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FOREWORD

4 . ’

Community education is a process of a community coming together to
identify their problems and needs and devise Solutions. This process,
which builds on community awareness and a spirit of self-reliance, often
. results in va._rious7educational programs and social services. Using logally
avallablé resources and skills, people work together to accomplish what
, they cannot accomplish as individuals. Through community education,
people are able to make education relevant to their needs, and to make
« - their community a better place to live. :

. "The notion of comma?wity education has been gaining acceptance throughout -
s , the United States. The Community Schools Act of 1974 initiated the

federal governmgnt's involvement in community education. This was

followed by he €ommunity Schools and Comprehensive Community Education

Act of 1978, Through these two alts, the federal government is encouraging -

! multiple use of public facilities;sinvolvement of people of all ageg; income
levels and &thnic groups; identification by the peoﬁ}i of the neeg and
@ - o~ problertis; development of a vabiety of human services; coordination among
diverse agencies and mstitutions to eliminate duplication and multiple
. funding sources a)t the local state, and federal levels. T .

The federal government has placed primary responsibility within the -
states forthe development of community education. A major federal
function has been to assist states in developing their capacity to support
the growth of commuinty education by administering a state program
and providing.quality technical and financial assistance to develop local
community education programs. \ N

¥
;

. L Ny
This publication'is one of a series of "Proven Practiées" develo;\)'ed by -
federally-funded state and local community education projects. It is our
hope that these publications will be useful to others wishing to initiate
or further develop community education programs at the state and local
- levels. In shert, the Federal Governmenfpis striving, through such activities
as the development of these publicatians, to stimulate community education
programs without taking primary responsibility from state and local
: levels. It encourages self-sufficlency, efficient use of locally available
: revenues, quality prdgrams and the sharing of information,
An attempt has been made to make the series as easy to read as possible .
for those interested in using the material in their own community. .
Each booklet describes the administeative design, and ‘the community -
. ‘ education process uséd to implement the, topic area. Problems, defeats,
and outcomes reached are addressed. Each one should be comnplete within
itself. - .
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A good understandmg of the publication is recommended in order to duplicate’
the subject ar Should you have. questions concermng the information

presented, you should not hesitate to contact‘the project director for .
further information and clanflcatlon. Personnel at #he Centers for Commumty
Education are also available to provide help. 2!

We-are con inuing to provide support_to_state educational agency grantees
in the futdfe for this  type Of similar activity., Therefore, we would appreciate
your comments and suggestions regarding these publications. Ihope

N

that they are helpful to'you in your efforts. I wish you the best of huck e
in your community educatlon endeavors, .
. - g ?
@ on CMIM
- " J Ron Castaldi
’ . y Director
S Commbmty Educatien Program

- U.S. Department of Education
Regional Office Building, Room 5622
7th and D. Streets S.W.
Washington, D.C. 20202
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. NETWORKING STRATEGIES .
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'Ihe.Se;tEing——\mei;e Wg Were o

A. Arkansas, a description,

1. Geographic’: population o .

4 - -

Arkansas is céhsidered one of the Southern States—the westernmost .

+

N . V . ! I3 ) * . .
state in that region. Approximately two million persons live in
r e A . )
Arkansas. About eighteen percent of the state's residents are Black.
* . 3 . . . . 'A’
The high density of White residents: are in the northwe3t section of

the state, with some counties beihg one hundred percent White.. The

-

Delta, in the southeast, shows some communities with seventy to eighty

bercent Black residents. Arkansas' eastern border fol{éws the
Mississippi River. A }\

Little Rock, the capital and largest city, is 16c%ted close to L
the center gf the state. Only a small section in thé northwest coézer
of the state is more'than 200 miles from tﬁe capital. "As the ;tate's

. . .

largest city, Little Rock hasta population of 140,000.‘ North Little

Rock and- Jacksonville ate adjacent to Little Rock, and add an additional

>

90,000 people to the metfopJ!iEan'area. Only eight other communities

in the state exceed 20,000 population. -With the exception of the Little
- * —/

Rock metropolitan area, the entire sstate may be considered rural by

?

Vo [
-, .

any standards. ‘ : . .
$ ’ . .
Camp Chaffee, near Fort Smith, has been one of the nation's largest

receiving stations for Indochinesg and Cuban refugees. Many Indochinese
© .

. ‘ -
have remained in Arkansas, mi%rating to Little Rock and other areas in

the state. . y
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" Food proceSSLng.és the state leadlng manufacturing lndustry
- levi Str&ugs ard Company operates six factorles-ln fisvve Arkansas communi-
. C
mf 4':\"1‘ . v
: .ties. Other companies include Weyerhaeuser, International Paper, Georgia

-

- i+ Pactific, Reyholds Aluminum, Riceland Fo?d, and Potlatch. Arkdnsas

produces more rice than any other state. It also ranks hlgh amonp

. .-

producérs of cofton and\ioybeans. The .manufacture of lumber and wood
) )

P products, including paper ‘products; depends on the state's many large -
B * L4
forests. : ‘ : |
- - ] _ |
.o About fifteen million touriSte visit Arkansas each year. The
o

state is famoug for its spring water.and rich natural resources. The
4 . -
\only diamond field in North America is in Arkansas. The state's mines

.2
. . produce ninety percent of the nation's -bauxite, the ore from which

' —— —— L_.._‘ — - - D, e —— =

Yo e - ) -

* aluminum is made.

. . y . . -
~ There are several retirement, communities, especially in northern , . -

Arkansae, which draw persons frbﬁ‘many other states. Arkansas ranks

* ‘ «
a 2 j second ionally in the percentage of 1ts residents over sixty. Only
’ §Tlor1da attracts nore ret1rees.‘ : ’
a \2. Educatlonal Qréanlzat;on and climate A\
- b The\state of*Arkansas is divided into three hundred seventv—one

. ¢ schoo] dlstrlcts whlch operate in the seventv—flve countles. One . -

,' undred elghty—nlne of those dlstrlct< (more than fifty Dercent) enroll -

¢ LS

* less than f1ve hundred studcqfs in grades K-12. Only four districts

of the three hundred seventy‘pne enroll more than ten thousand students,

and three of the four are .in Pulaski County, which is the metropolitan -
. . B .

. thtle Rock area. - . ./
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The Quality trucation Act, Act 229 of 1969, required that all ‘

Arkansas school districts meat state A" standards.” Those standards
include offering all twelve gm‘dos within a district, so that al]l dis-

)

tricts offer grades R-12 or 1-12.  State monev has been appropriated

- .

for Kindergartens, but schools are wot required to offer kindergarten. :

£ - . =" -
nor are children requirod to attend. An estimated ninet%r percent of
. kindergar Lcn—wc chll(h en attend kmdg{s’arten ’
&
" The Qualltv Fducation Act requn‘od that Arkansaq q(hool dlstmcts

. -_—— v

meet certain standards bv 1979, hm resulted in tho ‘reduction of the

a

mmber of school districts im the state bv ten in that vear. Congol-,

» .
idation is an emdtional issue in the state] and further consolidation -

i

> ) -
. . { . . : .
is unlikelv to occur because the small local districts aye fiercely
protect/ive of their local commnitigs' identities.

There is no formal regional network of service centers or inter-

' . -
—-mediate units to aid the Department of ¥ducation in the deliverv of .
/
services. Several formal and informal educational cooperatives have

been developed to increase/improve specific services.' Recently, a °

. 3
— grant from the National Institute of FEducation funded a project to
- ?

-

explore kinds of service genters which would be cffective in Arkanqas/
R . / . ‘
as well as geographic Configuratidns which would be appropriate for . - f

%

educ ation service agencies. .

’

The Depaercnt of Bducation staff has remained relatively.stable

v .

- Lhmugh a chjef statc school ofhccr s tenure of twentv -six years. .

Undcr new leadm‘thp, two major educational pI"IOI‘lLleS have sw‘facod

Those priorities are both aimed at improving student .achi.ovonwnt ir

- > hasic skills. c - o

»
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b

. . {
The study for ‘education service agencies i's one strategy; a statewide

teacher-training program for“instructiona] skills is the other. Comﬁﬁﬁfty

. education is supported conceptyally from that office, though.it is not
—*

. . ?
one of the top priorities.

3. Financial constraints, _ , . ' .
The current state:school finance system in Arkansas was aeveloped

v

.

slowly and continues to be frugally modest. It was as recent'aé 1927

fore the stq{e assted the’ respon51b11ty for f1nanc1ng its public BN

- .

shools, and exercised 1gs right*to establish standards- which 1ocal

H) N

schools were required to follow. N N .

‘

In 1941-42, Arkansas had 2,799 school dlStflCtS receiving $294,506
in state a1d Educatlonal opportunlty,varled greatly across the state.
Some uniformity was probably galned in 1948 by Inltlated Act 1 which °

“significantly reduced the vast number of sChool'districts in the state.

Al . » R vt

The local limit on school mileage was also removed that ygar.
By 1977-78, the state aid.for educa&ioq préducéd a.patt%rn_gf )
expénditur;s per pupiI’;f all ﬁF%e'hundred eighty-five school distf£2§§
- ranging from $1,747 to $683. There is stilln§ubstént£;1 disparity

-

among school ‘districts, in'financing.x Overall, qchool-financing is’
1nadequate and the dlstrlbutlonfﬁormula produces deflclen01es in

Y fundlng usual ly expensive programs. .«

Arkansas, then, in not only poor, compared to other stabe%, but also

) .
puts forth low effort in-the development of human capital. The state ~

.«

ranks 40th in the nation in persoﬁé] income per average daily

- . . . « . . - b
» S . "
membership of pupils”in the public schools. In comparison to’. 2 . £ '
) e ¢ ‘ M ’ . . *
LI . . ‘
, L 4
~ ® . ~
. ’ - -
- . ) - * » \
: y J
- ~ Y
417
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_other states. Arkansas is 49th in its statewide fiscal €ffort for

) elementary and secondary schools based on net personal income. Althongh .

. .
- [y

Arkansas spends a hlgher/than average rateé of its educatlon money

‘ &

for salaries, teachers in the.state are not paid well compared to the
A 7

- [} - ' > L]

nationmal average. . e .
> ' .« 3 L <. AN

Educatlonal serxces are far’ from uni form across the state. There

.- .
is an unUSUallv Larae number of very small school. dlStrlCCS. _Nearly 30 perecent

-

of the state S puprl enrollment is found in ‘school districts with less ° .

K

. -
s, . '

thln ldbO students. School districts with less than 1000 students ° }r-,
usuallv have less than 40 school units offered, while some larger dis- -

tricts offer moxe than 100. The lack of wmiformity is, therefore,
. v T . c ) ) s . 2 . v
significant. . . e : .o _ )
\ ‘ : ’ Noe " ) hd ‘e
Arkansas teachers, overa}l, haye an edgeational level ‘comparable ..
R .’ : . . / )
to levels of teachers in other states., At the ¥ame time, ‘there are - )
wide differences. across the staté§ Séme districts have as few as five
. L] t . o P . -
. - , - . »
* percent of its teachers with master's degrees, while others have over fiftyv .
‘? v, -‘ ‘ -°. . . ) .. -~ . A / *
“‘percent. Almost: 30 percent of:fhe tkachers statewide have master's 7/

v

NN

degrees. o ' S C o
\ “ ’ \ < g
g Schoof fac111t1es atso\ vary w1dé1y from distriét to dlstrlct. Although

-
.

' these differences o6ccur in many states, the problem in Arkansas appears

’ N .~ e

i

to be more dramatlc in terms of the differences. . .

4. Status.Sﬁ conmunity edUcation
,- s . ¢ ~ ! ) - 4
The Arkansas Department of Edutation's initial involvement in

communi ty education occurred in 1972. At that time, an SEA Associate

» Commi ssioner was a551gned to represent the Department on an advisory .
v {-

“copncil fpf'cannunlty education. That council served to advise the

- [N

\ ~ ’
.
: 2.

ow
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t . ) N
C. S.-Mott Regiomal Commumity Fducation Center ;at Texas A & M Uni-

\}ersity, College Station, Texas. The/ Reg—ional Center served Texas,

College of FJducatlon from the University of Arkansas at Fayetteville,

Arkansas, and Iomsrana The SEA representatwe and the Dean of the - : : 1
represented the state on the regional board. , T |
( s : . : e . N j
. “ The SEA staff person had-for some time had a special interest in 3 :
. . - - Al 1

1

1

commnity education. Thé U. of-A. Dean brought a streng commmity

educatiombase to Arkansas from his Home state of Michigan. The two . oy

agreed to stimulate-one program each tn Arkansas. The Dean selected”
[ a—"
nearby. Rogers, in northwest Arkansas, the Associate Commssmner Lden— .

4 -

tified Monticello, in southeast Arkansas. Superlntendents of the two
' ~

’
0 ) J

districts—were conta?:ted and proqrams began Money for, the first year

at Montlcello was secured from (then/ Title III through ‘the Department s .

o -

N - -_fede“al lelSlOl"l : - . . . ' :
Soon afterwards, the-University of Arkansas_applied for and

received fundin'g from the C. $: Mott Foundation to establish a Cooper-

. atihg Center, which would operate thpggh the Regiona'l- Center at Texas

A&M. In' the meantime, the Rogers and Montlcello -programs developed

Y
qu1ckly + The Texarkana Model Cltles program lncluded a conmmxtv edu—

§:atlon component and programnlng was tnitiated in -‘that community.

The Deah was 1nstrumenta1 in securlng fundlng for,"i‘a.yettevﬂle from the
/

Levi Struass Foundatlon and that corrmumty s adult educatmn program

s

5 boundarles uqth congnunlty educatlon.

I_)epartment of Education's involvement and the involvement ~
at the Unive¥sity, the /[ dea surfaced to apprdach the Arkans,as—.baséd
w:int'hrop ockefeller Pl“xf)unda'tion to fund rural '"models' of commmity ' .

. , . . ..

P : 3 e ' / . ‘ N - - 1] 3 -
i %,  education. " The foundation was approached, resulting in the funding
% X AS app g 3

‘. of, the Rural Communi, y Education Development Pro ject (ﬁCFIDP).' The




Unfversitv Center Directer ard the éuperintendent of Monticello
Schools were members of the .project, governlng boaﬁd The National
Communi ty Educatlon ASSOC1atlon (NCEA) was the fiscal agent of the
project. Mont1¢ello waq de51gnated as the leal d1$E¥1ct "model "
Shortly after the initiation of#the RCEDP, the Department of

Fducation received a federal grapt for community education through. the

.Community Schools Act of 1974, aﬁd establishéd the state coordinator's

I Lo

positieh That” person was designated to serve as technlcal advisor
to the RCEDPquard and serVe as SEA ltaison person w1th the project.

&%
By tbls time, then2 there were in place three.very dlfferent

agents,re;;onSLble for community educatlon in Arkansas: 1) the Center
Directoy for a Mott Cooperating Center, 2) the State Education Agency
Coordinator;~and 3) the Direetor of the RCEDP, ultimately organized
as.e private, non;profit entity. The three began coordinating all
efforts aed exploring ways to more effieiently use limited resources,
~ to stretch the few dollars, and to plan together actively.
Withie a year, the Mott Cooperating Center at the University of

] Arkansas was discontinued. The Department of Education become the

Arkansas '‘center' for the fifth year of theMott Foundation's five-year

) ' plan, recruiting and recommending local education agencies for Mott
T . <
» 'seed" grants. At the end of that year the Regional Center at Texas

A & M requested that both Arkansas and Louisiana discontinue their

funding’é%filiatieh with them, because of the size of the area invdlved. <

The three states agreed to go their separate\wayé. :

v
.
*
' .
a




In the meantime, the RCEDP was wirding down.” By this time the

a

'RCEDP Director and the SEA Coordinator had developed many lines of

o) conmunication, closely coordinating activities so that ''project"

-communities amd ”non;project” ccﬁnunities could interact and share. '
Although the RCEDP deglt with only eleven "models,' there were

" approximately twenty—five communities now involxﬁd in_or planning

4 L]
-

x toward comminity education.

— B. - 'A state assoeciation with a dual role
% ° T . » ‘ ¢

e 1.” Need and rationale { L J—

- A Y

Cannuﬁity’education was catching on in Arkahsas. State 1eadersh1p ’
was essential to keep up with the momentum of local connunltles.
With the end in sight for the RCEDR and the discontinuation of the
Cooperatimg Center, it looked like the state leadership was soon to

* diminish from thyree agencfes to one. There had also begun some very
unique networking strategies; since one agency was a 1arge.pub1ie
state agency and the, other was a small private non-profit agency.

Another problem that had surfaced was the separation of the two

gioups of "'programs' ——those associated with the RCEDP and those not

associated w1th the RCEDP The RCEDP Director wonked primarily with

¥

eleven programs in the state which were ldentlfled as different kinds

*

of "models.” The SEA Coordinator worked with all of the communi ties

3

interested in and/or involved with dammunity education, including
‘ "project" pesple, but tﬁére was litt]e\connmnication between the
’ people in the project eomunities and those not designated as
| "models" by.the RCEDP. 'Project' people were a tiehtlv-knit group:

‘the "non-project’ people tended to operate without much commmication




e

The SEA had spb%sored a state conference for all commmities

&
with others. * "Project'” people tended'not to recognize the 'non-pro ject)
Project’" peop ! pro j

people. ”Non—b?oject” people tended to resent the 'project'’ people.

Thete was much to be shared but no real sharing was taki%g place.
. ¢ ’ . .

and that
was a beginning, but_thére was a nged tqwconvene qhé leaders in both

_ B . & - Ve
groups around 48 common concern. ;

As the RCEDP was approaching. its final months, the RCEDP Director

and the SEA Coordinator jointly conven%g‘a meeting of local people across

- o

-.the state. Participants at ‘the meeting were diviééd into two groups

(along project lines) to assess and evaluate the status of community
- 3
[}

education in Arkansas and make recommendations for the future.

-

Intefegtingly enough; the two groups who had little contact with one

another, came up with very similar problems ‘and needs.. , -

At that meeting=of app%oximately thirty local school peopfe, it
was decided to organize a state.association with a dual purpose. One
9

“purpose would be to provide an associatiofrwhich would serve profess{ohals

J -~
and non-professionals who had an interest in schools and commmities.

r

The Association woufatprovide a communication network to join those

-

individuals and institutions in the way that other State Associations

o
*

serve perspns with like iPterest and coﬁcerns. The other purpose of
thg associationwas to provide a vehicle for geperaﬁing additional
money and technical qssistaﬁce for ‘commumi ty education in Arkénsas.'
The Association would employ a small staff which would contirue to
work at the‘staée 1e§el, closely coordinéting efforts with the state'
education agency.

It was decided that a non-préfit corporation with a decision- .

making board, an executive secretary, and other staff, as needed,

would serve the staté well. e

»
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F Co , ‘
2/ Conditions, motivating factors - - . "

. ?

't a

Much had beenylearned from the earlier partnership betyeen the -
mgﬂap and the SEA.l Manv strategies had Befn developedg and .the tyo
individuals had ldentified a variety of ways o combine respurces so
that kocal communities were better seroed. And,.while’agehcies may
have written cooperative agreements, it is frdividuals Wlthin the
agencies who cooperate ;nd follow through on égreements: The RCEDP
Director seemed to be the most appropriate person to head the 1‘\1ew‘state.~
association, the Arkansas Connunity Education Development Association
(ACEDA). - ~ . *

-
K

\
Sp, while ACEDA evolved as the state association to’meet spec1f1c

’ -t .

expressed needs in the state, it was also an outgrowth of the Winthrop
Rockefeller Project. The locel people and the SEA felt that there was
;the need for an 5ssociat£on or people with like»ipzerests as well as a
need for an additional aéency/organlzatlon to support the growth of
'connunltyneducatlon w1th furds and- technical dssistance.

As" a private not- for—profit agency, ACEDPA had the capability of
utllLZLng a pollcy board of educ;?ors and non—educators, of funding
communi ty organ17atlons as well as public schools; and of generating
and admlnlsterlng unique klnds of outs1de funding. The SEA could prov1de
easy access to local chool people, to state discretionary funds, dissemina-
tion systems, statistical and demographic data.and other state educational
associations. As.the state network whlch serves ard is respons1ve to all

publlc 5chools in Arkansas, the SEA provides the resources for many services'

to schools.

. 11



. The characteristfcs,of the state and its‘resources were strong

fajtors to consider in the dev‘elopment of the association. The

2

relationship of two peers working together, neither of whom has a

.
~

" supervisory responsibility to the other, needed to be considered.

Organizational structure and objectives of ACEDA needed to be clearly

defined so that the association would develop on a firm foundation of

.
¢ N

understanding‘ N ~

In the last few months of the RCEDP, the ACEDA was incofporated;
< \ .

1)

the process was begun to receive non-profit status; and.funding Sources

°

.

were identified. .

— b

The Approach——Wl'lat We Did .
A. Combined sources fundi_ng y J ) -

-

' ?nitial fimding for ACEDA was soughts'from.the Levi‘S.traixss Founda- ‘ .
tion. LeVi Strauss and Company ha?l S‘lX i)lants in Arkansas and.was well ‘
khown for 1ts mterest in connu)r{;/. The Fo@ation had already funded
the raye,tteVille program, prowded money, for v1s1tatidn to the Monticello
"'model,"" and supl?lied the ‘SEA with money to develop an awareneS( film on~

commumni ty education. (The film, which was®produced\by the SEA) is wsed

'Y

in Arkansas and qther states with small, rural communities/school districts -

for awareness and concept develo nt.) That Foundation'®¥representative.
p pme p

was" familiar yith and supported the commnity education goncept. Contact

was made and the Foundatlon representative met with the SFA Ooordinator

and the RCEDP Birector (who would subsequent 1y become ACEDA Executive

-+ .

Secretary).




vep The SEA was completing its fitth vear of the Mott Foundation's
. oo v & -
five-year plan. Arkansas had discontinued its a.filiatien with the

Régional Center at Texas A & M. and it was tike to re-apply for Mott

“Foundation funding for Arkansas. - The proposal was writtenland submitted °
A . . 7 ~

bv the SFA.' recommending that AQﬁbA become the Mott Center. The SEA

recomneﬁded that the state as;ociatjon Become'the fiécai agent for Ehe ~ .
"seed” grants’'and receive administrative money for support staff. & | %
' Both_the Levi Strauss Foupgégigggsﬁd the Mott Foundation ]iked_thé
idea.” The SEA Coordinator and ACEDA Exccutive Secretéyy met together
with: representatives fro;:bQCB foundétions. fhg founéaéions' represen- .t
tétives 1:ked the flexibility and ease with which budgets eoufd be
handled through_%CEDA. and the obvious close work{pg rglat%gnéﬁib"Gé?QGen .

‘the SEA and ACEDA. (It should also be noted that the SEA's proposal

for federal furding was not approved for; fundlng that yi% . The SEA

picked up the Coordinator's positioh on Tltle TV-C for six months,

'-

after which the position was placed on state funds.)

S ° . .
The $§A-has received federa].funding cach year aftcr that, . ] e .
although mo staff salarjes are included. In (he current year, some

trayel monéy is.inéludéd\zgi\thé A&EDA Execut ivl Secretary to wqﬂ€‘
?;Tth the SEA Coordinator on seve£a1 pro jects. i ' . i
. -'Another funding source‘whicg wgs sucgessfully tapped by ACEDA
was federal anironmental Education money.. Thé SEAQSpecialist for
Environmental Fducation approached the SEA ééordinatof, noting that

the guidelines for federal Environmental Education money stated that

special projects inyolving commmity education were épprépriate.

\ -
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The SFA Specialist in Environmentalb Fducation had a list of districts .
L4 P .
/ « ‘.

who had expressed interest in Envirommental Fducation. That list was

. . 4 . ..
matched with a list of districts operat¥ng commmity education prograns.

- .
" . . - .

: ’ The SEA (gordinatur conLaE“tcd th.e ACEDA Executive Sec'retari'y and
set up a meetmg with that per%on and the SEA anwonme.ntal Education

Specmhst Norkmg t@vether, a proposa] was written which would be

. -

admimxtered by ACEDA. Ihe proposal was d%elgmed to develop Environ-

mental Educatlon pro jects Lhrough cor'mumtv education adviso councils
already operating in six comumities. The districts' interest 4

™ needs were already documented. The proposal which tas cooperatlxelv

-

N s written and mvolved the six communities in the plaming, was funded
T y . B { | S R
by the, federal government. '

.+ The Ozark Regional Comniséion, in ArkErTsas, also :funded sorie

' planning efforts with conrnumt1e< whlcp were plannmg and explormg
school—based dcvelopment enterpra:.ses«—admlmstered through ACEDA. )

A Renewa] m‘ant from Lhe Mott Foundation prov1ded the monev for the
ACEDA Executwg Secretarv to aearch out and document human and

financial resources ‘availablesin the area of community economic
o . . ’ ° o ' ‘ '
development. The Arkansas Department of Local Servites %port‘ed
ACFJDA)wi th CETA funds to pav salaries for local cemmunity education .
=S A °
‘a . A
directors forgtwo vears. -

1 4 : .
Other sources have been approached or explored. In all cases, the’

- . 1

X kev has ‘been looking within the state for its uniqueness and its®
R N ] o " ' - .
J resources, plus cooperation and sharing of (information between those

“
individuals who have the same goals and concerns for -communitv

. .. .
education. = ,
® » * ‘i‘
/ ~ e . ' - - A ‘
S ) . 12 1 . '
- - -L - ~ ¢ .
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8. Flexible staffing L .

Y.

dlfferent ways of staff mg hayo been explored and utilized

5

ly by the ACEDA execut 1\@_@'%31’}!. The A(.EDA bvard has

‘supportivé and verv willing to approve these strategies. 'The

-

>upport1\o wtaff. positfops and roles have changed to accommodate
AR

chimglng needs and funding.

-1

< ’ <
. L S o / )
Initiallv, the EXecutive Set¢retdry and his secretary/bookkeeper

statrfed the ACFDA office.. Both members weré paid as consultan(s,

usuallv approved for six months®at a times The Association rented an
- ? . [ -

-t

ey . od . ) 3 I3 o \ ' . N s :
-office in an officg building complex and shared some services there.

\

Another consultant was paid on a part-time bagki to assist with project

writing},,training, and-data cellection. Various other consultants have

2

.

been contracted to do spécific documents or projects. : ®
- . : \ > R ,
. When the Egvironmental FEducation grant was received, additiongl

consultant time was purchaged to d\ev/e_lop curriculum and conduct

B

training. In the develc;pr_ﬁent of proposafs,_localA school districts

14

have been tnvolved and included in planning and organization. Other

resources (i.c.. state educ.atlon agency .and other state agency

.

Fxecutive Secretary.

Students at the School for the Bl ind typed labéls for a recent

mailodt for the Association. Printed labels are sug;‘)lied by the SEA

for mailings to local school superintendents. A local school's

3

. et g
)21 ) ~ !
, P
22 7
- 15 T
. 1 o

;&ei ti ve secretarv’s Tisitiop gmd role have remained constant, but’ -




»”

. commmnity enterprise is printing conference material for reporting.

v At times, only the Ekeﬁﬁtive Secrétary has been on staff, with

. ' , i ta

-

A conference manager was employed for three months to organize the

National Rural Community Education Confer®hce funded by the Charles

Stewart Mott Foundatiop.

’

an answerlng sérv1ce or ansgfjing machine to take messages when he is

mot in the office. Flnantlal reports have been done by a CPA'on a
: » o
job-by~job basis. ' - ’ .

C. Board governance '
3 ~ '

Vet ' . ‘ N ‘ .
.

The affairs of the Association are managed by a Board of séven

(7) directors elected from the ﬁembérship. The terms of the directorég\;
are for two years. Three terms expire every other year, and four expire

on-alternate years. No compensation is given to directors for .-

serving, but expenses incurred in the performance of duties are reimbursed.

A nominating committee {s appointed each year by the President.
. ' \ : ‘
_That committee presents its recommendations ‘to the membership.

v

* . A Y]
bkmberq then. vote on directors to fill vacant positions. ° o

~t

The off1cers of the Association are elected annually By the Board
from among its seven directors, and hold ofTicé'for one year. Both '
directors and officers may be re*elocted . .

Members of the Board who have been’ elected in the past have been " '
quptrxntendonts communi ty education dlrecto;\l state agency people

(Fmpl oyment Securiﬁy Division Director; State lLocal Services Directpr), -

community college personnel. local advisoty council members, and a

~ - - ‘.

. staff person from\the state teachers' association. The SFA coordinator .

4

s - B

-

<
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o .
4 . ¢ -

~serves as.technical advisor to the Board; but does not vote. According

e
-

. to the Association's Bv-laws, Section 5, '""The Board of Directors may
. : >
.- appaint non-voting 583\50ry members representing interested organizations

: . . N

or govermmental agencjes. sucH as the ArkansassDepartient of Education.' .,
o> (- )

.

Ihe,ACEDA Boaxé\gg Directors, ACEDA staff, and the SEA Coordinator

partlglpated in two plqnnlng retreats. A five-year plan was developed by
the Board ACFDA staff, and SEA Coordlnator. ' .

“-The plan outlines the expected development -of the Association and '
s ‘
its approximate time to "self-destruct."”

-

D! Five- -vear plan .
S o -

One of the unfﬁle designs of the ACFDA is its plan for developmeQ/-‘
and subsequcnt demise. Aeeordlng to the planners of the Arkansas Commynity
Education Development ‘Association (ACEDA), successful chinge-inducing
programs take approxlmately vae years. A shorter period of time does
not\aldow for the resolution of inevitable problems. - A time period much

A
longgr than five years encourages the sort of institutionalization that

protects and supports organizations to the detriment of their original

. d

" purpose.

Since most of. the funding sources are ones which are designed as

- ~

temporary, one time’ funds, the philosophy is attractive to federal /

fﬁndlng, foundatlon grants, and other funding sources.

’ ACEDAgs vae—yeer.actLon plan proposes a number of creative experi-

ments conducted by local schools,and comunities. In its fourth-year,as
—a development association, a major thrust is to dramétically,increase
- statewide Membership. In another year, it is anticipated that minimal

- fees Trom members will support The communication system of ACEDA. By the

) P b N ‘ 3 -. »
. end of the five-ycar period, other state agencies and associations will have

s 4

s
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- v
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Lo
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: M . - . .
. . . N .
.

. -
been 'metworked" to assumd® a collaborative, or "co-laboring’ system

~—

for commanity edugation. -

) . . s

Dur;ng the five years, ACEDA has provided the leadership for:

1) environmental -education orojects in six commmities, jointly planned

between community ‘education advisory councils, teachers, and community

members, 2) plamning and development of six school based development g

‘enterprlses which join schools with communlty development 3) national

— . N,

v

—

rural community educat%gn worksho hi@hlighted by tours of four rural i

community education "models' in Arkansas, 4) staffin ants for twent
ity \ g gr y

local community education directors; 5) foundation '"seed'" grants from

. Py

the Charles Stewart Mott Foundation and the Levi Strauss Foundation;

-~

as well as assisted ‘with proJects sponsored\hy the SEA and the federally—

funded IHE project in the state. ‘ ‘L .
° . v
) ‘ /

Enhanc1ng/1nh1b1t1ng Forces—-What We”Learned S :
A. Networklng SklllS defined
. In ”Networking, Coordination, Cooperation and Cgllaboretion,” - J

Elizabeth Loughran describes three'kinds;of networking skills. Loughran

.©

suggests, that networking involves conceptual skills, communlcatlon SklllS,

IR CN

and organizational skills. She describes as conceptual skllls: 1) the

ahility to see how people in other agencies mféht be usefnl to you, and

/4—'\/

2) the ability to conceive of many things (material and non-material)

©

M .

that you might offer to others. - T . .

Connlwucatlon skills of networking,. according-to Loughran, 1nclude
_~— . .
1) the abil¥ty to pewsuade othors that it.fs worth their tlme to stay in

“ -
~ . !
.

-

N




": ‘ - ) ~ v
. e .

Y

v .

contact with vou, and 2) the ability to commnicate eas'ily and_’effcctively.,
pa‘rticﬁlarly in. informal ways. Organizational skills are ithe ability to

conceive of useful . non—threatenrng communication vehicles (e.g., adVrsory
> . i

councils. cormuttees, an occasxonal lunch, frequent use of the telephone,

<

professronal mectmgs, etc.)" - - ; . K ?
NBasrcally‘ then, the conceptual Skllls of. networklng are: 1) ore's ‘

. abrhtﬁ/ to. see oneself as having specific unique resources——both 1nd1v1dually

and as a member of a certaln agency, group, or orgamzatron, and 2) qne's

. ab111ty t:o search out and f1nd the . game kmds of umque re/ources in other .” - N~ -

!
lndi\nduals, as Lndlvlduals and as members of certaLn groups or organlzatlons.

—

The organrzatronal skills of networking deal with one's ability to
P @ vt

de\'rse 1eglt1mate and appropriate vehl\cie/s through which mdrvrduals inter? .
. ect.\m’mgucatlon skills of networking deal w1th the use of the 1eg.Lt1mate ..,
™ and approprrate vehxcles, and have to do” with a person s abxhty to con- .
vihce, persuade, or motivate others in such a way that they perceive it is .
worthwhiie to stay in co'nt_act~ u’rithbthat'person. o '

PS [hd ¢ . r .
\’etworking refers to the interaction among pergons and agencies,

@

and anol”ves very loose hnkages accordxng to Horace Reed Reed:, in

Py

. ) "Concepts for a Staff- Development Desxgn o\ucNetworkrng,” descgbes a " " )
. contlnubm which progresses from networkrng to collaboration. Like boughran, .
he describes a'contirujnn with networking, cooraination,"cooperation, and .
. cbllaboration. Reed suggests that, networking is the most i;forrr‘wal. anrd ‘ I,

%

may not be highly visible. He furtneg suggests that collaboration is

4

highly visible and involves strong 1inkagesyand rmuch personal (ﬁtactz' »
\

Reed posits%netmrking results. in synergy which he describes - ' S e
' \ . - - ’ » -

e !rs-"tha’t which ¢reates a gestalt that is greater than the sum of the . '. T




. ! * “
. . .
separate agency resources.'' Reed defines agency resources as "material

Q§gace, facilities, wealth) or interpersomal (time, personal energy, .

ideas, lnspiration, support, information)." Synergy.involves the

-

/ . 1 ~ . ..
"conservation of resources, the sharing of resources, and the invention
) -« . -

of resources.” ) ' ,
SRk e
oo In Ark:nsas, networking betwccn the SEA and‘the ACEDA searches £&r
¢ .
- answers to these questions: '

.
[

-1. " Who/which agency can perform each ta®k most efficiently, .
most economically, and serve people most effectively?

2. What resources can be tapped, 1nd1V1dua]ly or JOlntly, to
accomplish the needed services/activities?

3. " What Services/activities can be combined to lessen the cost
v + and/or increase or impyove the effectiveness, or both?

‘e

. 4. How can time and money be reallocated legitimately and
. produce greater or better results? .

1. Conceptual skills of networking . ' .

’ In this-situatlon, conceptual skills resulted in the identification
of unique resources by the SEA Coordinator and the ACEDA Execotive
Secretaryi\ Fach developed the habit of continuously lookirg at his own
and his o;;anization's resqQurces, as well as attempting to separate out
the other's uniqueness. Probably, the two agents in this, situation
complemented each othec,ém more ways than usual because they came from
very different perspectives and different bases. Always the purpose is
to develop strategles to better serve local schools and communities.

~ .

Tt cannot be overemphasized .that mdiv1dua]s perform these skills of
networking, not agencies or organiéations. Therefore, it is not valid to
assume that lists of*resources will transfer from one individual to another

* — «
individual, either as an individwal or as a member of a like group.




As alwavs, the process is inportaﬁt in that s‘it can help to- | |

B

engourage and initiate the cor'xcepthl skills of networking.  But all
. |
L

state education agencies do not have the same resources,much less !

v

all SEA Coordimators! If some of the identified resourcy are not .. .

appropriate for another SEA, then there are probably many more not e

A

listed that are appropriate. ‘&';Ihe listing of resources is intended to °

provide SEA's and other state ,e.igenc-ies or insti"tut’ mth ideas -.
to e;dapt to their own situatiors. 'Ihls should seen as ajgrocess
\\o{ﬁich._mgx include some resqurces that apply, or it may not. The
following four pages apply to the individuals and fagencies_ they )

.

represent in Arkansas.

»




CONCEPTUAL SKILLS OF NETWORKING

~

Respurces SFA coordinator of fers as an employee of the Arkansas
Department of Education: . :

1. Access to the. Connmm1catlons ard Dissemination Division of the
* Arkansas Department of Educatlon.
A. Stat€ newsletter
B. Cbmputer search system

C. Regular programs on educational v

.

WATS line
Access to LFA's -

A. - Mailing lists (or labels) of superintendents, principals, etc..®

B. Dates/places for educational meetings; easy access to meetings

Capacity to write memo from Chief State School Officer

°

Copy machine/print shop
Statistical info" on schdois

Credibility ‘with school staffs

Travel budget to go to LEA's to provide technical assistance.

Capacity for technical’assistance . ' g e
. ' -

Access to other state agency, e.g., commmity colleges, universities,

vo-tech ‘schools, State Office on Aging, etc. '
. " v 1 »

Several budgets . o

13
.

Access to other SEA resqurces: money (grants, allotments), people,

facilities/equipment, technical assistance . g

" Access’ to federal commmity educaticn office; SEA's in other states

o
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Resources SFA coovdinator offers as an individual:
N >

ll., . Ccntacts——peopie coordinator knows well enough to contact easily
A. People from same cht;rch
B. Friends of other family members
B C. Former employees, co-workers, employers
D. Members of same groups, e.g., Partners of Americas, Phi Delta
Kappa, etc. ]
Neighbors
Former schoolmates

E

F

G. Close friends; people who have been "cultivated" fis resources
] e ‘

. *Co-workers
t- o

I. People from other organizational memberships

2. Grant writing ablllty .

3. .Knowledge of commumity educdtlon statemde/natlonally

T

Knowledge cf federal legislation for’ commmity education

=~

o

Good rapport with s@perintendents - :

»
T

Knowledge of pubhc edt;catlon in Arkansas

7. Understanding of problems of small .and rural ,

8. 'Experlence in corrmumty education progranmmg/process at the local
level : \ ' / ' .

9. Familiarity w1th "models" in Arkansas and other states T

* 10, Know]ed e of career education concepts and resources
» . - s ' ’ . . . . - ‘ .
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Resources ACEDA executive secretarv of férs as administrator of ACEDA:

=

1. Authority and ability to contract quickly, easily
2. Ability to fund and contract with non-school groups
. J‘ .

3. Autonomy

4, Speedy '"signof{" . e «.

5. Lless red tape/restrictions on how money is spent _
)

6. No maximums/minimums for con§ultahts, contracts, travel, etc.

7. Not affected by "freeze' *or- stath government hiring restrictions;

ican use temporary or part-time staff\when needed .
—- : N .
: 8. Not required to advertise.contradtss or be approved by state
legislators /

9. Easier to operate within several different fiscal years

" 10. Credibility with. non-school, commmity groups

11. Appropriate systém for management of foundation money

- 12. - Newsletter distributed to schools and. community orgamizations
' .

Ay
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p; .
Resoaurces ACEDA executive secretary offers an an individual:

. -
- P4
.

. 1. Contacts--people executive secretary knows well enough to contact

3 .
D .

easily .
) A. People from same church x
e B. People in same PTA - . . .

.

C. . .Former employees, co-workers, employers

~N D. Members of same groups . . ° '
E. Neighbors I
F. Former schoolmates

N
i

g . G. Close frinegz; people who havé been "cultivated" as resources

«H.- People whose offices are in same office complex

. I. Peoplé from other organizdtions outside the state, e.g.,
. P . v
NIE, Nationdl Rural Center, etc., - .
i3 ¢ !
2.  Grant writing ability ° . e . ’

s

3. , Knowledge of community economic development resources

.

4.  Expertise in management training

.

8. Knowledge of ‘change process’
’ -
6

.- Familiarity with "other" funding sources !
T * .

7. Good relationships with grantees

8. Familiarity with "models" in Arkansas .

AN

A
9. Non-education experience base

10. Unc,ierstanding of cemmunity ‘education .




J

v . ~

¥ -
. . . . .

. The' lists could go on and on, and will.change often. Networking.

is enhanced when- individuals continuouslv assess their own resources—t

&

individual and agency--as well as the tesources--individual an agency-- .

of the other person. Some of the implications in the Arkansas
situation have resulted in networking to combine resources in various -

v -

ways: ‘ e 7

* 1. SEA advertises grants, disseminates information for ACEDA -

2. SEA Coordinator pro&ides téchnical assisigfce to ACEDA board; ACEDA

Executive Secretary serves on SEA Advisory Council

3. Shared financing on meetings, depending on specific costs eligible -
to be paid by each, e.g., travel for participants paid by'SEA;

ACEDA pays consultant, provides social get-together

|

J

v ’ !

.4.. "B&Ck-tO—b&Ck"' meetings when‘feasible, e.F., _StaIG planning . 1

meeting begins at 10:00 a.m., with ACFDA grantees coming {in at
8:00 a.m. for grant managément-infonnation

5. Information on legislation obtaiﬁed.by SEA coordinator; ACEDA
executive secretary writes local and state pegple for support

6. ACEDA funds schools; SEA assists with how furds are handled in
“school budgefs : L Ny

7. Newsletters from both include information from other person

* ’

8. SEA supervisor provides information on expressed needs of LEA's
. . N
‘ACEDA’ executive secretary writes for and administers graat, e.g.,

“ . R g\‘\

envirommental education grants

9. Foundations grants handled more expeditiously through ACEDA:

4

SEA writes support letters

x
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10. Joint mailiqgs-—b]anning'together often results in scheduiing t

the SEA along with another mailout. L.

v

e had .- [ 5]
.

needed mailings'togeéher LI

11.° Technlcal a551stance is often followed up more effectively or

sequenced better » b ‘ , ' S

12. ACEDA Executive Secretary assists LEA's to 1dent1fy other grant
money available from SEA e.g., Career Educatlon, Title IV, etc.

13. State. conference was comblned with Natlonal Rural Commuity Education
Workshop, after out-of-state enrollmen; did not meet maximum. SEA

reimbursed in-state persons for travel, registration fee. Combining

[y

meetings resulted in better attendance at national workshop and

- '

better state conference for in-state people.

14, Joint plamning and joint pregentations accommodated for emergency

situation for one individual. There is ease in shifting responsibility

Il
3

when planning was done together.

3

.15, More time for 1nd1v1dua1 consultations with part1c1pants at semlnars

or meetings, resultlng in better assessment’s of needs.

1

16. Survey or evaluation instruments'conétructed jointly provide informa-

tion needed by both and requires less time for respondents. '

PISIUVEAL

. = Bpth the ACEDA Executive Secretary and the'SEA Coordinator operate on
theepremlse that each can ask and/or turn 'down the other, if appropriate.
Interestlngly enough, thgre are few times a request is refused. When
materlals are needed on short notice, it is common for the SEA Coordlnator
E@*aek the ACEDA Executive Secretary for the lteTQ or item. . When there is
copying to do; labels, mailouts needed by the ACEDA Executive %ecretery, he

usually ®hecks with the SEA Coordinator Lo see if that can be mailed through
EN

a’



L ‘Organj zational skllls of networklng . . -

LA o ' )
e organ12at10na1 skills of networkang are defined as the ‘abrllty

to devise useful, non—-threatenlngbcomcatlons vehicles. The results

.are many kinds of legitimate and appropriate vehicles through which the

i . -

. two individuyals interact. = . .- .
v oe * ’, 4 ’ B >
0 * L4

“In the Arkansas s1tuatlon, there are planned trmes for .specific
strateglzmg Sometimes thls takes place in one br the other's office,
sometlmes over lunch or after work.- There are many other informal

. devises forgnteraction. The most.inforr'nal technique--the telephone— -

is used almost weekl);. Each shares with the other what contacts have )
iy -
o‘ccurred results of the contacts, and “planned or expected future contacts.

Time on the phone 133\ spent Updatmg each other and plannlng how act1v1t1es

s & » )

can relnf‘orce and complement the other's activities. °If e1.ther has \

) referred someone to the other durmg the week this ig shared o )
Business 1unchéons with an "outsider" often 1nc1ude an 1nv1tation to

_ the other person.( If a business acquaintance, consultant, visitor from

.another state, or e\agluatqr from a funding source is scheduled ‘into town,

PP}
°

. T4 WY - ' ’ ]
it is not unusual for the'three to meet for a meal or a spack.. Informal

”

enterta1n1ng then serves a "networkmg" ﬁmctlon. On many occasions,
. w0
the two 1ndlv1duals update edch other in an- 11$forma1 meeting with someone

7 00 >
egéo ) - . ° ‘Gi ) .

. <

. Carbon cqples of 1etters are used extens1ve1y In all’ cases which

' rgiate to meet;ngs w1th 1.nd1v1duaIs or groups, “both mmMs and other

carrespondence are copied to the other. The effect of the other'rs name
g, s o

. oat the bottom of the page is often as useful as the shared 1nformatlon. _
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~
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When there are meetings out-of-town which both persons are scheduled
(tu attend, the two travel together whenever possible. Driving and traveling
time is used to share information apd plan.

After the first year of the Association, the SEA-sponsored state
+

conference was written into the By-Laws and Lonstitution of. ACEDA. Since

~—

that time, the conference has been jointly sponsored. . The SEA Coordinator

sérves astechnical advisor to the ACEDA Board; the ACEDA Executive d;

< . 3 «
Secretary serves as a member of the Arkansas Advisory Council on Community

-

Education, organized to, advise the Arkansas Department-of Fducation.

4

- '+ Lhen a'ﬁéw‘resource is approached for any.reason, the two usually-

plan the meeting jointly so that commumnity education can put its 'best-.

foot. forward.!" It wés-discqvered‘fhat it is quite common for K someone to

-~
M -

"check on'' the relationship--the édopergtioruccm networking. If one of

the two makes the contdct and raises the other's name, someone often checks

. . . ,
out that professed cooperation. 'Do you really work together like you say. _
you dé;;ﬁis a question often asked of both individuals. It is also asked

- e * . r v
of others about the two ind%viduals. ) .
‘ ! . . 4' ’ i - .

The organlzatlonay sklllg}\Like the conteptual skills, are developed
throughactive practice. There are still obviocus vehicles which are over--
looked in Arkansas. It's not uncommon to realize the obvi lmost as
.8 “ ) ! e

sobn as it 4s overlooked. = It takes continuous effort and, even with that,

" there are avenugs which lend themselves well to-utilize and which will be

- — = ™ —overlooked.. It is more-effective to say} ULfshoqld-havencalledﬂyou,.ﬁut_,:_M

just-didn)t think of it," than not to discuss a meeting which provides
information to both parties. .

. i . ' - ™~

A
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3. Communication skills

—
. ¢

IS ~

networking have to do with the use of"

the interaction vehicles devised (organizational skills),

The connunieatién skills of

-

the ability

+

to commmicate easil% and effectlve]y, as well as the ability to conv1nc

)

others that le/z/worthwhlle for them to stay in contact. with oneself
| The skills of commmication which are inclided as networking skills
" are those;whieh have to do with perso;s' rapport with other peqple. TheyH
are the skills which people use to effectively persuade, convince, or

-

motivate others. They are the'skills that apply in almost all situations

and deal with the individual's ability to retain relationships long enough

\

3 M .
to develép vehicles to use for networking.

Several techniques were used to commmicate informally. At ome meeting,

the ACEDA Executive Secretayy-condicted the meeting while the SEA Coardina~

tor:broke in periodically to'summarize, ask questions -of the group, ang.

determine understanﬂing-or contribute iﬁformatioﬁ. Most meetings of 'mew' -

people‘begln unth explanations of the two roles. In sumnar121ng, the

statement is usually madez ”Call whomever you 11ke——to complaln, For lnforma—

tion, whatever. To taIk to oﬁe is 11ke talklng with both.' :

. .

Personalxtles are a‘part of networking--th re's no way “to get around °

’ v . i .
that. Indivi§u31 commumnication~skills can erhance or inhihjft the development

I

¢ -

of strategjes. - Basically, it is important that personalitis are’

Open
Able
Able
Able

Able
Able

Able

Able

Able t

-

‘ .
to-be criticized/able to criticize
to argue constructively

to recogn17e and admit.philosophjcal differences
to say 'mo" ("'yes')
to change A o T
to accept criticismifor what another Hoes .
to accept having someone else get *'credit' for what was
orlglnnllv "your' idea or plan

to v1nce your organization that cooperation is

vdluable

-

’
-

-
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« 7 Good commmnication skills .in networking mean that you can say 'no" to
£ .

. the other person when that's necessary, but if means that you do away with
tlke automatic 'mo's'' which refer to ways that ''we're always done it." It
means active listening and the willingness to change. /
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. B. Serendipities and pitfalls ’ . _—

Serendipity: ‘The gift of f{indipg valuable or agreeable . K
things not sought for;--a word coined by Walpole, in . .

. allusion to a tale, The Three Princes of Sererdip, who
in their travels werec always discovering, -by chance or

by sagacity, things they did not ‘seek. . -

o

{ Pitfall: A danger, difficulty,’or error into which ‘one ' N
- may fall unsuspectinglys~a trap gr snare., : )

»
L2

The effect of the partnership on "outside!' resourzes was a benefit
o _ ) N .
not sought for or expected. For cxample; the representaﬁfﬁé from the .

2 ' < .
Levi Strauss Foundation arranged for the SFA Coordinator and the ACEDA ‘ o

Fd . - . \ oo
Executive Secretary to meet with the representatives from the Weyerhaeuser

Foundation. "The meeting was perceived as an endorsement from the Levi .

Strauss Foundation, encouraging the otper foundation’ to support, the . .-

pfbject also. “People in like positions with foundations know each other
well and share information oﬁ %rojects and iss;es, or ﬁgograms funded. . .
I some cases, tﬁere &;s a'”Bandwagon” effect, with success in one situa-

‘gion almostfas§ﬁring success in another. . ‘

v

- 1t was éiso ditcovered-hat %ounﬂatiqns like to furd projects'jointly. -
It is not unusual to get a tentatiQe.ca&ﬁitment from oné foundatior which \ )
is contingent on another's funding. » - ) '
| .Human.resources seemed to ”fyansfer.” ”éontacésf of oneuberson's ‘

~ . :

soon bebém?-the other's, in many cases. Outsiders also called one of the

individuals about the other. The effect of being able to contact the '

. e S . L
other's '"'contact' was often an advantage when one of the two was out of
town and not able to call "his/her'' contact.

P
-

One of :the easiest pitfalls is to be ''too busv'' to phone or plan Q&th
. A - -

.the other. For the most part, it"s casier and quicker to do it on vour own.

ThatVﬁakééxiE>é5siér to do bv Vourself the next’ time.- Before long, vou are
N > . T

- .

AN A 4 <
- . . o /

. '.'. ~ 39 ' ..\" ‘\.’A "
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Aruitoxt provided by Eic:

-

compet ine with each other for meetings and time.
- * . . B

» n'd .
4 - - . .
-peopte to whom vou are offering services.

-

»

You are penalizing the -

G RN N he

: Another pitfall "is to "pass the buck" Eg the other. When the task is
.. P p . ] .

»

unpleasant4 it's reallv "his"

v

~gasv to’ say, "I can't help vou with that."

& - . R [4 ° M " .
that the question/concern mist ‘be angwered by thé other, but there .are

. Y

‘times when the que%ion/concem needs to be dddressed joLntly

idca: and vou ""don't have the time,'!

it's

Sometimes it's valid to éa)a

Fven® mth persons who work well together, turf’ﬁéﬁn be a problem.

[t is LfnporLant that 1nd1v1dua1 ldentlty be retained, and that “using" )

y
LﬂCh other as resources doés not deteriorate the respect fc;r

each other or
. e

N

mean taking each other for granted. There is a glifferen_ce between making

-

“ tentative commitments for another pe,rts?on with whom youJare working and :

taking' that person's resources for ggranted.

long wav towards eliminating turf problems.

m N

L

Constant contact can go a J

[,
)

o

e,
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.C. Recommondations and conciusions n
1. The process is slgnlflcant, rather than specxflc résources identified

by the. 1nd1v1duals in Arkansas. - It is important to lock within one's .
own state, one's own 3tate- agency, and one's own individual resources'

. . - . 2%
. for mellcatlons in other states. ) ' "

-

2. Arkansas' communltles are small and. rural, "but that does not mean .

3

' —That the networklng skills deflned apply only fg} smal] and rural.

‘It means look within your state for clues. to effective strategies
: * . . R . ‘ ~
» h. for networking with your resources. ~ BRI
. . 3., Another state's sérategies rarely transfer W£thout adaptation.
& Networking strategies in operation at the state level says -that
. state leéaership does what it encourages logal commmities to QO.

.

5. Build on what you have, what is working in your state.

T T

e}

6. Begin with serving on each other's couricils or written cooperative
. agreements, but expand to identifying individual and orgamzatlonal

~ o0 . ™ - . -

resources.
. 7. . Individuals network, not agencies or institutions. e "
' 8. Resources are constantly changing, and must pe.assessed contimuously.
- 9. Mggglfesources of agencies and organizations transfer when individual .
staff members change. Usually, however, new personnel must make new
contaeﬁsr Sometimes resources available to anothe; person are not ¢
avqilagle to the new person. Sometimes more resources are ayailable
‘to the. gew: person. ' - oy
T . .
1Q. ”Outsfaérsx oftenicheck with others to verify if you do what you sav . .
) . _you do. Don:t embellish the rela&ionship.l If vou don't do it, don't

.say that you'dO; You may never know what happened. . . .

N
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13,

13.

14.

» ¢
. .
°

It is important that two peers who are networking articulate their

roles and relationships. It should be clear to those whom you

serve where the responsibility lies for certain activities. There

N oo

are alwavs specific responsibilities that cannot be commited finally

by but one person/agency. -

When expenses/reimbursements are paid by both agencies, it is helpful

if standardized procedures are established. If one has restrictions

\ .

which the other dpes not and there are no reasons for the other not
.

to adopt those restrictions, the standardized practice will help to.

clear up much confusion.

When funding sources are approached, both agency representatives should

meet with that person, even though only one is requesting the money., .- —-

1waz have a plan, justification. Foundations are probably more
subjective and can be approached lnformally ’ﬁ;t be sure to have

an answer when they ask what you want to buy with the money you're

. . v - _~

requesting. - ) -



D.  Summary . - -»

There are dbvidus "payoffs' in neLworklng Money is used mere
efficiently; people are served betterd and agenc1es/organ12atlons are
more deeply involved., Good things are almost certaln ‘to occur.

But there are also '"trade-offs." It is not_poséibge to network
extensively without g{bing up avpiece of one's vested-interest. It's
probably aécurate.to assume that no one is totally altruistic, and \

everyone has some biases. Without a pias’for or a conpitment to an
agency or organization, a person is probably not worth his/her salt.
The mostldifficdit part of the entire procese is giving up a-piece Y
of your turf. It's hard to ''let loose' when you know you will be \
held responsible for the consequences of what apo&her person does. ¥
It's not easy to be criticized for what someone else does, or
have someone else praised for what you do. If you‘expect to netwotk
. effectiQely, expect that both of those things will probably occu;.

When rolés and responsibilities>oveylap, and there are many" "L
functions that cen be performed by either or both members of the
: (two—peréon) network, it is nof‘elways apparent or eesy to define

the most appfdbriate way to accomplish_the task. Call it ”steppiﬁg

on toes,'" "turfism,'--whatever you 11ke—~1t s almost bound to ﬁurface
Society, in general does not expect peoplesto cooperate, or netwofk

There are occasions when it is extfemely time—consuming to explain how

= - © billings are to be handled A JOlnt meetlng almost always means that

v ¢

bills are shuffled back amd forth several times. Finance offices don t

acconmodate "partial" ®ills, and often have to develop new procedures
A

to pay for jointlyLsponsored.meetiqgs:"New attitddes are even more
R e ;

< difficubt. ' ., :

~
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Joint decision-making and depocracy are not easy. And; just

~

when you think things are going well, that's when people and situations -

change. There's never a feeling that "We're finally there!"

y 2

‘ v . Authentic tyo-way commmication means'disagreement as well as .

. .

. agreement. It means’hard work, and it means frustration. It's

. probabty worth 1t o

!
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