Requést for Use of Facilities.”
, . . ® 7 Principal must sign request and turn in to
. ? Facility Manager’s office. - .
t After School ° Request fromF Facxhty Manager. : S
‘ Evening . Fill out “Request, for Use of Facilities.” ‘
N . ® Principal must approve request and turn it
: : in to Facility Manager. .
Joint Usage Regular School Day . Request from Facility Manager.
Drarna l?apt. use of _After School " Same as above. . :
Auditorium » '
. Evening . Request from Principal or Ass’t. Principal—
o i Principal or Ass’t. Principal request from
- . . il . Facility Manager .
° . *If technical services (special lighting; audio, etc.) is needed in the Auditorium from the stage techmcran,
ﬁ]l out Techmcal Semce Request and‘tum into Faclhty Manager. . .
) A ' » .8 X ta °
! P . ® o ° h- L ] I v : "' ° - -
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. N = Arlington Public Schools ) > . . \
POIICIE&“N&PROCEDURES FOR USE OF T.J. COMPLEX . o ./‘ .
d. Policy ' ’ . I ‘ Groqp_.i_-jiécreation & Schools—Shared Facilities R
" The Thomas Jefferson Junior High and Community Center will be used I“:‘:;?“oggnmaﬁ,gilfg:%fp é%%ﬁes o /
primarily for programs‘and activities of the schools and the recreation Outgg:e Athleticr Facilities o
division; and when portions of the facility. are not required for these, : o ‘ . R
" they may’ be made.available to other organizations under conditions - &« > Priorities © e L
set forth herein and appropriate sectiohs of the Code of Virgifa and 1. Instructional activities sponsored by T. J. Junior High ) )
other applicable School Board rules and régulations. o / 2. Recreational Activities ~ e T 5
1% .. . . 3., Other Public Schools .
II.  References o . S A . 4. Rentals . , - S . e
+ ASD 40-6.3.1 and 40-6.3.2 which govern.the use of the school facilities . ' ) ) ’
- byfA.qmgt?n County ag@ncies and outside groups. . V. Proi:edures s ® . .
. Section 22-164 and 164.1 of the Cade of Virginia'as amended. Schools’ - A, General ) . =
form No. 07-08040 “Applicatien for Permit to Use School Buildings”: ;. Request icate total equipment ngeds and set-up diagrams as **
and } . require ) . . K
* Schools and Rec%eétion Form “Request for Use of Fadilities.” . - Large events such as fairs, folkegtivals, art shows, rock concerts, etc., N
) e . , which require extensive set-up wil\be individually reviewed. s
L Arcasandbdorties . . T B. " Time Schedule C\ , -
.Group 1-Schvol Areas . ) For program period Sept. 1-June 15, requests must be submitted by
‘Schobl “A” r “ .- Selected School Storage Areas - ) June 1, a . :
" School “B” . % Music . ’ F . 1 : be submi
School “C” . *  Homie Economifcs or program period June 1166-August 31, requests must be su ml’tted
Glassrooms & Labs Art , by-January 15. . o : '
Typing - .+ Industrial Artse | ) Requests received after above-mentioned deadlines will be handled on
InstruttionalPortion of CEF - N ' afirst-come first-serve basis. - .
Prorities:” =~ EAGN v e "Cancellations should be given to the T.J. Facility Coordinater at the
* 1. Instrictional activities—~Thomas Jefferson * . - . earliest possible time. : -
I3 3 ! . . 3 . ¢ , , N + D
g' &;gama;g:‘g;ﬁtfﬁ:g : gxf:{ggnter . C.  To determine the availability of space: Contact T. J -JFacilities Manager ‘
‘g, Recreationat Special Events : - : ~ at 558-2157 for any portion of the Complex. :
* '« 5. Rentals : I ‘ D. Method of Applying ~ ’ oot g °or
: . . . B L, After determiniing availability of space (see C.): . -
g;ﬁgg Afécreatza]x Areas .Petforming Arts Studie - . L. §chools, Recreation and other”County Departments or Divisions:
"~ Gamé Room Selected Recreation Storage Areas ~Request for Use of Facilities” form. Process asnoted. *
S : ; : 2. Rentals by Outsidé Groups: Outside groups wishing to rent the
Canteen & Club Room Recreatipn Locker Space h . aﬁ
- .Recreation Portion of CEF . : T. J-Community Center Complex will make their request through -
P}i R . . - the Facility Manager. . .
orities " Aot . e Corter ¢ « - Present school rental poli icati .
: : . policies as set forth in the Application for
2 Recotiond Sones: T Community Center Permit to Use School Buildings (No. 07-08040 7/72) prevall | -
3. **nstructional’ Activities—T.J. - : except: . 'a
4. Other Arlington County Public Schools Use o Rental Fee for CEF Area (includes use of locker rooms) -
5. Rentals . ¢ ) 18 $200.00 per 1/3 of the CEF area—each use.
. - 0 , . ‘ - $500.00 for total CEF area—each use. A
~° ) . . R 4 . .. PP . . . . . M 8 4
& “‘\4.. . \ ~ . . ?.




. The basxc fees are:
) - Auditofium Performance—each
. Auditorium Rehearsals—each

Additional fees will be ;ssessed to cover the following:

$150
75

Dressing Room—each time used $10 (each
Orchestra Pit—each time covers are T o
-lifted ot replaced 25 ) s
Use of Control Booth and rigging ,
each performance or rehearsal 25 ;
. ! Stage Technicians and Crew—Outside groups using the stage
, - are requireéd to use the Recreation Division’s stage” technician o

“to supervise all rehearsals and performanges. Stage crews
can be provided by the user or furnished by the Recreation o
Division. The expenses of the stage technician and crew .
will be pre-paid to the Recreation Division on a cost basis. / :

The Department of Environmental Affairs® Policy for .

this type of service will be followed. - .

) -

, SpacesScheduling ' S . ‘ o 2
) Procedures for space scheduling in a Community Service Center should establish ﬁﬁorities -

- for each area and 'prpc_edures’ for invoking those priorities. For example, if a school is designated -

as the Community Service Center, then educatio programs have first priority for the pse‘of 4 *m 3

classroom spaces d_uring school days; second priorities may be_given to other tenant agencies,
and third and fourth priorities may be assigned to other groups. -Generally, the priorities are 3
. established m the basic agreements reached when the Community Service Center is established, ‘=, ;

but managemeni- f those priorities falls upon the building manager. The priorities nay be assigned
.with frespect1o spaces, hours of the day, days of the week, or periods of the year. The scheduling |

es should recognize that program reqhirerhents for space may change, and should allow
umping” when needgchange. For example, if Agency A has first p_ﬁority for Space I and
Oes n8t schedulé it during the proper time for invoking priorities (twice ;nnually, or quarterlyy,
Agency B may claim it and incorporate its use in the programs for Agency B. Then, if Agency | o3
A finds that it does require Space I, ‘there’'should be some provision for “pumping” Agency B .
from that space upon a reasonablé notice. Of course, if Agency B is um’\{llingor has n!;ade a L e .
heavy investment in its planned use for Space I, a dispute will arise. If the agéncies cannot )
negotiate a settlement, an appeals procedure should be in place to resolye the ’diqute without

alongdelay. ] A - ., R

;:,‘;--’,-«i_;; . .
. - 3 c ae “é P ) R )
The building magager should maififain 4 calefdar on which special.events gre listed. This o
will assist agencies to plan their activities more effectiveb,k’, even though the programs'may not, .- %
require the same sgac&'a& For example, there may be too heavy a.demand on the parking spacss '

to accommodate cempeting programs. The building manager should séék reservations for spaces™ %,

quarterly or semi-annually, and shogd arrange for completing requests to be considered at a o '

< méeting of the réquesting agencies so that each may Have a better appreciation of the needs of - .

. the others. . These sessions will also help o encourage agencies to trade off priorities, equipment, .. ; ‘-;

.« . . and other resources. ¢ .. " - I : CLo TN e

. ‘ ’ 0 ‘e . . ) . 0. B . ;’:'}4-"" . ,

'Asample form for receiving spage requests follows. * ", ° } . : s
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School Division & Department of Environmental Atfairs

REQUEST FOR USE OF FACILITIES

ARLINGTON COUNTY, VIRGINIA -

REQUEST USE OF FACILITIES AT

» SUBMITTED BY

DATE

FACILITY (IES) i

SPECIAL NEEDS

- DATE (S} AND HOURS

1

v ACTIVITY

Auditorium

Baseball Diomond
Cafeteria

Classroam (No. _— )
Football Field

Gymnosium

Ocd

-

FOOO0000000]

* Shower Room

* Multipurpose Room
Play Field (s}
Play ground ,
Recreation Center
Tennis Courts
Toilet Rooms . N
Other (sp/oclfy)

- 7 .

——

) -
. ~ .

-

(By Schools)
(By Recreation Dept,}

AY

oy o oret

FOR USE OF SCHOOL FACILITY

{Approval)
‘Recreation Section Supervisor )

(Disapproval)'

(Reason for Disapproval)

Y

§

_School Piincipal *
Assﬁ‘Supt' for Finance - N

Supt ‘of Sch&Is

County Manager
.. PN L

¥

B

¥ B

Egﬁ USE OF necgge&ﬁbu* {Approval)

» 1]

{Disapproval)

.

—-

COSTS TO BE ASSUMED BY US.ER
Yes

‘ _ Labor - -
Damages .

’ Other (specifv:)
‘TOTAL

No .

Audited By

(For Finance Use Only) |
B

(Reggon for Disapproval)
- g

- « Whn. Capy

S}ghool Pnncnpal
Recreation s«mon Supervisors

f

~

-

,Rocuatnon Chisf or Director '

. . Yollgw Copy

.. Blu. Copy

},‘5.- County Ma-:g
0 b

—— : Pink cJ{

ERIC———

Aruitoxt provided by Eic

~
- -

- Tq bo ‘processed and returned ta initiating arancy with

appraval ar disapproval. .

- Control agency.

~ To be processed and kept by agency whou fucm'us
are to be uséd.

~ Ta be retained by Inma'ov as record.




COST SHARING ARRANGEMENTS .

N

‘lg;;:'e several ways in whiclr the costs of operating a Commumty Service Center may
be shared among the part1c1patmg agencies: pro-rata assessments in proportlon to the amount
of usable space occupied; hourly or daily rates for the space used; agreed- amounts set forth in

y  the documents establishing the Community Service Center; tradeoffs (service in lieu of cash);
ora separate fund established by the fiscal authority which regulates all or most of the partici-
patmg agencies in the Community Service Center. When there i is no lease.agreement, either an

"arbitrary rate or one which pro rates the current operatmg costs for the building are the most

usual amounts which are charged. When there is a formal agreement, more precise d¢termina-
tions are reached by amortizing the capital values of land and buﬂdmg, including the operating
costs, and assessing an overhead factor. The costs arrived at in this fashion are usually divided
on a square footage basis in accordance with the amount of space assigned to each agency,
regardless of the actual hours of use for each program.

o

. COST SHARING OPTIONS o ;
' COMMUNITY SERVICE FACILITIES ; Cs

Among Existing Agencies:
@ Accept tradeoffs in lieu of actual billing
Example Dana Witmer Human Resource Center, Pontiac, Michigan

® Assess cost on a squargfoot basis for the actual space qccupied, and .
charge fees for any periods in Which additional space is shared. .
Example: John F. Kennedy Community Centgr, Atlanta, Georgia

\ o .Community Services Fund carries plant costs and management of
/ . the fund is assigned to one of the agencies. Fees charged for. -~ . .
" occasional uses. .
Example: Thomas Jefferson Jumor?{xgh and Community , SR

Center, Arlington, Virginia '
. C. New Management Agency Formed . '
o o™ Space leased to usmé agencies on annual-basis; charges ona square . .
. L * foot basis. | A

. e Shared space (meeting halls, etc.) rented on a per use basib- -~
o Losses underwritten by central government.
Example: Town Center Management Corporatron Buffald,
N - . New York B

N

. ‘ .ot ADDI’,&ONAL OPTIONS T e .
- . - - {h - . ) . ’ ] [
,r e Zone lie facility and separate utilities, leaving each using agency .7 ’
‘ witl!’ problem of houseke‘epmg and maintaining own spaceand ’
- payjng own utility bills. ‘
e Share utilities and mamtenance,leavmg the problem of custodxal M
care to each tenang. .

J “Negotiated fee by owneragency.
v} _

Vs

. L3
R (4

- l’ro-Ratmg Costs of Space

. “The owrzr-agency Whlch makes charges for space assigned to other ag enciés must exercise _
care to avold, ec&mng,aﬁprofit-makmg‘msvmon, theréby Jeopardmng any immunity it may *

’ ° ¢

o A0 e A,
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[ ’ T

enjoy as a governmental er:tty It should also avoid drfferent rate structures for any liability
msurance coverage it may flequire. - There is little cHanle of this happening when dfrect costs
and reasonable overhead factors are applled but recovery of capital investment cjzf ts through
such arrangements must be handled with caré. One such arrangement used by a Virginia school
division assumed an amortization sthedule of twenty years tb represent the remaining life, more
of'less, of the facilities being oceupled and applled this five percent factor to the insured value
of the buildings.and a reasonable value of the land.  While this has not been tested in courts,
several leases ‘were executed and the attorneys involved found nodifficulty with this rationale.

CALCULATING PRO-RATA COSTS | .
COMMUNITY SERVICE FACILITIES ke T

-~

Data Needed: ' . Building area—usable space plus service areas.

. o Site size. . AN
L o Valuation of the site, ’ TN
. . » P )
Cafulation: . : N
o * ? ) ' - N ’ ”1
- a. - Direct costs to satisfy user requirements . $
Includes painting, remodeling, and
other special reiquirements.
b. Land Value $ T
Value for.which . ’
the building is
: msured T
c. ility Costs b ) )
- Fuel _
. *
Power <
ﬁ, Watgr ‘
. - -
‘o i Total S A R -
d‘  Custodial Costs : S
. ' Payroll — . - LI
A" ~ » . r . - .
Fringe Benefits ' - « -9
‘Total \
e.  Mainténance ’ ‘ ) ¥

# Buﬂd}ng Insurance

.l -
- Preventive maintenance (may be pro-rated - .
on a square foot basis from central :

costs) .
Major mainteriance anticipated
, " GRAND'TOTAL GF CoSTS " s \
Divide By avea of the building = per squage footdy ' y '
. Mytiply by portion assigned = S . cost to tenant,
- 1 L4 .
- . ™Note: Costsmay be apportxoned accordmg to space occupied, leaving other service spaces "
e . (general toxlcts, boxler room, etc. ) out of the calculation.
i » . y 12 7 .
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- Chapter VII ) ' - o .
KEY ELEMENTS F OR SUCCESS WITH COMMUNITY SERVICE CENTERS
¢ 3 1

Each project must be a distinct mix of ingredients which will vary according to the
participating agencies, the locality, the envuonment (leggl and other conditions), and the
time in which it is devéfep\d A number of excéllent references are available as checkpoints,
but none is recommended as'a “recipe book.” \/

*, Bussard, Ellen, Community Schooi Centers (NewsYork: Educatlonal

Facilities Labs., Inc., 1978.

* Malloy, Larry, Commumty/SchooIs Sharing the space

, (New York: Educational Facilities Lab., Inc., 1973)..

Ringers, Joseph, Creating Ingeragency Projects (Charlotteswlle, Va.:
Community Collaborators, 1977). g

' Ringers, Joseph, Community/Schools and Interagency Programs
3 (Midland; Mich.: Pendell Publishing Company, 1976)

the Action

WHAT ARE SOME KEY QUESTIONS TO BE ADDRESSED"

L.  Whyis the pro;ect being started—motlvatlon (conquest, competition,
' cooperation)® oo

Has a “climate” for cooperation been developed through successful
( smaller projects among the cooperating agencxes"

:3.  Has a blueprint or charter been estabhshed
- standings reached by the participants who

g forth all the under-
be partners in the project?

-

‘What role will the immediate neighbprhood and the pagigram parﬁcxpants
play in planning and programmmg" » o

. How will programs (new and existing) be evaluated and what will be done
w1th \é-evaluatmns" . B
What roles do theegeveral agencies and patron groups play in the manage-
meiit of the facilities? : .
How will the impact of the center on the immediate nexghborhood and the
cqmmumty-at-large be monitored (vandalism, crime, social csﬁ‘dmons,
‘property values, K-12 programs, busmess community, commumty unprove-
ments, etc.)? | A
Will co-programming and coordination or programmmg be a goal; how will R

™ they be promoted? .

Will the center alter relatlonshlps of the govermng.boards 9f the part1c1pat1ng

agencies; what impact will that have?

‘Finally, if it were possible, if it were Just possible, that you were able to

design a brand new cOmmumty services delivery system, how would it dif; er

__from the one you have to use as a base because it is.already there? This
help you reco whether you are motivated through a desire to ¢

or a desire to CO,

is your objectlve you will have a long and hard battle o on your hands; if 1t is

ETE,

-

- . . - ”
. e *
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IBUTE TO MAKING THINGS BETTER If competition -
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- road will be easier, but it will stilf’ be long, hdrd work. Be patient, persistent,
. and.prepare yourself for setbacks, delays and drsappomtments

[}

, . to ENABLE your commumty to go forward you will find allies, and the
o

L What to\Monitor ) i

. - Some Community School Centers make it; others don’t Some interagency programs
' are successfu.l while others fall apart after the initial enthusiasm has cooled. What chemistry
or qualities make the difference? How can we keep a center or a proJect from failing? What
are the key elements to monitor? )

, Certain basic ingredients for initiating and maintaining successful ventures in space-
sharmg and program integration have emerged ffom many projects reviewed over the last
decade: Certain arrangements work. Conversely, the neglect of certain pragtices and the
abuse of certain relatronshrps are the forerunners to farlure

s ~, .
¢ The facfors which must be reckoned with include: !
A. Leadership i . ) .
B. Participative Decisio Making - ’ R
N C. . Programming Effec/hveness

¢ D. Governance and Management Arrangements ) .
E. Problem Resolution Process - . ,

F. Facility Arrangements "
. - G. Evalyation Procedures Yy - e
A . .
A. Leadership * y : ', : o

The most unportant item to the success or failure to a program isdhe person who creates
the environment within which the progrzim functions. That person functions as an enabler to
. develop and support the naturaI and changing program leadership to keep the program v1ta1
. . ‘The enabler does this by: Energlzmg forces to address changing community needs ;enerzttmg
community and financial support; enticing necessary partners to share mteresf expertise, and
resourcgs in serving the community’s needs; keeping the program vital, exciting and relevant;
serving as a communicator between various elements of the community, its agencies and .

. Jpower structure; and instilling corifidence among team members.
B. Participative Decision Making e . '
- " Collective decisions are more likely to result in better decisions than individuals would
.« normally reach. Participative decision- making is more likely tq generate support for the ,
. decision. Citizens, patrons, and staff members from vaTious levels each bring different per-!.

spectives to the decision makmg process Transrtlon frgg a pyramid-Jike decision makmg
i model toa part1c1pat1ve decision making model where lines are not str*ght and where lines
. are not constant is difficult to accomphsh The level of participation may range from con-
sultative to demoeratic action.. Partlcrpauon brings understanding and can lead to stronger
A -co itment to the decisions reaclied. There must be a hncle for total involvement in the”

detision making process such as: charetteskcommrttees compmissions, consortra,,councrls .

.

hearmgs, study groups, task forces, workshops, etc. '

f .' .




C.‘ Programming Effectiveness

A “center” may provide separate' spaces for each participating agency; it may provide for
space-sharing; or it may provide for both. Programs may be maintained separately; or there 7
may be Co-programming to avoid duplication, to coordinate, or to.inter-relate several programs;
or there may be consolidated programs in which each agency participates to the degree that it
b can be useful. . . . .

t

" « There must be methods or mechanisms for: \, -~
~ = Coordinating the various programmers; : X
- e . . . v
— Considering new programs which do not fall clearly in one agency’s turf;
" — Conducting periodic needs assessments to keep the center wiable.

D. ‘Governance and-Management Arrangerr;ents

Governing the center must provide for administrative and community involvement, . but
alsp must recognize where the responsibility lies. While the community must play a meaning-
. * ful role, legal responsibility and accountability must remain with designated officials. A key

in governing is the climate of relationships and trust between gokerning boards and key e
tives of the parent agencies. How frequently do key officials discuss the center and its pro-
grams? How supportive.are they to cusrent programs" How willing are they to consider.
expansions or re-direction of activities?

P b

. Manage(ment of the facility or program ang cos{ sharing can become problem areas. Are -

the participating ager\c1es and communities involved in the selection of the key management
personnel? (They might either set criteria for selection, or screen applicants, with the final

sélectron remaining with the responsible officials.) Is cost sharing simplified ot complicated?

Is the operating budget flexible enough to respond to vahd needs? How is the operating bud-

get set; is there a mechanism for interested and involved groups to be heard? Does the budget

recognize tiat shared equipment must be-of better quality and replaced on a different schedule

© than ordinary material? - - \

\ -

4
9 ) : o s : ,
' : E Prob]em Resolutiof Process * ‘ ' ' A~
. Problems arise even under the most faverable condlﬁons Some may resolve themse.lves
but some may escalate into very serious situations which threaten the continded existence of .
the cénter or partnershrp A process must exist to recognize problems which require attention. ° l

That same process may effectively convert problems to oppgrtunities. The processmust allow
X for opposing positions to be presented, and for investigatfons by those who must make the
decision; there is no substitute for a direct mspectron of the condition.

- - ~

The problem-resolutron process should: v

— allow parties m.drspute some flexibility in their own srt'uatxon to reacha &
compromise position; v

— provide for a non-formal resoliition by mtermedrate superylsors who have ‘ .
the authority to allocate necessary resources to resolve the problem and
/‘) - have a representatrve body empoweredto make the final decision.

, ‘ ) )
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F. Facility Arrangements ) e
While a facilityggannot make a bad program successful a poor fac111ty can handicap a 4 .
T T T goodprogram. A good facility can be poorly managed so that arrangements Jr allocations
of space seriously afféct programs.
. @
. As a bare minimum, the facility should be arranged so that: !
« — Internal cross traffic of patrons of different programs0 is minimized. Separate
.o entrances, separate parking areas, separate parking areas, separate essential -
spacgs (toilets, lockers, etc.) should be atranged.
— Private areas should be arranged for staff offices and work areas, storage,
) * lounges. - . _
~ Priorities must be understood and acceptable for the asmgnment of shared /"\—\ ]
- . space. ) )
— Shared space should be lagger and bett_er equjpped in order to reduce the need
‘ for reayrangement for différent programs.
. - Custodif*ia.mteenance and techmcal staffing must be gdequate—in quality,
quantlty and scheduling,
@ . G.  Evaluation Procedures. . K
S S . — —_—
. ‘Evaluation may take mahy forms mcludmg questlonnan' s, surveys, testimonials, periodic
budget or program reviews, advisory committee actlvmes -or formal procedures combining
. staffand consultant activities® B
‘ L : -
Unfortunately, evaluanon is ©ften casual when all o] er thmgs are runmng well, and “
sometimes reactive wheh program reductioas or Qudget c t}s are imminent. )
12
I T To gain acceptance, to establish new ventures, and fo develop a cadre of petsons outside . s (
. * the program who are fully knowledgeable about the pro , a regular, formal (writtegagevalua-
non is desirable. . ~, .,
- ?’t\ < . - . ’ .
{ " When an evaluation is campleted, it should be given wide distribution, and should be the
basxs for a further needs assessment. Although the program may meet current community -
’ o needs adequately, the challenge remains: " “Will it be good enough for tomorrow?2’ To be T
endunng, a center or program must have the capacity for change in a timely, orderly fash:lon g
v o J « o
p . EVALUATING COMMUNIT'Y SERVICE CENTERS
» Following are a series of questions which have been developed over one decade of obser- )
-vations of community service centers. Evaluators would be advised to consider these- questJons
in additien to any statistical analysis of the activities or efficiencies of the interagency pro- o
gramming which is accomplished in commumty service centers. .
Success Factors B . )
» R 1. When and under what cucumstances was the concepgadopted’
< Have there been any periods of uncertamty over the co pt; how were they
: overcome? . * (. '
Q v l, R . 81 . 93

. ’ ‘ X
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‘What kinds of problems have arisen and how were they dealt with?

& émg
e W= &

* - 9

e

other patron groups?

° 3.
4. What makes some centers more successful than others? . )
* 5. What is the most important element contributing to the success?
6. What is the greatest single threat to the ontinuation of the program?
° 7. What combn%ratlons of elements lead to success in space-sharing and program /
coordination? d‘
'Planning and Programming L
.-
. 1. What roles~do the unmedlate neighborhood and the program patrons play in
I3 planning and programming? ,
2. What motivation dpwces are used to encourage community partmpauoﬂ"
3. -How effectlv; is commumty partieipation?
4. Is community u1ﬂugace applied in ways other than through the formalized plan?
5. What techniqles are used to strengthen programs?
6. What is the mecham§m for developmg new programs, and for involving additional *
agen-c1es‘7 . . .
Management [ /
1. How are the facilities managed?  * N "
2. How are faculty costs defrayed? _ > — l\\— - — e -
3. Are there different management formssm dxfferent centers; if so, why?
4. Has the manqg_ement form changerﬁ:mce the program began; if so, why?
5.  What roles do’the several Lagencies and patron groups play in the management of ™
the facilities? - - -% , =« ‘ :
6. What is done to keep certain patron groups from dominating and shutting out

-3

Impact—What unpact have the centers had on the commumty at large and the 1mmed1ate

nexghborhood" L . °
' 1. | Has the amount of vartdalism mcreased or~decreased" - ° -
2. Have the crime rates changed? . e,
3.

Has there been any noticeable change in social conditions in the nelghborhgod :
or community ? ~ £ - .-

4:1 _Has the public education program been affected? How? -
5. Has there been an impact.on pujhc services Qr on the business community?
6. Have real estate values changed? Were those changes comparable to other *
parts of the commumty" L ﬂ ’
Participating Agency Relationships : ' . ‘ R
1. Is there agency rivalry; how isit dealt with? ) : N
2. Have some agencies pulled out of the programs and centers; why" How has t)xat A
void been filled? - . - ( ‘ .
3. What is the extent of co-programming; is it ad hoc or formal?
- ) s
4. How are new- agencies introduced into the facility? , . R
5. What problems have arisen; how were they resolved? ,
’ ) M ~82 f ." | : . o N ", .. / )
" ) ‘ * _ , 9 4 s . ‘ v .
) . . Ao - ‘ a ]
4 . . S o » ;., -
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Evaluation\ oo .
1. Howare the)nters evaluated? By whom? How often? How are the results _
used? .
2. Has the “centers” program altered the relationships of the Schqol Board and
) the City Council?
- 3. Have the centers been a political issue?
4.  What do you se€ as the next level to achieve? .
5. How have school (K-12) programs been affected by thicenters? i
Have We Missed Something? ’ v .

- Ifyou know about or have expenenced a strategy, techmque practice, accomphshment
(or even failure) which you feel would contribute to the “state of art” for Community Service

Centers, we would like to. hear from you so that we may con31der using it in a future dooument.

In order to give us the greatest help, we would like to know certain things about §#at project

and have included a format on the following page for reporting them to ns. If you would pre-
fer not to use the format, a letter or phone call would also be apprec1ated Please send your

comments to:

Mid-Atlantic Center for Community Education
University of Virginia, School of Education

RuffnerHall
405 Emmet Street
Charlottesville, Virginia 22903 -
(804) 924-{981
, N {

28"
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INTERAGENCY PROJ ECTS SURVEY .
e L . " Summary Sheet » ‘ .
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WHERE TO FI REHELP -

descriptions of; ot

-

.

“ o Advisors and helpers who can prayide technical assistance and-who develop or
‘ . compile print material for further enlightenment;
o Places where it has happened which can be visited in the Mid-Atlantic reglon and

’—Lﬁetatufeavhlch rgcords the-expenemes—theones—mdmodels*ofadvocates ‘and
. practitioners.  We have tried to avoid journal articles in favor of more complete
e pubhcatlons which deal with more than one aspect of the issue, |

. . te . + 4 '

., RESOURCE OR SERVICE :

.
¥

= Assistance may be obtained from several agencies and from persons connected with thesg
v agencies who have had extensive experience in bringing about change in the way essential
' human services are delivered in, docal commumtles and with the development of interagency
programs and community service centers. pften service is prov1ded at no cost except for the
reimbursement of necessary expenses; at other times modest fees are levied. Each i is avaﬂable »
by telephone and most offer printed materials. . ‘ .

N

‘Mid-Atlantic Center for Community Educatlon . r

2% ) University of Virginia, Schgol of Educatlog
" Dr. Larry E. Decker, Director
: 405 Emmet Street . S K —
. . Charlottesv%He, Virginia 22903 | § \'b
- (804) 924-1981

Through on-s1te visits, workshops and resource materials, interested communities
w111 be prowded with: . .

{ ° Assxstance mdevelopmg a local plan for coordmatmg comprehensive human
: services delivered from a secondgry school site by a combmatlon of local, pubhc
and pnvate agencies. '
° Asmstance with staffing plans and training for the administrati%nd coordination
of a local human services netwof‘k
o Assistance in desxgmng a management plan and identifying funding optlons and
sources. ~
/- ® Assistance in identifying opportunities for co-locatlon, co-programmmg, and
collaboratlon anrong agencies. - ~
o Training in designing strategies for implementing a Community Service Center
and network
® Awareness sessions on Co,mmumty Educatipn and interagency coordination.

L _ 86 ) /
Q : ~
: . ) /. . /
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R WHERE TO FIND-MORE HELP

~

. |
. }

N 1
e

descriptions of: e ‘
-, ) o Advisors and helpers who can prayide technical assistance and who develop or |
. . compile print material for further enlightenment; T

e Places where it has happened which can be visited in the Mid-Atlantic reglon and

4—L#efamre -which records ﬂleexpenemes—theonem&models*ofadvocates and 1
] practitioners. . We have tried to avoid journal articles in favor of more complete ) 1
= ‘ pubhcauons which deal with more than one aspect of the issue. | ' 3
te , . . %

., RESOURCE OR SERVICE . }

4 . . i

- Assistance may be obtained from several ‘agencies and from persons connected with thes;
*  agencies who have had extensive experience in Bringing about change in the way essential ~
. human services are delivered j in} local commumtles, and with the development of interagency
| programs and community service centers. pften service is prov1ded at no cost except for thie . '
reunbursement of necessary expenses; at other times modest fees are levied. Each i is avaﬂable »
by telephone and most offer printed matenals . ‘

I

- . ~
. ‘Mid-Atlantic Center for Community Edumtlon - ' ‘ a
. % , Umvermty of Virginia, Schgol of Educatlon . ' ) -
' Dr. Larry E. Decker, Director '
. : 405 Emmet Street . S g _—
Charlottesvﬂle Virginia 22903 . \]S
. ' . (304) 924-1981 '
’I'h.rough on-s1te visits, workshops and resource materials, mterested communities ‘ '
w111 be prov1ded with: s , , . . 1

° Assxstance in developmg a local plan for coordmatmg comprehensive human
. services delivered from a secondgry school site by a combmahon of local, pubhc R
and private agencies. ' .
o Ass1stance with staffing plans and training for the admmlstrau%nd coordination
of a local human services netwotk.
e Assistance in designing a management~pfan and identifying funding options and
sources. ~ ‘ .
/ ® Assistance in identifying opportunities for co-locatlon, co-programmmg, and
collaboratlon among agencies. - -~
o Training in designing strategies for implementing a Community Service Center .
and network g
o Awareness sessions on Co‘mmumty Educa%on and interdgency coordination.

, “l 86 ) //
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In addition to the de-Atlantlc Center for Community Education, there is a national" i
network of approxxmately 100 centers in all 50 states involved in community education o ‘j

. development and training. Fora current hstmg of community education centers, con-
. tact either: . - . .
A - The Charles S. Mott Foundation National Commumty Educatxon
' Mott Foundation Building - or . Association . g

Flint, Michigan 48502 - _ . Sulte 536

(313) 238-5651 : 1030 15th Street, N.wW. - - °

' . Washington, D. C. 20005
v, ' (202) 466-3530 -

>
N

g,

~» . .EDUCATIONAL IMPROVEMENT by Donna Hager Schoeny and James H, Bash, 1980, 5% 9, 24 g, $2.00.

.\ e INTERAGENCY RELATIONSBIPS by Nancy C. Cock, 1979, 84 pp., 8%:11 ,$4.75.

Among the materials available from the Mid-Atlantic Center are:

General Referencé\,and Homoﬁond )
) ‘ o ADMINISTRATORS AND POLICYMAKER VIEWS OF COMMUNITY EDUCATION
- edited by Larry E. Decker and Virginia A. Decker,1977, 64 pp., 8% x 11, $3. 00

e CITIZEN PARTICIPATION . WHAT OTHERS SAY . . . WHAT OTHER DO
Y by John W. Warden,1977, 24 pp., 8% x 11, $1.00. -

° §§85CESS PERSPEC’I'IVE COMMUNI’I’Y EDUCA’I’ION AS PROCESS by John W. Wardcn.1979 96 pp 6%9,

free, $12.0

‘e \Sﬂfgﬁgg OTHS%RS SAY ABOUT COMIVIUNI’I’Y SCHOOLS editsd by Johin W, Warden, 1976, 16 PP 5% x 8%, single free,
per ,

e PUBLIC %goom USl: 'I'HEM DON’T WASTE 'IHEM edited by. Mlchul H. Kaplan,1975, 12 pp., % x 8%. smg!z

’ Instmctmnal and Tr:nmng c . T J b
° COW EDUCATOR'’S GUIDE TO ADULT. LEARNINGby Leroy Miles and Steve R. P:xson.l978 32 pp.,
6x 9 -

~ 7

¢ COMMUNITY EDUCA.TION INTERACTION EXERCISES by John W. Wuden,1978 96 pp., 8'Ax 11 $3.95.
o MANAGEMENT RESOURCE MANUAL compiled by Guy Faust and Patty Komko, 1979, 620 pp., 8% x 11, $25.00.
. MULTICUL’I'URAJ./COMMIH\IITY EDUCATION: AN EXPLORATION QF A RELATIONSHIP FOR

¢ ROLE GUIDE SERIES h) Citzen (2) School Board (3) Superintendent (4) Principal (5) System-wids Coordinator (6) Buﬂdmg

+ .Coordinator (7) Special Needs (8) Community Callegs (9) Leisure Services (10) Cooperative Extension (11) Government Agencies, single |
.00 each or complate st $8.25.,

o
. WORKING PAPERS ON ISSU'ES IN COMI\dUNI'I"{ EDUCATIQN VOLUME 1, 1979, edited by Michael H.
* Kaplan, 1979, 123 pp., 8% x 11, $6. 75. . ! . -

Résearch and Technical Reports © - .

JA

. AH ASSESSMENT OF RESEARCH NEEDS IN COMMUMTY EDUCATION by s—mM Gm.medcr. Bubm
+ Rochen and Dabney Lewis, 1980, 89 pp., 8% x 11, $3.75.

o THE COMMUNITY EDUCATION COORDINATOR: SOURCES OF JOB SA'I'ISFAC‘I’ION AND
. DISSATISEACTION by Buniy G. Sheppard, 1979, 79 pp., 8% x 11,88.75. R

. @ CITIZEN -PARTICIPATION ISSUES by Nancy C. Caok, 1979, 114 pp., 8% x 11, 85.75. SR
® FACILI’I'Y USE PA'ITERNSbyNancyC.Cook 1979, 67 pp., 8% x 11,$3.75; «” :

2

e INT“'RI;§(;§ LIFELONG LEARNING AND COMMUNITY EDUCATIObe Marcio Boueouvuu,'ms, 73 po.,
BX 8%x 11 . . g , - . B P
4 ]
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. MANAGING UNDERUTILIZED SCHO
- ENROLLMENT: A CASE STUDY by Joseph Ringess, Ir.; 1980, 66 pp., 8% x 11, $5.78.

) ETHNOGRAPHIC AND QUALITATIVE

: BIBLIOGRAPHY by Michael B. Kaplan, Diane Galbreath and Caroline Vargas. 1980, 60 pp.,

- opportunity fos assistance. as those with tﬁe financial- resc/urces Workshops, seminars and

' (614) 422- 15*2

Dr. Dwayne E. Gardner, Executlve Director
Dr. William S. DeJong, Director of the Center for Commumty Education
Facility Planning ) :
+. CEFP is a private, nonprofit, professional association lcomposed of educators, planners,
architects and engineers. With funding from the Charles Stewart Mott Foundatiom; CEFP
established the Center for Commumty Education Facility Planning, which prov1des trammg,

” techmcal assistance, and materials development. - *°

Technwal ass1stance is provided on a scheduled request basis. Cost is based on ability
to pay; thus, mdiwduals and orgamzatrons’wrthout finanwial resources are provided the same

' mstltutes can be scheduled and are often conducted in coopemtlon with other orgamzanons
-agericies and associations. | R .t

o

Short-Term Tec cal Assrstance On-site assxstance (usually one\three days) is avaﬂaz’.
to local communities and organizations w1th problems relating to plannping, mteragency co

" -eration and commumty facilities. |

@

v *
' Long-Term Techmcal Assistance: On-site. assistance to communities is grven for an: ex-
tended period of time in areas of planning, mterage,ncy cooperanon and commumty fac1ht1es

=)

Workshops, Seminars, Institutes: Trammg programs are given in piammpatory program J
planmng and facility planning for reuse, renovatxon, and construction of pubhc facilities. -

- .
N /

Reference Library: Jouimals, books, newslettem on community planmn‘g, interagency
cooperation, facility design, fundmg and enrollgnent trends have been. compﬂed ‘Intérested
individuals can use the collection dn-site at C‘EFP orrequest references ol‘"brbhographles

o Plannmg assistancé services are provided by CEFP, with cooperatlon from EFL. Lo
! ‘ : . Vs , 9 ‘
Among the materials avaﬂagLe from CEFP are: - L

. \ - . . .
" -~ ' ~ -
v

W s ,,10())\',‘.‘

OL FACILI'ITES RESULTING FROM DECLINING PUPIL

-~

METHODS IN EDUCATIONAL RESEARCH: A SELECTED

S%x 11. 34.
¢ EV ALUATIO NOF A HUMA.N SERVICE PROGRAM: KANAWHA COUN'I'Y WEST VmGINIA -
CUTIVE S YbchuyA.Schwtz,mchadH.szhn‘AnncG Cqushlin,andlohnA.Stmxp 1980,25pp-, |
8%x 11, $2.00. )4 |
) ] [} - ) - J , , . - J , ]l
* . Council of Educational Facility Plahners ! | . ; %
/ 29 West Wogdraff Avenue R
B : Columbus, qu43210 . g | :




Fundmg Sources for Community Facilities: A guide to federal and reglonal sources
- of funding for single-use and multiple use community facilities. Concentrating on federal and °
reglonal sources, it prov1des program descriptions, ehglbmty fequirements, and contacts. (1979,
-~ $3.25) .

Surplus School Space—The Problem and the Possibilities: An “‘awareness tool” for
the community faced with the situation of excess school'space. Clarifies the*issue and opens new

possibilities and alternatives to the reader. (1978, $3.50) b
. r
- ' Resource Dzrectory A listing of resource persons and organizations that can facilitate
< cooperative planmhg and/or provide technical expefrtise in various facetqoof facility planning
. _and development.- Available-September, 1980). . T

Energy and Community Use of PubIzc Buildings: A resource monograph on energy
consumption effects of community use of facilities and extended day and evening use of public )
buildings. Includes ecommendatlons to increase the effectiveness of operating public facilities.
This study is the result of an energy consumption analysis of school buildings in Ohio. ($3.00— ,
Available June, 1980) ™

@ Planning Assistance Kit: The Community Plagning Assistance K1t is intended for -
direct use in planning efforts. Materials in the kit are ngt copyrighted and are designed for

- easy duplication. The Kit has been distributed to all Community Education Centers and other
selected agencies and organizations. To, obtain information for loan copies, contact CEFP. "

The Center for Community nge

\ 1000 Wisconsin Avenue, N. W. -
- Washington, D. C..20007 '
(202) 338-3564
L -

Provides technical assistance to local community-based organizations. Thé Center also
publishes a series of Citizen Action Guides on federal pro s which may be useful to per-
sons wanting more information on the requirements under GoY Revenue Sharing, Block
Grantand CETA programs, and others Z '

Among the materials available from €CC are:
Subscrlptlon topubllcatlons ®c ® 2 00 0 00 0P Pe e PSS Slo 00/yea.l'
Subscription ingludes the newsletter, Federal Programs MONITOR (four-five a
year), and one copy of the Citizens’ Action Guides as they are published. Sub-
scnptlons are given without charge to loca] nonprofit community organizations

- ' - with limited budgets. We ask that community orgamzatlons which can, afford the .
. fee pay it. Local, state, and federal go% ent agencies; academic’ mstrtutxons
: : hoSpltals hbranes etc., are required to pay the fee. ‘ . L
. . Citizens’ 'Action Guides \ ‘ LY
No. 1. Community Development Block Grants A Mhmtonng ; D "
Guldeo ----- ® o ® 09 000 e 0000 e e e AR $ .50 };' . ’
. 89 : vl
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No 2 General Revenue Sharing: Influencing Local Budgets (Rev1sed T
‘October,1978) .. . ...uuu..... Ceeenee beosscnsscescennns $1.50

No.3 The Comprehensrve Employment and Tr&mmg Program .
(Revised, April, 1979) ....vvuuivennnn..., Aeeeereeaaaa. ? $1.50

No. 4, Citizen Involvement in Community Development An . -

Qpportunity.and a Challefnge (Revised, November, 1978) .

1978) ...................................... e ve.. $1.50

P {
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Newsletters

. Cafalyst: Helping Commumty Groups Get Involved in CETA (Available without charge
from the Natlona.l CETA Resource Center, CCC).

CD Citizen (Avallable without charge from the National Citizens’ Monitoring ProJect on '
" the Communify Development Block Grant Program, CCC). )

4

Educatlonal Facrhtr&&laboratones
- 680 Flfth Avenue ' o~
, New York, New York 10019 - e
—’ ' . Alan C. Green, President - oy |

o9
EFL develops and disseminates’inférmation materials and advises mstltutrons—mcludmg
schools and colleges, govemmen/t agencies, organizations and others—in the areas of energy
conservatron enrollment decline, facilities planning and mamagement, and cooperative planning.
" EFL is a division of the nonprofit Academy of Educational Development.

t
b

o Among the materials are: k - ‘
Commumty School Centers: A resource book outlmmg issues and illustrating .

examples of community scho’ol centers—planning, m}nagm'g,/desrgmng, using surplus school,
space. (1979, $6 00) at

- )

The Secondary School-Reduction, Renewal and Real Estate: An early warning .
of the forthcpmmg decline in enrollment in high schools, and suggéstions for reorgamzmg,
schools to p;event them from becommg empty and unproductlve (1976, $4t00)

:.' > Surplus. School Space Opnons and Opportumties “Documents optlons for school
districts with su/rplus school space—increased career and special education programs; widened
educational, social and community services; housing and commercial development. Advrses

how toproject enrollments and decide whether or not o close schools (1976, 34. 00)

,-- ., Enroliment Declme and the Hzgh School Cnszs or OppUrtum!y? A shde and-
scri edentation avallable for conferences and workshops

. R . -
b Y
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.- PIACES WHERE IT HAS HAPPENED
(Virginia and other states within the Mid-Atlantic area of seryjceé)—

] a4 R ’ . ) \
Arlmgton, Virginia ' \\

« Arlington Career Center, 816 South Walter Reed Drive (703 /979-6220) Combined career
and technical educatlon for school-age youth with out-of-school youth and adults. Also
includes.a pubhc branch library with emphasis on technical publications. A hug1an re- |

v e source service satellite station shares the site. Opened about 1975.

X /I'homas Jefférson Junior Wigh and Community Center, 125 South Old Glebe Road, 22204
(703/558-2157) ( Facility Manager). Jointly owned and operated facilities which service
school programs for youth and all ages of non-school persons w1th recreatlon, continuing

. , C education and civic programs.*‘Opened 1972, .
. ° Charles Drew School and Community Center, Kempey Street South. Programs are for pre- -
" school to elderly age ranges; from formal educa through soc1al programs. Community
- occupres space resultmg from desegregatlon actions and pupil enrollment decline.

y

Alexandria, Virginia :

. e Potomac West Community Center, 2419 Mt. Vernon Avenue. Provides social services, .
emergency assistance, employment-epportunities and training, refetral, outreach counsel-’
ing, education and special programs to surroundmg neighborhoods. Combines activities -
of several commumty organizations and agencies at a convenient location? Funded by
Community Dewelopment Block Grant Office, CETA Program and AOEO; operated by
the Alexandna Office of Economic Opportumtles (AOEO) %

t
s e .

Fairfax, Virginia - S b

o -

e Groveton High Sch airfax County (Quander Road). Commumty involvement in plan-
ning and design $o that thé school would “be the focal point for the community and——
serve the community:” A Community Educatioh model.. ' -
ax C1ty High School. Funded by the city to allow srgmﬁtantly different facilities from
er County schodls. Exceptionally fine theatre, shop and athletic facilities available to
commqmty by “Community Affairs foordinator,” a c1ty-school baard employee who is
also director of recreation for the city.
. Great Falls Elementary School No. 2. ‘Forter NIKE site, acqulreﬂ by Parks. School per- ¢
mitted to use site. 3ecreatlon Department funded extra cost of larger gym for com-
. munity purposes, and performing arts groups expeoted to pay cost of stage improvements
or community’ theatre,
l I o Hemlock Overlook Environmental Studies Center, Northern erglma Reglonal Park Authonty
. : (Near Clifton, Fairfax County). Constructed by Falrfax County vocational education

students, regional park authority land; public facilify will also.be used by Fairfax and 1
Northern Virglma students and groups (overnight facxhty) .

y ~ < B

o Fai

13

Falls Church, Virginia —. ~ '
o George Mason Jr.-Sr. High School A combmed Jr.-Sr. High School with expanded pro- ) '
- grims foHowmg the commumty educatlon,model C e
Portsmouth, Vn'gmla o -\ T , o
e Mahor Hi chool- Portsmouth. Community mvolvement in"use of facxhtles, programs €
théatre, planetarium, hbrary recreatlon, adult educatlon <
BRE T ‘ :
I . (1 03 v i B ‘
— . o ‘
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_Virginia Beach, ia - . { :

) PendLeton Project, Virginia Beach. Unites scheols, social servxces pubhc health, mental .

, health and court services to help troubled youth.

. \ .

Delaware

e Howard (High School) Education Park, Witmington, Delaware Day care facilities, urban

studies program, adult education, caree( development center, arts genter. L - ’

District of Columbia ¢

e Gamnet C. Wilkerson Elementary School, Erie and Pomeroy Streets, S. E. Includes com-

. munity library which services school, *

e Morgan Elementary School, Champlain Street, N. W. Includes health care unit as well as
crisis center, theatre for community arts, craft rooms, gym/pool. .

¢ Fort Lincoln Elementary School No. 1. 'Prototyplcal model for new town, in D. C. 750
students, school and welfare office, health center, preschool unit, cominunity multi-
purpose areas.

e Washington-Highland Comdumty School 8th and Yuma Streets, S. E. 20032. Includes
Human Resources units, adult education, welfare food distribution, nutntlon counseling,
golden age pro . Also 0.E.Q. unit—day care center, bureau of youth seryices, com-

* munity care d1v1snon, services, D. C. Department of Manpower Development—

+* vocational trfining employment.

Maryland ) 4 . . .

Multi-Service Community Centers as¢ functioning in four local education agencies. Each

center provides programs and services designed to meet recognized local needs. -

e Anne Arundel County, South River Senior High School, 201 Central Avgnue, Edgewater,
Maryland 21037, Ms. Sharon S. Vogel, Coordinator, Multi-Service Comniunity Center,
956-5600. Information and referral for all county services. External high school diploma.
General Education Development 1} ms. Vocational skill trauung Employment cqunsel-
ing and placement Adult Basic E&on programs. Career information and counseling.

. Recreation and leisure time activities. .

e Charles County, McDonougl'l High School, Pomfret, Maryland 20675 »Mrs.\Rosellen Harmon,
Coordinator, Multi-Service Commumty Center, 934-4077. High School d1ploma\r Job
skills training; employment® counselmg, recreation and leisure time activities; career infor-
mation, assessment, and counseling; general education development programs; Adult .
Basi¢ Education programs; information and referral for all county services.

¢ Queen Anne’s County, Queen Anne’s County High School, Centreville, Maryland 21617, Mr.
Eric Hopkins, Coordinator, Multi-Service Community Center, 758-0500. Career infor-
mation, assessment, and counselmg, informatiog and referral to all community agencigs;
Adult Basic Education programs; employment ounseling;eareeg counseling services for
special education students; job skills training.

¢ Somerset County, Washington Senior High Schooly Princess Anne, Maryland 21853, M.

Conal Turfier, Coordinator, Multi-Service Community Center, 651-0480. External high

" school diploma; vocational training; employment counsehng and placement; General *
Education Development programs; Adult Basxc Education }Jrograms career information '
and counseling; information and counseling; information and referral; recreation and

.

leisure time activities. .

-




capacity high school inclides day care center with infant care of students’ babies; social
services—food stamps, counseling; officé for the mayor; Social Security office; Depart-
ment of Public Works complaiht office; manpower—counseling, placement; juvenile
. . services—counseling; Model Cities Agency office; Maryland Department of Parole and
Probation; youth service program. Opened Fall, 1974, - - % g
¢ Inner Harbor Campus, Community College; Baltimore, Maryland. A planned part of a
-comprehensive reconstruction prdgram including commercial and governmental facilities
to link work-study opportumtles locate? conveniently for patrons and permitting the
reduction of costs. . - \3 ‘ \ .

e Paul Laurence Dunbar Hi«g%:ziool and Community Center, Baltimore, Maryland. 1600

}4

e Maryland State Department of Education Adult an Commumty Education Branch, 200 °
- West Baltimore Street, Baltimore, Maryland 21201, 301 /659-2361. The MSDE serves
as the primary initiating and coordinating agent for the Multi-Service Center Program.

For a current listing and related information, contact the Adult and Community Edu-

C oy cation Branch N
. 4 - .

S - ~ ¢ " ‘ 4 ’ -
- " LITERATURE . |
‘ . The printed materials have been divided into four sections:
@ i - .
——-—A. Planning for collaboratlve activities and community centers;

B. , Operating the building; y] L

- G, Ne orking and collaboration; and, . .

D. Miscellaneoqs. ‘ '

v

Printed materials offered by the agenc1es listed in the beginning of this chapter are not repeated

here. 1

A. -PLANNING FOR COLLABORATIVE ACTIVITIES AND COMMUNITY CENTERS

e,

THE POTENTIAL ROLE OF THE SCHOOL AS A SITE FOR INTEGRATING SOCIAL ~
SERVICES ¢ \
< v Baillie, Susan; Dewitt, Iamince O’Leary, Linda Schluter, 1972 '
Potential for sharing and parallel use of scﬁopl space js discussed along with legal‘ '
racial integration, and administrative factors. Potential for school role and parental
mvolvement described. Available from: ‘Syracuse Umver31ty Research Corp.
» Mertill Lane, Skytop
) * Syracuse, NY 13210
$2.00
A PROCESS MODEL FOR COMMUNITY PROBLEM SOLVING: A MANUAL -
) L Describes ten-step model for community problem solving which cuts across agency
) boundaries. 1979. Available from: Institute for Community Educatlon Developm
. Ball State University ﬁ

\\—.

\ 223 N. McKinley
,’ . . -Mungcie, Indiana 47306

e N $1.50

~1
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" A GUIDE TO NEEDS- ASSESSMENT IN COMMUNITY EDUCATION
. Bowers and Associates, 1976

Contains sfggested methods for the tonduct ofa commf ity needs assessment which
involves the commumty in the assessment and reaches con ensys on the proposed pro-
gram. Avaﬂable from: Supt. of Documents i
U.S. GPO .
Washington, D. C. 20402 .
$.55 each, minimum charge: of $1.00 per order .
*&F
PLANNING AND ASSESSMENT IN COMMUNITY EDUCATION o ’7
Burbach, Harold J.: Decker Larry E., editors,.1977 . -

Describes community involvement in the planning prdcess and program evaluafions

technrques—AvallabIé from: Pendell Publishing Co ,
) Box 1666 - . ; ¢ ’
Midland, Michigan 48640

LE’I”S COOPERATE —
The Committee for Reé’reatlon/Educatxon Cooperators, September, 197%

A handbook for recreation/park and education agencies with illlustra matenals }.nd

guides for analyzing various aspects of cooperative ventures focusing on opportunities

in California. Available from: arol Iddins; Project Ceordrnator

if. Park & Recreation Socrety
| 1400 K Street, Suite 302 )
§ Sacramento, Cahfonua 95814 >

STRATEGIES OF COMMUNITY ORGAN IZATION
Cox, Fred M.; Erlich, John L.; Rothman, Jack; Tropman, John E.; 1974,
A book of compﬂatron of techniques and strategies concerning politics, pawer, planning,
\ and socfal actxon Available from: F. E. Peacock Publishers, Inc. v
N . s / Itasca, lllinois ~ ° "y
“PARTICIPATOR PLANNING” COUNCIL OF EDUCATIONAL FACILITY PLANNERS
JOURNAL .
DeJong, William S., July/August 1980 e <
A synopsis of a Iflannm% Assm'tance Kit developed by Educational Facilities Laboratories
and CEFP. This article is followed by description of apphcahons of the process by three
communities. Available from: CEFP .
. . 29 W. Woodruff Avenue
‘- ; Columbus, Ohio 48210
’ $3.00 -

., - |
COORDINATION IN HUMAN SER\prS’r\ f \ . :

-

Epstein, Ruthe, February, 1978. = | . ;

Describes the development of mtergovernmental human semces.x;gordmatxon expenences

in Maryland. Available from: Maryland State Department of -Planning
—— 301 West Preston Street
Baltimore, MD 21201

9 - .
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. GUIDEBOOK FQR&HUMAN RESOURCES PLANNING : _
Epstein, Ruthe, c. 1978 ! N
Descnbeﬁf-geneﬂts c?f a comprehenswe planmng process built.on a coordinated approach
to assessing artql eting commumty needs. Avallable from: Maryland State Department
) L il i . . y! . ‘of Planning )
o . . | i\ }{) ~ . ¢ : 301 West Preston Street . :

N

Baltimore, MD 21201

: MULTI-SERVICE CENTER STUDY . )
- December, 1976 }
Descnbes alternative multj-service center systems for the delivery of human servi
(not mclddmg K-12 education). Avaﬂable from: Maryland State Department of
s r o e e ; f . ) Planning
Coe | : ' 301 West Preston Street
* Lo . Baltimore, MD 21201
o | -
CREATING C@DRDINATION AMONG ORGANIZATIONS (NORTH CENTRAL
.. REGIONAL EXTENSION PUBLICATION 80) .
Mumford, Charles L.; Klonglan, Gerald E., August, 1979. .
Describes the options, barriers, and facilitators of interagency-coordination together
with a model and set of self- -help worksheets for use by local change agents. Available 7
from: Cooperative Extension Service
Iowa State University

Ames, Jowa 50011 o ' %

©

KEYS TO COMMUNITY INVOLVEMENT

- - c. 1979 “ * ' \

Full set.of 15 KEYS TO COMMUNITY INV OLVEMENT GUIDES . . Lo

oo 412-11103 ......5% . ..., RERPEPPRPRPPRE Neeeeeeeens $24.00
) ' INDIVIDUAL-GUIDEBOOKS  « . .
1. Community Groups: Keeping Them Alive and Well -
. 412-11103 ....... Ceteeeeees Cereeeeeen P 2.00 A
2. Groyp Decision Making: Styles and Suggestions '
) . A12-11105 et e s e e et ereeneoeneooaonennnnenns 2.00
3. Problem Solving: A Five-Step Model412-11107............ 12.00 ’
4.  Planning for Change:. Three Critical Elements 412-11109 . . . . .. 2.00
. 5. Persopal and Professional Development: An Individualized
v . Approach 412-11111, o v v vv e s e el eaennnnnn. ceeen 200
. o 6. . Governing Boards and Cbmmlﬁuty Counc1ls Building
. * Successful Partnerships 412-11118 . ..%yeveveevnnnnnnnn. 2.00
h 7. Innovative Projects: - Making Them Standard Practlce ’ B s
", R 75 18 § A S 2.00 P -
Successful Pro;ectss Examining the Research 412-11117,,.....2.00 - 4
« 9. ) Effecfive Groups; Guideljnes for Partlclpants 412-11119.c 0. 2.00
g 10»  Group Progress: Recognizing and Removing Bartiers . -
1 1 412-1421 ..... R AR R PR PP P PP 2.00 - Y
1 . e
' ) ' Z 95 .
: o 10% : \
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/ )
' 11. Measuring and Improving Group Effectiveness d o |
- 12. Finding the “Right)’ Information: A Search Strategy

' ) 412-11125.......-........_./. .............. Ceeean 2.00

9 - 13. Community Surveys: Grassroots Approaches,
L B 2 V..5.2.00 l
~14. Using Consultants: Getting What You Want-412-11129....5..2.00 |
#£5. -Group Leadership: Understanding, Gmdmg, Sharing |
S I 3 teeey.2.00 !
| |
;
|
1

Available from: ' Nationafl School of Public Relations Alsociates
' Dept. 78-78
1801 North Moore Street I

~ _ . Arhngtonx VA 22209 o . \

NEEDS ASSESSMENT IN EDUCATION :
- Pundiak, Jean; Barnard, Betsy; and Brizius, Martine, February, 1974
Describés comprehensive planning process and gives general information about needs
assessment which ¢an be’adapted to planning community service centers. Descnbes
" four w1de1y accepted models Avarlable from: State Department of-Education

i » Bureau of Planning

L ) ) 225 West State Street ~

) - Trenton, NJ 08625
P S

IDENTIFYING COMMUNITY POWER ACTORS: A GUIDE FOR CHANGE AGENTS
. '{ (NORTH CENTRAL REGIONAL EXTENSION PUBLICATION 5 9)
Tait, John L.; Bokemeler, Janet L.; Bohlen, Joe M., [978. -

Descnl;g\ihe positional, reputatrona.l ‘decision-making, and social part1c1pat10n

methods of identifying members of the commumty power structure. Available
- ' from: Cooperative Extension Service C - . <
) Iowa State Umvers1ty“
g ] i Ames, Jowa 50011 » y

CREATING INTERAGENCY PROJ ECTS... SCHOOL AND COMMUNITY AGENCIES
- . Ringers, Joseph, Jr., 1977 L
\This pubhmtlon is based on the premlse that sharmg is basic in interagency programs
and that conservatlon of engggy and resources is both a proper and attainable objective.
It discusses the basic prmc1p1es and concepts, leadership, strategies and techniques, -
» influencing bureaucracles, problem solving, creatmg new hnkages, and operatlonal
aspects. Available from: Commumty Collaborators t
T~ , P. 0. Box 5429 ) T . ’
o Charlottesvillé, VA 22905 -
83.95 - R . " -

BASIC STEPS OF PLANNING . ' .' ) ‘
oung,Ken M., 1978. - ' - L
Hrghhghts plapning steps; it covers the areas of focusing plannmg efforts determining
, goals and priorities, ddentlfymg resources and restraints, formulating objectives,

A ¢ 4
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generating altematrve methods, analyzing and selecting the best methods, developmg .

P. O. Box 5429

‘¢ . a plan of action, and assessing and modifying the plan. Available from:
\ Community Collaborators :

“
-

»

. Y
“

Charlottesville, VA 22905 . S
$1.50 S '
OPERATING THE BUILDING -

" JOINT OCCUPANCY ** .
Baas, Alan M., December, 1973. .
A summary of research and literature. Available from: ERIC Cleannghouse on d
- Educational Management
- ‘ University of Oregon f
: B ' T . Eugene OR 97403

MUNICIPAL LEA;SING ITS‘ROLE IN COMMUNITY DEVELOPMENT WITH !
EMPHASIS ON SURPLUS SCHOOLS o ‘ o

Y,

) 'Hughes, Paul S., September, '1980. .

Examines the potentlal and fiffancial feaslblhty of usmg the lease arrang ;%ent for
converting surplus school space into community developmentncatalys 3 umque
* contribution is the focus on tax and ownership benefits which attac
lities should the pnvatesector be accorded t1t1e or-rights to all or a
Available from: " Government Finance Research Center
S, .. Municipat Finance Officers Assn. )
I e 1750.K Stréet, N. W., Suite 650 ’
. Washmgton, D.C. 20006 -

L
, COMMUNITY/ CHOOLS SHARING THE SPACE AND THE ACTION
Malloy, Larry, 1973.

_ The legal, liability, financmg, planmng, and governance of centers in wh1ch schools and

~—

,commumty service agencies share space and _programs. Ava:lable-from s
" - EFL N ) LS ’
.~ 680Fifth Avenie ~ °  ~ ,
g New York,NY 10019 . -~ ' v

COMMUNITY/SCHOOLS AND INTERAGENCY PROGKAMS .
Ringers, Joseph, Jr., 1976. - gt

A guide to forming partnerships, partlcrpatlve decrslon making, Pprogramfning wrth

" * or without building, Tégisltation, financial, management and pIant planning for multi-

use and mult1-agenc1es Available from: Pendell Publishing Co.

- X ~.~ - Box 1666 - . ] T
- T Midland, Michigan 48640 -
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IN’I'ERAGENCY COOPERATION WILL BUILD TOMORROW’S SCHOOLS
“Ringers, Joseplt, Jr.; American School and Umversity, March, 1973.
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Describés how to start interagenty programs, and to plan and construct multi-us®

faciltties. .
C. NETWORKING AND COLLABORATION . - '
' T Appley, Dee G. and Winder, Alvm E. (Eds.).” Collaboratron in work settmg Jaurnal of

Applied Behavioral Science, 1977 i 3, entire issue.
This issue of JABS contains a number of interesting articles wntteq by the leaders in
the field. It is a godd introduction to the topic. . . - <

\ -~ ~

~

Cain, Bonnje J., Issues in.Collaborative Program Development: Extrapolations from a
Workshop. . Amherst, MA.: Center for international Education, 1977. ‘
A description of interagengy collaboratlon among nations.

R4

C/O JOU‘{NAL OF ALTERNATIVE HUMAN SERVICES, Spring 1978 (Vol. IV, Issue 1). N
' Several useful articles: g\ :
- “Community Educatio An Overview”
“Community-based Human Services: An Overwew . .
“Benefits of Collaboration” . - : .
“Agency Cooperation: A Strategy for S’erv1ce ‘
“Collaborative Programs” in Atlanta; Chicago, Newton (Mass. ) and Ocean Beach (Calif.).
Available from: Community Congéhcl)f San Dlego' .
1172 Moren%Bb{d L= .
San D1ego,Ca11f 92110 ol - *

— » . o +

Dosher, Anne, “Networkmg the V1s1on » Joumgl of A[temauve Human Service. -n, d o
This article plus severa.l other Casg studies in networking in the same issue (Malcolm C
Shoo r’s “Network? The Process qud John Covert “Networkmg Three Illustratrons”)
p ean mtroductron to networking. R

Fields, Suzanne, “Mentat Health Networks: Extendlng the Circuits of Commumty Care.”

Innovauons:.Spnng, 1980 2-13.

A fascinating account ‘of how a professronal network merged w1th the natural helping
network in an urban nelghbc)rhood '

Gross, anald “Networkmg Improves Student Services and Sparks Instltutlonal Renewal.”
. . Planning for High Education, Juné;-1979, 1,9-14. TN
i A description of one of the more longlasting networks in the country. The Umversrty
of Massachusetts network assmtsm coorq.matm’g student services at a large umverslty
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, - » w0 Y [}
T . L1ppett Ronald (Ed ). JoumaI of Vquntary Actzon Research. January 1981.

' The issue of the Journal is devoted entirely to interagency collaboration. Of‘particular
interest are feveral case histories on collaboration between majority and mmonty groups

' Sarason, Seymour B. and Lorentz, Elizabeth. The ChaIIenge of Resource Network. ’
San FErancisco: Jossey-Bass Publishers, 1979.
The clearest explanatron available of what is mmt by networkmg in human serv1ces
> . s }/
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Schmder-Ramman Eva and Lippett, Ronald. .
Volunteer-Administration. 1977, X, 1-7.

~

D. MISCELLANEoiJs

Toward Interagency Collaboratron ” g\
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CONCEPTUAL BLOCKBUSTING:" .AGU"ID TO BETTER IDBAS ' L
- Adams, Jamegb. Avaﬂable from W.H. Fr man d Company

- . _ 660 Mar et Strzet *
. — ' : - San Francisco, . 94104 ]
. ‘ RS b 8395 )

*

Bottums, John S.
scnbes,curnculum and training needs for f)reparmg professional community develop-
\Knt workers Avaﬂable from: National Association of State University and Land
L - ‘- * Grant Colleges .
5 S . . ‘1 DuPont Circle, N. W. ‘ / o
/J . Washington, D: C ‘ -

j . COMMUNITY DEVELOPMENT: CON: PTS,' CURRICULUM AND TRAINING NEEDS

COMMUNITY ’SCHOOLS INRURAL AREAS . ‘ v 3 )
.Dean, Davidl, January, 1974. 8 A < ‘ .- :
) / Program elements and needs in rural areas with suggestrons for_program development
oAl ' Avaﬂable from: National Educational Lab Pubhshers; Inc. L.
S 813 Airport Blvd. ! e /
Austin, Texas 78702 - S A
- $1.00 . . S

~ ! v

i . ~> /
¥ , * THE FUNDING PROCESS: GR(ANTS%{_SHIP AND PROPOSAL DEVELOPMEI\m& o
Decker, Virginia A.; Decker, Larry E .
The authors of thrs readable volurne emphasize the sequential activities of*deve,lopmg
,' . the idea, securmg mformatron on sources of public and private fun@ksearchmg and’
| : establishing contact with potentral fundmg sources, writing the proposal and follow—up
procedures and adrmmstenng the grant Available from; Community. Collaborators
- P. O. Box 5429«
/ o o Charlottesville, VA 22905
. ' %695 -

b
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: VIOLENCE AND VANDALISM IN THE SCHOQLS )
1977. . °
" Scope and causes.of student violence and property damage are described. )Posm\"'e
impact of increased commumty use of facilities and school responsiveness to com-
munity needs are described. Available from: National’‘Community Education Assn.
) - . Suite 536, 1030 I5th Street, N. W.
. ) . Washington, D. C. 20005 .
' $1.00
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COMMUNITY.EDUCATION PROVEN PRACTICES—AGENCY COOPERATION
Onesty, Catherine B., c. 1980. ’
A case study of Gloucéster, Virginia. Available from: = U.S. Dept. of Education
Community Education Program
ROB No. 3 .

! S 7th-and D Streets, S. W. .
Washington, D. C. 20202
- . .
DEVELOPING INTERAGENCY COOPERATION. . D8 e

Shoop, Robert J., 1976
The need for mteragency cooperation and use of the school as a delivery center for
commumty services is described. Ayailable from: Pendell Pubhshmg Co.

. P.O. Box 1666
1700 James Savagé Road , °
Midland, Michigan 48640
$1.00

¢

, AN IDENTIFICATIO, N AND ANALYSIS OF THE LEGAL ENVIRONMENT FOR
" COMMUNITY EDUCATION
Wood, Erica F., January, 1974.
Covers the extended use of school~buxld1ngs for non-school purposes. " Available from:
Journal of Law and. Education .
728 National Press Builging . -
Washington, D. C. 20004
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