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PART III .

NETWORK INVESTIGATION: DIFFERENCES AND SIMILARITIES

In this section of the report we wi}1~diSCuss the networks examined
in our field work and present our findings. bur research deéign called
for two kinds of network.studies: pgrsonal or ego network investigation
of individuals linked together in a given network, and organization
network studies operating in the local community interorganizational

field. We divided the personal networks further into emergent networks

.

(or informal associations), and formal jnetworks (or networks of

- -\

relationships bounded by the limits of some formal unit, organization or

-

group). In fact, we actually concentrated upon subsets of the formal,

networks after locating a network within a larger unit. In a similar

£
way, our interorganizational analysis is based upon a focal community

organization--the school. We found it necessary to lift subsets from
network universes because the volume of contacts for even one individual

or organization was so high that it was impossible to examine the full

range of association, even within g small group. Moreover, since we

L
.

wvere interested in ‘network flows, particularly recipes, our,sampling was

based upon theoretical utility, as explained below.

Modifications in the Research Design .

.

The network studies are arranged in order of their development, both

in the field and conceptually. We selected networks on the basis of
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their potential theoretical usefulness, their historical importance’ for

illustrating change in the community interorganizational field, and

their possible policy implications for changes in schoof;community
{ +

1

relations. . J

’

All the networks described are voluntary networks since we wanted to

exaﬁine trust under the be;t possible "social laboratory" conditions.
Although we gelieve that trust is an important component ,0of network
flows in almost all networks, we believe it to be more visible and
;ignifigant in voluntary personal networks than in embeddéd
associations. '

The first study of the 27Z Sorority was undeptaken in Summer, 1979 . .

when we first started the network project. Our second study -- the

b

S

Coalition for Change -- began in the summer of 1979:and cont:i'nued' .

" . T .
throughout the year, with actual analysis of the daFa in Summer, 1980.

{

At that point, we systematically began to examine some of the recipes

«

encountered in the field. When we located an emergent network _of

.

parents within the community organization orbit that was also tied 1nto
'
the black community leadership network, we decided to explore the,
. ’ T

' relatiénships. The Parents Advisory Network study began 1in summer 1980

v

.and proved to be a good way to understand the 1inkage between the two.
We also decided to analyze data collected in a study 'of helping networks
undertaken by other researchers for a National Institute of Mental :

¢ Health study in Pontiac between 1975-1976. We expected this data to

-

providé the basis for a formal structural model. To supplement the

helping network data, we initiated a series of field interviews with

-

professional service providers.' Our -goal was to use this information to .

-

.
.
. /
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¢

provide qualitative data that would complement the quantitative

re-analysis. We planned torhave both a client network perspective
}

through the NIMH data and a professiénal view from the professional
network. Although the data re-analysis did not yield significantly new
insigﬁts, taﬁ helping professional interviews served as an igtréduction
to an interorganizational helping network. We also developed a series

of surveys and interviews of local organizations (See "The

| : .
School~Community Interorganizational Field") that provided data on the

community organization networks overall. Throughout the second year of

Y

the program, we collected reports and studies of social service-agencies

-

in the community and found those prepared by The United Way, The

ODakland-Livingston Human Servicd Agency (a pfﬁvate non-profit

» 4

organization developed out of the Oakland Economic Opportunity Program),
and the Y“QA particularly useful. Finally, we carefully monitorij/;he

local press during these two years to obtain other interorganizational

Al
data.

Our original research design also called for a study of

.

school-community leaders in 1971 to be compared with the leaders in

1981, We found this could only be done from recqrds, due to the

!~
-
distortions in recall encountered through personal interviews. The

: W

 difficulty with the records, however, was that they only provided a

- i

:limited view of the overall situation. For example, we were able to

construct a partial picture of school leadership from the. ) .-
superintendent's past records and had some 1dea about black leagbrship
in Pontiac from an earlier dissertation written in 1967 (Sloan, 1967).

With this information, and newspaper accounts, Urban League records and

.




interview results, we were able to outlime the contours of black
community leaders' networks because the number of participants was
relatively limited.- However, most of the key white actors im city

|
| .

w : I11-4 Y o
r ‘ - “ ®

government,«commérce and-General Motors were not\available for
1nterviews. Furtherpore, because of a high turnQv;r rate in official
. leadership roles, welwere unable to Sbtain leadershipwinformatio; about
leaders ten years ago from some of the key community orgégii?tions. We
did colléct reput;tional data in all our interviews which we applied to
our analysis of school-community interorg;nizatibnél networks.
S ] %
In short, we saturated ourselves as much as possible with data about
Pontiac and were totally immersed in learning e;erything that we could
about the community and the schools. We were catholic in our interests
‘ and pragmatic in techniqu‘es of data acquisition. Although we have ‘ '
utilized oély a fraction of the iﬁta collecteéd for our network studies, .
we used some of the information for descr¥bing the context of thé
networks (Part II) and also exﬁect to develop more complete linguistic
analyses of taped interviews to continue working on recipe analyses.
Since we sought qualitative data, we believe our self immersion into
this data is critically important in evaluating and interpreting local
‘ phensmena. In effect, the project director has spent six years studyihg \\\

school and community relations in Pontiac; Howell has spent the same

amount of time working with local Pontiac agencies and Slawski has been

’
¢

employed in the Pontiac School district for this same period. Robinson,
a native of Pontiac, has studied race relations as a student at Oakland
University, and as a graduate student both at the University of Detroit
L] .

<

ix and Michigan State University where he is completing his Ph.D. We have ‘

~ ERIC .
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< A
. drawn upon studies by colleagues that range from vearly public health
“~
reports prepared by student nurses learning how to work in a community,

to federally funded research projects on juvenile crime. "In addition we

e

have collected school district and city reports regularly. But equally

’

important, throughout this period, we have been systematically studying *
and developing questions about various phenomena in such a way that our

N, . .
knowledge has been recorded, analyzed and interpreted from various
. cee - »
social scientific perspectives.

In spite of our familiarity with jhe site and access to information

about different areas, there are major gaps in our data. For example,

|
our information on networks in relation to General Motors--by far the
|

most powerful organizatign in the community--is limited. Some community
. ~ influentials are more rel\uct&ant to provide informatign than others

because of the nature of their work (e.g., at Clinton Valley Center or

the Oakland County Jail), por because they do not' see any diraﬁi”payofﬂl
to their coorperation. Finally, there are disadvantages of déveloping'

. . | P . \ .
close personal tlesyélth individuals in the research site. Some of the
. R R \ . N

difficulties we encounter?d include the danger f "going native," .
i .

demands for reciprocity that take considerable time and energy; concern
x

that respondents will regard the investigation as an evaluation of
-

.

i
programs, and inevitable bias because of personal networks that.one
B y .

constructs throughout thewresearch process.

These comments also po;nt out the realities of power in the local
com&unity field. By definition those wizﬁ power (i.e.¥who control
resources such as iﬁformatéon and access) are better able to keep

‘ researchers away from important information. , ‘
. .
Q ' v . .
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Obviously, all network research does not require such sustained and

involve@jcommitment in one site. On the other hand, qualitative
~
research draws heavily upon researcher interpretations, as
anthropologists have argued consistently in describing ethnographic
hd

work. In our view, there have been far too many qualitative studies in 2

.
4 s

the educational literature based upon six-week or six-month visits to a

¢

site, In these instances, researchers only dip casuall& into the stream
)

of experience. Our goal was to dive into the deep waters and, having

done so, we think that we have a better feel for the water. 1In Part IV

we will explore the advantages and disadvantages of sustained commitment

to one site, as well as discuss the ethical problems of protecting the

site. But at this point we simply wish to describe our efforts to

identify the scope of data collection. .
\ .
Latency, Trust, and the Work of Nets . ' T <~
~Since our research goal was to understand the "work of nets,'" we .
\% > . o . -
selected networks that appeared to have different functions in the .
- /\ ~

‘community organizatiorial field. One was a structured, organizational

3

network (the soroggty); another was an amorphous, loosely linked S

associational network (the helping interorganizational network); a third

was a close~knit tightly bounded network (the Parents Advisory Group); °

-~ . ,

and the fourth, was a loosely connected official network containing a

7

4

/3bre of close-knit, tightly linked leaders. We also found a series of

s
~

networks within networks. If we refer to subnetworks ‘as those within ' .o
L]
,thne larger,network; we would hdve to think of the larger network as a

L v -

micro network within a macro structure. In any social structure, then, i )
e - e
b \
[XN ’ ! . -’ hd ” ,
. A a ‘
Y
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‘ depending on one's perspective, there are a variety of structural ’

network forms that can be developed. Moreover, there are a variety of

# LA
latent network possibilitifs in situations that can be activated:. For E
+ ) " N ‘y'\
example, in the community there is a’ "black' network that we consider to )

be a latent network association to be used by blacks (and a few trusted S
whites) when needed. Another efhmple of a latent network is a community

-

volunteer network., This is large, invisible and not consciously

identified by members themselves, except when needed. 7
. LY

Latency in networks is an important phenomenon. The term "emergent"

-

does not, satisfactorily capture this quality because emergence implies .
that the network dé&elops from a situation and a common point of

1nteraction. Latency, however, suggests a more nebulous relationshiP in .

whigh the ties remain “fallow" below the surface of consciousness: -

~ Members of a latent network may be unsufe of the ties until activated:

> 1

Because latency is invisible to a large degree, 1t 1s not reported in

concrete terms by members, or even understood as existing. It 1is i s

T~ e,
characterized by unused potential. : . “a .

: . : . . . |

« In our view, the latent quality of networks is what provides the

. L . . . .
elusiveness and #lmost subliminal character to network association. In -

addition, latency is linked directly to trust as a network flow. Given
complexity and turbulence, actors- (both individuals and organizations)

i

require trusted information Qp an-irregular basis. For example, 1n

\
{ v

times of crisis or special circumstances,"such as a period of rapid
- - -~ -

. L -

'social change or intense'coqflict, actors draw upon trusted ties that "

. ~ . K ~
. are anchored in what we.call latent networks.’ Thus, a black actor can

. call upon another black actor by virtue of his blackness, even though . . i . :




J
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such a tie is dormant und&r normal circumstances. When there 1s a |

. threat to black jpterests, the black network can ¥e mobilized because it

»
»

exists as a latent force in a racist and (to blacks) dangerous society.

~

_In a similar way, volunteers describe their ordinary network

b .

associations in terms of frequency of contacts, similar interests in

activities, problems oy clients' and consclous tie§. But submerged in

.

almost an unconscious wayj there lies a broader, latent social network

5

i . . L. . —
of contacts activated’under special conditions. Respondents may be

unaware of the potential network because it is not visible in ordinary
P

. s .. . . . . .
circumsfances, but it is considered "natural' in times of crisis. Trust

) ' . .~ 4
in the volunteer network is based upon shared recipes about service and

. L]

helptng others, just as trust in the black network is based upon shared

.

recipes about race relations.

© The importance of trust as the foundation of some latent networks 1is
more than a psychological phenomenon. Trust 1s a structural
characteristic”because the social reality in which it develops can be
= ... . C ? . .

identified with roles, status qualities (e.g. ethnicity, sex) and the |
presentation of self. Trust is both a feature of persons interacting
and the structure of-social relationships, Thus, if one follows trust

hY
through relationships, it is possible to locate latent possibilities.

Using our liquiq’;;alogy, it is possible to determine those piaces where
the flow will go when normal canals are filled. Jusé as we can assume
fluids will flow downhill, spill over banks and follow‘predicéable
paths, we believe that latent networks can be charted on the basis of

trust assumptions.

From our view, trust explains why recipes can bé used as analytical
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tools to understand network exchanges. Recipes provide empirical’
' ~ -~ ' .0
evidence of some of the components of trust. In one sehse, they present

A

the ideological or cognitive features of association. This.means, then,

i

that an examination of recipes will boLh verify the existence of some
trust in a network and suggest (predict is too bold a claim) possible
areaé where latent networks may exist.

The phe;omenon that we describe and discovered by such & tortuous

route is a commonplace understanding in everyday interaction. We have

all shared the experience of meeting someone ard "knowing' that the
- rd ‘&‘.’

person yould get along well with another a&quaintance: "Although the
parties may never meet; we could predict a cordial relationship 1f they

'‘did. It is this feature of latency that links network associations with
macro phenomena such as social class, culture, religion and other

factors that influence individual values, tastes and preferences. It

also explains why coalitions can be developed quickly on an ad hoc basis
/

in the interorganizational field.-

Summary .

Networks are usually described as either embedded in the social

‘

N
-

structure, or emerging voluntarily through informal, gpontaneous
N ' H
/

processes. The distinction between the two is-oftepf/arbitrary 'since

.

emergence frpom embedded networks is a naturai profess. Choices are
generally restricted by structural arrangements. A more serious
const;%int or~-facilitating feature o§)socia1 relationships, in our view,
are those features, usually cognitiY%; that inhibit or encourage trust.

We argue that one critical feature of trust is the presence of shared

S

b
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recipes that bind. petsons in a network together. To the degree that

>

¢ there is the probability of similar attitudes, values and perspectives
in a network (and these are cusually linked to social class, ethnic
background, sex, and o%her classic sociaal variables), there is a

' < \

» probability that shared recipes could exist. In other words, there 1is a

. latent tendency for ties to be created in'a network.
. 212 SH#ORITY * » .
Al
-

When one thnks of social networks—-particulariy of "old boy" or
"old girl" n?tworks'of sociai influence and contacts--sororities and
fraternities come to mind. These Greek organizations provide excellent
examples of social networks that are consciously developed, maintained

and utilized to bring benefits Eb participants.

One such sorority is the 22z Sorority in Pontiac, Michigan. We

decided té study the sorority for several reasons. First, the members
4

.were predominantly women who were reported to have considerable
influence in the school system. Secondly, it is a relatively new -
sorority in the community and reflects some of the recent changes in the

lives of black middle class women who are also educational .

«

‘* professienalg. Thirdly, it was useful togbegin our study with a network
that had clearly discernible Bopndaries.
5 ) N\
All interviews were conducted by Professor McGinnis, a glack scholar

*f jctional name

) ' ' " ’ .
ERIC ~ = | <
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who lived in Detroit and was unknown to most women except through

unexpected ties in the overall Detroit metropolitan network of black
profes;ionals. The qus§t§ons were open-ended and the interviews lengthy
(2-3 hours). All were tape recorded and transcribed. Linguistic
anal?ses were conducted by Professors HBwell and Scﬁerer. A year after
the study was completed, we met with the sorority leader who provided
initial entre and shared some of fhe:findings; The followiné &ebr we

met with her again to seelifAthere had been any major changes in the
group's activities. )

The sorority was our first network study and stimulated our interest
in linguistic analyses. As we will describe, the interviews yielded

considerably more information through careful semantic analyses than

from the original classificption of datasbased upon the questions.

v

“Although the limitations off the study are many (we could not attend

closed meetings or watch the group in processy we were unable to observe
the informal interaction of members at other times and had to rely on

subject accounts of these), the.sorority yielded useful insights about

the functions of networks in informal associations. We became sensitive

to data contained indirectly in interviews th50ugh an examination of

.
language referents, evasions, and inconsistencies.
. . . ‘

- -

History

777 is a Pontiac chapter of a national black sorority, organized
four years ago. The national association has over 100,000 members
consisting of several distinguished and successful black women. It
began at Howard University in 1913. In nearby Detroit, the local
chapter is one of the largest of the 650 chapters located throughout the
world and is considered a most prestigious organization. The natioral
sorority proposes a five point program of service for local chaﬁtegg to
emulate, consisting of educational, economic, community and :
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international development, mental health, housing and urban
development. In the last few years at the national level, there has
been a shift in emphasis from educational programs ‘to social action
programs, particularly to encourage members tg run for pelitical office.

The impetus to form-a Pontiac chapter came from three women’'who
thought that the Detroit chapter was too large. Also, until the 1970s,
there probably were not sufficient numbers of middle class black women
in Pontiac to form a separate group. During the 1960s several black
teachers were retruited into the Pontiac School District from southern
colleges. The sorority women reflect their southern college backgrounds
and differed from the self-educated women who grew up in Pontiac who
participate in the Negro Business and Professional Women's Association.
They are overwhelmingly middle class, religious, family oriented, and
involved with education. After three years“of existence, a second
generation of ZZZ members was recruited. The new members (9 in all)
have more diverse occupational backgrounds and are not from the South.
At the time of this study there were approximately 30 members affiliated
with the Pontiac chapter. i dﬁﬁ -

. . g ?
Location in the Interorganizational Field

- Another national black sorority is also active in Pontiac. It has
been organized longer than the one we studied and is about a third
larger. In addition, there is The Negro Women's Business and
Professional Association, and almost all members of the group belong to
the Urban League and the NAACP as well. Other local "black" community
organizations include several smaller social groups that have been in
place for a long time and are active locally.

Official Purpose of the NepGoTrk

Members are adamant that th;>purpose of the sorority is that of
service. Although some subjects conceded that there is a social tie
also, every person interviewed stressed the organization's goal as
service. In fact, there was a conscious effort to explain that the
sorority was not simply a social group because members regarded such
groups as frivolous. ("ZZZ women are busy women: they do nog, have time
to socialize.") The specif?c functions of the group in Pontiac are to
help black youngsters find jobs. through summer placements and a resume
writing class; sponsor a scholarship drive; give food baskets to the
poor; raise funds to furnish a hospital room; and sponsor a jabberwocky
of local black talent night. :

Involvement and Recruitment of Members

Most members were active members as undergraduates in college, but
there are several members who joined without college membership. For
example, one woman noted that she wanted to join the sorority while an
undergraduate, but could not find the time; another did not finish
pledging®because of poor health. The group requires a college diploma

b
¢
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for membership. During the past year, a chapter of the sorority has
been established at Oakland University to recruit undergraduate women.

_ Involvement varies considerably. A core of six active women assume .
leadership responsibilities and attend meetings regularly (the

"leadership" network); a second group of active members attend most

meetings and have active ties during major activities; such as fund

raising; and a third group of fringe members are inactive (peripheral)

and attend meetings occasionally. Those in education find it easier to {\
attend meetings than women in other careers and this was noted as a

problem by women, particularly those ‘@ssociated with industry.

P4
DEGREES OF ACTIVITY £ ’
LY
Most Active
85 121

*
! . |
% . ] - ’ .“'J N -

There are relatively few dyad-.relatienships in the network, again reflecting ;
reluctance to single out individuals in particular associations. I
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Leadership

The president was acknowledged as the leader in fact and in title by
all respondents. Another megpber who helped organize the chapter and was
enthusiastic about sorority membership was considered influential and an
important informal leader by two thirds of the group. Two new members
who had been active only a year were also mentioned as leaders by half
of the respondents. Influential members were also identified by their
occupational roles outside the sorority, especially those in
non-traditional roles, such as a personnel assistant at Gengral Motors.

Coordinator or Facilitator Activities
\ ,

The president . usually appoints a member to chair a committee and the
chair recruits assistance through casual and informal volunteering or
pleas for help. Those working in the school district communicate with
each other on the job; others do so only through the meetings or at
other community activities. Some members do not live in Pontiac, but
work in the district; others that live in Pontiac and work outside
participate in the network. Messages flowing among members in the
leadership network and active networks convey information about the
individual member's talents, resources, skills and abillty to devote
time to a project.

L]

Decision Making

The sorority operates informally through consensus but decisions are
confirmed in formal meetings. A minimal level of formality is required
bedause of their national affiliation. Members refused to name any
single individual who dominates decision making. .

s

Sorority Activities’

The %ajor activities of the sorority are meetings, sponsoring
educational programs for young people, cooperative projects with
educational and black groups in the community, talent contests, referral
service and occasional informal get togethers. There is no official
political activity.

Resource Mobilization

Members speak freely of utilizing the occupational resources of
other members. They talk of friends, particularly femalés who serve as
wives, mothers, sisters, secretaries and closé association with
influential persons. Almost all the contacts mentioned were black, with
the exception of an occasional white work mate.

When specifically asked to whom they would ask for assistance with
problems (finding a house, or learning about city hall), most identified
someone in the sorority, or someone '"close to" another influential
person. .

Y,
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‘ Sub Ne two rks /

We identified two sub networks within the sorority: old members and
new members, and educators and non-educators. We had also expected to
find an insider/outsider network based on residence outside the -
district, but this did not appear to be salient.

Black Women in Pontiac

INFLUENCE: in the Sorority INFLUﬁNFE - in the community

The Work of WNets

Although members unanimously described the function of the sorority
) as community service and were. reluctant to call their organization a
.social group, clearly it had social purposes. Among the leadership, the
major network flows were medsages that reinforced middle class and
professional identities of the women. Respondents made frequent
references to the occupational roles of members, often suBstituting
their roles for names. For example, they would refer to a member who is
"a teacher" or "g.policewoman” or "a banker." They also spoke about the
importance of ZZZ women as community leaders. However, when we asked
them to identify community leaders, they did not list 2ZZ members.
Another significant contradiction was the egalitarian emphasis
concerning internal leadership. Members of both™she leadership and
active networks would not single out any individual as being
particularly active or making a significant contribution ("No person
takes the whole ball: everyone contributes"). However, leadership is
thought to be an individual characteristic for those outside the group. /
' Another contradiction between professed statements about 222 leqdership
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/and‘ot:her statements about community issues, was the separation between ‘
definitions of community problems and solutions.” Community problems are
identified in global terms (poor education, inadequate housing, crime)
but the problems addressed by members of the sorority are not these
issues. The abstract language employed in discussing problems and the
use of intermediaries to reach persons of influence, as well as their
identification of people outside ZZZ as influential, suggests that such
contradictions are not recognized.

The network functions to provide expressive rather than instrumental
information. Although the members discussed the importance of their
contacts with each other, and through their contacts with other
influential people in the community, not one person had comsciously
employed the network for specific information during the past -six
months., The topic of most of the information passed along the network
was schools. Yet school structure and specific information about
education is discussed in "blurry" terms. Foy instance, we decided that
the superintendent is somewhat distant from the group because he is
always referred to by his title and last name, although his wife is a
member of the ZZZ in Detroit. There is also little connection between
the information passed along the network about schools and judggents
about relevance. For example, three-fourths of the interviews”contain
serious indictments of teachers (they are considered "incompetent" and
"non-caring'), yet no one ever suggests that a sorority sister falls
into this category. Likewise, the evidence used to support the ma}ority
view that the schools are ineffective is usually drawn from personal 7.
experiences. Explanations for millage failures are attributed to lack
of information: the assumption is that if people really understood, the
millage would pass. However, reflecting the indefinite nature of school
perceptions found in all of our interviews in the community, exactly
what information is needed is never discussed. (For example, it 1is also
assumed that people do not vote because they lack information or do not’
understand the importance of their vote.) ‘Low achievement scores were
generally attributed to lack of parental control, an unhappy home life,
or parents not spending sufficient time with their children.

The future of Pontiac is seen as totally related to General Motors ‘
and the Downtown Development Authority. There is no sense of their
organization or the more powerful organizations of the NAACP or the
Urban League participating at all. In other words, not only are these
black professional women isolated from the power structure in terms of
access (they must use an intermediary), but they are also isolated from N\
viewing the issues. They see actions ipdirectly through roles; they
describe issues in global™Terms but operate in local terms of reference.

. - . »
Other '"contradictions'" included the following:

-

1. Members made a big point to explain that this was not a social group
and were anxious to avoid the label. However, in the course of the =
interviews, most members described social advantages from participatigp.

.
«

la i N /
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of educators, due to the staff reductions in the schools and the
problems facing the district. Any political activities of the group
would reflect those of the national and local black network as a whole.

Significance of the Study for Network Research

. 1. The usefulness of ambiguity for self-concept. K
Service is an all-encompassing term that can be attached to many

diverse activities. What is particularly of importance in the sorority
study is that the women do not feel powerless or without influence.

From one viewpoint, their lackj of access to decision makers, their lack
of specificity in responding to questions and their rather low-key
‘activities could be presented as evidenceé of powerlessnéss. Yet,-their
responses show a self confidence and percebtion of prestige and
influence in how they regard themselves. We suggest that because they
define problems in such a way these can be resolved through service, and
because all members unanimously definettheir. activities as service, they
believe that they are gaining power. '"Service" allows them to link
their activities to larger definitions of service provided by their
national affiliation. TInyaddition "service'" provides a public sphere in
which their professional identities are reinforced. The Z2ZZ sisters are
not simply teachers; they are black professional Women in servi:e to the

community. Reinforcing identities is an important’ function of Qetwork
exchanges. . \ '

?
2. Basic sociolinguistic analyses were utilized with good results.
Some of the techniques included the following: :
i
a. An examination of pronouns: e.g., how often do respondents use
"I," "we,' "they?" This suggests emerésnt network boundaries.

b. A review of titles--do respondents use first or last names, or
titles? This suggests the range of network ties in terms of-social
distance. )

5

c. An examination of statements that describe incentives and
sanctions, e.g., why does one belong? Why did you do this?

d. The use of specific terms or global terms in describing
problems. 'the schools,” "the family." )

e. References to the boundaries of the group: who is listed as an
outsider, who is an insider?

£. What are the assumptions used in small talk? For example, we
stumbled upon a direct reference to the larger black network as an aside
_in the respondent's answer. It-was included as part of the getting
racquaintedwpatter that is found in most conversatibmg among strangers.

.

L4

g. A'comparison of accounts by different persons to check for
! similarity: why people joined the sorority? who is the leader?

' N

~ )

Q

ERIC

Aruitoxt provided by Eic:




ERIC

Aruitoxt provided by Eic:

II1-17

N

2. Although respondents thought the sorority was an influential local
organization, they did not-list the sorority when they identified
community groups working on the problem in Pontiac. ’

L
3. Not one Pontiac member made any re ference to the activities of the
Detroit' group. Appargntly they view themselves as a local 'chapter even
though several members do not live in Pontiac.

4L The sorority is one of several organizations in the local black
n:kwork. The Urban League and NAACP are identified as the most
important organizations in this network; however, members did not see
any black organization as influential in determining the futufe of
Pontiac. ’

I/l,

One of the functions of the net is to define public service‘in a way
that is consistent with the self-conscious professional perspective of
the members; in other words, in a way that fits their role as it is
locally focused and working-through others who are in powerful
positions. It has a strong, nurturing quality and 1s not political. It
is fundamentally non-controversial and distinct from the work of other
community groups. As defined, the role enables members to reconcile a
conception of community leadewship based upon forms of community service
that are overwhelmingly local and quite removed .from the problems they
describe. As a result, for those members in the leadership and active
nets, the net works to confirm their middle class, black, ﬁrofessional,
female identity because it reinforces the traditional values associated
with service.

-

Siépificance in the Schpal-Community Interorganizational Field

The sorority is viewed by members as supplementing school activities
through service projects. Since most members are educators, there is a
direct link to the school. However, this link is peripheral to a large
extentt except through a larger black network. —

. , \
The Future of the Network

Within the sorority we identified several different emergent
networks. They appeared to function as transient cliques within the
larger organization. All members of the sorority have .loose knit ties
to others in the group by virtue of their membership. Zhese ties can be
thought of as latent, and activated when needed to perform a particular
task (such as runnipg the jabberwocky) or as access to friends of
friends. HOwever,ZZside from the network of leaders and actives, the
sorority demands little commitment from members so .that relations &re
characterized by loose knit ties.

It is likely that the sorority wil{ continue in the next five years _ .
as it operates today. However, as newer and younger women join from the
university chapter; the old/new division may grow larger and internal
networks will change. There may also be some decline in the influence
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h. A study of adjectives around key nouns: those that describe
people they helped, the city, school, teachers.
i. What follows what, or how experiences are ordered. For example,
when asked to identify problems, what issues.come first, come last?
j.. Comparison of value statements: '"If makes a difference," "1
made a lot of friends."

. [
k. Use of active or passive voice, particularly noting statemen&i\
about what they can do, will do.
. «
Simple as these techniques are to describe, they are remarkably
effective in generating more qualitative assesspents of respondent's

"

. comments. Emergent networks are difficult to identify, but linguistic

analysis provides critical clues to locate them. As we will describe in
a section on recipes, these techniques provided useful data concerning
network flows,

Conclusion

Sarason (1979) argues that. "Belonging to a network gives one the
right to approach one another.' It is commonly believed that fraternal
groups give one the opportunity to approach others. Our respondents
appear to feel comfortable sin approaching each other for information and
assistance; on’the other hand, they do not appear to make use of
important contacts in Detroit. Respondents had only limited access to
those they identified as powerful. ’

The most important resource of the group is their belief that they
are powerful and make a significant contribution to the community. We
believe that, in this instance, the major work of the nets is to
reinforce the professional middle class identity of the women. A
legitimate question, then, is how do networks differ from reference
groups? We b&Tieve that in some cases, aside from the basic structural

properties of networks, the two are quite similar.
p
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THE HELPING INTERORGANIZATIONAL NETWORK
. ,

LS

e

This study evolved over the two years in unexpected ways. Our

1]
L ]

original question éas to learn whe#e the school fits into the RLarger
community helping pattern.. This s&emed important in understanding
school-community relations, but it also t0uched\upon aﬁother concern:

, the possibility that schools could deQelop new ties to helping‘éroups in

‘ the community and thereby create new publics at a time when parent

support was declining because of demographic shifts. Since our interest
in community and school relations covered many different dimensions, we
decided to re-analyze data aléeady obt;ined from another study of
Pontiac. This data was coliected by Professor Donald Warren in 1974 and
1975 as part of a larger helping netwdrk research project that had drawn
a sample from four Pontiac neigh?orhoods (defined as walking distance 1in

»

a local elementary school district). The overall study consisted of 59
neighborhoods and 1,700 completed interviews with adults., \The Pontiac
data consisted of a total of 130 interviews in 1974 and 145 in 1975/
Each int;rview yielded 1,000 items of information designed to find out
what informal resources ind?viduals used to assist with problems; what
patterns of help seeking developed and how helping resources effected

the individual's well being.

Warren developed the concept of "problem anchored helping networks"

(PAHNS), defined as follows: ’ o
4 . 3 -‘ 3 .
Social contacts that an individual makes with any
number of other persons (not necessarily intimates or
- LY
O ‘)
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Scherer had argued (1977) that stimulating ties in a wider ' .

.
4 .

sqcialization network might be useful in dealing with .disruptive youth. .
If the data from Warrén's helping.research could give sqmpe indication
_about thg perception of the school as a source for aséistancé in

Pontiac, it might be useful. Warren's data showed clearly that the

v

school personnel were seldoam sdught ouf for help.

v @
. " USE OF DIFFERENT KINDS OF HELPERS ,
< FOR "RECENT CONCERNS™
Spouse . 62% (82%) ‘
Friend 4] ) ‘
Relative ) 37
Co-Worker 28 (42%) f‘
; .
Neighbor \ 7 27
° Police ‘ 8 "
Doctor é(
) . » Counselor -6 ;
Teacher‘ 4
Clergy ' « 4
. (Warren, 112, 1976)
’ Our re-analysis of the(data did not show significantly different ‘i
patterns to those already reported by Warren. Because the Warren data 6
was anonymous, it was also difficult to‘integrate into our research .

‘design. To summarize succinctly, Warren sadd the following about help
- < ""(
\‘1“ . - . B \
ERIC ' S 2, o L
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status equals) with the result that a particular problem or
concern or crisis is discussed and advice or help provided.

(1978, 15)

Warren argued that depending on the problem, different helpers
provided different kinds of assistance, and that distinct patterns ,
evolved based upon“the probleﬁ. He also compared helping patterns in
eight metropolitan communities. He called Pontiac a '"deficit community"

because there were not sufficient community resources to.deal with the

% problems in Pontiac. He also described the pattern for help seeking ih

Pontiac as follows:

Examples of Modal Patterns and Barriers of Helper Relationships

--Links-- ’ . -
Warren Pontiac St. Claikh Shores . Royal Oak

@ . ’ F . PRO

‘ CWK

, --Barniens- - :
Warnren . Pontiac St. CLacr Shonres Royal Qak

g CWK

S
R PRY B
' \ /I\ BARRIER
A -
| . R &

PRO
sk rro

iz ¢
]

‘ Key: F--Friend CWK--Coworker ‘ SR

R--Relative S--Spouse oL

N--Neighbor PRO--Professional
: ’ Warren:1976,1€1.

e 4
t ‘J- \ - .
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for those respondents who did not know anyone working in hospitZls.
Applied to schools, thisssuggests either that fe; teachers are
personally known to individuals seeking help, or that they are not
recommended through the informal neighborhood referral network. In
other words, school personnel were not perceived as important by those
seeking help.

Professional Interviews

4

Our second effort at developing a helping network study centered

around efforts to understand how professionals saw both the client
~ N

networks (as described by Warren) and colleague ties essentriial to the
. N ] .

-

conduct of their work. We prepared a synopsis of the Warren findings

and sent this to a sample of professional helpers prior to the )
¢ L

interview. ‘During the interview we asked!ubjects to react to Warren's

findings about Pontiac and to describe both organizations and persons

'

with whom they had professional contacts.

This study was frustrating for several reasons. First, ﬁany
professionals refused to reveal their most important negwork ties Since
they thought of this iqformationras confidential. Seéondly,:we found
that an\aQalysis of 18 lengthy helping interviews revealed almast no
overlap between help-providers in different parts of the c?mmhnity.
Respondents did mention some of the organizations with which they worked
but” only on a strictly functional basis (e.g., a health problem, ''we
call the hospital'). Thir%é?, professionals did not consider the school

as part of the helping network and had trouble relating to our

questions. There was a& common definition that the schoal remains

e oS
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in Pontiac:

Compared to other cofmunities, Pontiac scored much
lower on "takiwg action' helping behaviors. Informal :
helpers are less likely to '"take action" than
professionals; and, in Pontiac, informal helpers .
predominate. Tth, 75 percent of the help in Pontiac
" consisted of suppértive behavior from "lay" or °
informal helpers compared to 54 percent of
professional help that was supportive. On the other
hand, action occurred ip almost 38 percent of the
cases when professionals were involved versus less
than 20 percent in the cases when lay helpers, were
involved. ,
The number of helpers available to an individual is
also important. In Pontiac, the average person had
1.4 helpers for a problem (as compared to a high of
1.8 for Royal Oak 'and a low of 0.9 for Mt. Clemens).

Some of the helping "deficit'" measured im Pontiac
may be due to socioeconomic factors, since both the
' spouse and co-helpers assistance have beett found to
increase steadily as income increases. Recall that
Pontiac is distinguished from the other communities ‘
studied by the lower average income of its residents,
a larger blue collar population, a much higher
proportion of black and lLatino residents, ard greater
instability of family life (10 percent of all adults
sampled were separated or divorced). Still,
additional unmeasured characteristics of each
Ty community are undoubtedly influencing the degree and
"quality of helping behaviors beyond the effects of
social class. For instance, when Lincoln
Park--another heavily blue cqllar cosmunity--is
compared to Pontiac, Lincoln Park residents still
appear to have more effected helping networks than do
Pontiac residents. (Warren, -976,79)

The 1{ ited use of teachers as members of helping networks is
eSpecia11§ noteworthy since ﬁhe earlier research suggested th;t people
are more likely to turn to others for help if they alréady know Ssomeone
in a similar line of work. TFor example, 25 percent of the respondents
‘ made use of hospitals and clinics if they already knew people who worked

in medical treatment settings, The amount of use fell off to 14 percent

l)' .




units on the site; HRC was isolated from the rest of the QOwétown
Pontiac when planned redevelopment did not take place; schools retained
complete autonomy in regayrd to educational operations; and there was

lack of commitment throughout the district tg community educatidn. (See
Part II - The Human Resources Center.) Whether or not there would have
;been more integration between the schools and the helping network over )

time is doubtful because of the strong belief in separate domains that

was reported in all interviews with school personnél.

The Helping Interorganizational Network

Our third approach was to try to describe in detail the helping

’ ™~ .
interorganizational field to see if schools were actually as isolated

’

from the helping network as we were led to believe through the other

studies. It is this third "helping” network study we will report here.

Our data base included Warrenm's study, the helping interviews, the
annual reports of ‘organizations and agencies, newspapers analyses and
the interorganizational data reporsed in "School=Community

In;erorganizational Network."

t "'_‘h——_——/‘
History :

The Pontiac "helping interorganizational network” is complex. In
particular, a “new” breed of helping organizations has been created in
response to federal programs during the decade. Black leadership is
found i@ block clubs, members of the Coalition for Community Change, and
women's groups. Moreover, there had been an explosion in "outreach”
activities among established organizations, institutions and gioués
during the decade. Committees or programs were established to reach
different segments of the population or support other institutions. For
example, unions and civic groups set up. service committees; the Urban

League established a program to "assist” the schools.

S
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exclusive of service concerns. The following statements summarize .
* |

information obtained from the helping interviews with local
\

professionals:,

1. There is almost no coordination between professionals in the
community. Contacts are determined by functions (e.g. related
to the work of the professional) or indirectly via personal
agsociation with others in community activities. '

2. The agencies used most in dealing with youth are: Oakland
- County Soc%al Services, Catholic Social Services, Family and
Children Services, Youth Assistance, Boys' Club, Oakland County
Child and Family Services, Pontiac General Hospital, and the
Urban League. (Listed by frequency mentioned in interviews.)
. r

3. All agencies have some contact with police in their work with

youth.

4o School counselors frequently use private agencies.
5. The schools are generally not considered as helping

instituti'ons. The major reason given for this assessment is
that professionals believe that school personnel, ‘particularly

teachers, are not trained to assist young people with problems. ——
6. The outreach workers in schools--school social workers, ) |
p . Ppsychologists, nurses, police counselors and sometimes school
, counselors——are regarded as helping specialists. However,

their duty 1s seen as referral to outside organizations.

Within the school, however, they receive referrals from

teachers and administrators. .
- - {

In other words, schools do not fit comfortably into the helping
interorganizational network. One experiment in cooperative ~
relationships, the Pontiac Human Resources Center, had tried to bridge .
this gap by establishing a close association with helping agencies. In

an innovative building design, the top level of the structure was

designed to house social service agencies and the classrooms were

located in the lower level. This experiment was unsuccessful for 4

several reasons: it was expensive for the agencies to maintain outreach
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Historically, helping agencies in Oakland County were located in
Poantiac, the county seat. After 1950 a sharper division between "city"
and “county" agencies developed. This became larger as black political :
influence developed in the city and as federal and state funding for
special programs became more accessible. By 1981 the helping
interorganizational field had become more pluralistic, differentiated, -
. dependent on external funding, and complex than it had ever been in the
history of the community.

Location in the Interorganizational Field

The major divisions in'the interorganizational field are between
private and public organizations, but this only begins to differentiate
the helping field. In the pubic sphere the dominant political unit
administering programs is the county, although politics and funding for
county programs are generally established at the state and federal v
levels. Unlike Clinton Valley Center (a mental institution that is
directly operated by the State), social services, probation, employment .
and public health are operated through county offices, but acording to
state regulations. Since Pontiac 1s the county seat, many of these
agencies are physically located in Pontiac. The city also developed
several helping programs through the Human Resources Department. City:

' initiatives. spurred the development of Latino organizations, block

‘ clubs, and senior citizen programs. The city's housing efforts are part

- of the helping netwerk; Pontiac General Hospital is a significant’
component 'of local health services. A few county coalition programs
developed, particula¥rly the Oakland-Livingston Human Services Center.
In addition, there were federal programs directly administered by the
City, although their number was reduced when revenue sharing was
instituted. \

—

In the private sphere there are four distinct types of helping
organizations. The first group of agencies are those funded by the
United Way and represent well established groups. The United Way has
developed a rather sophisticated priority assessment to ‘deal with
demands for support, and these agencies represent the concensus of local
opinion about the usefulness.

A second group of private service organizations are independeat-
units outside the United Way, such as St. Joseph's Hospital and The
Lakeside Health Clinic. A third group are service clubs and fraternal
organizatipns. In Pontiac this includes the Rotary, Jaycees, Elks,

wrlions, Optimists, as well as smaller groups such as sororities and
fraternities. The fourth category are outreach groups developed in -
established organizations. For example, General Motors operates
substance abuse and alcohol abuse programs; the Unions developed an
unemployment crisis center; the police operate a Police Athletic
.. League. Several of the outreach units also respond to the growing sense
‘ of identity among blacks, special black and Latino outreach are attached
to standing organizations (Black Police Officers, Bi-Lingual Teachers).
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The interorganizational network is characterized by overlapping
membership, shared clients, and similarity of purpose. However,
organizations differ in mode of operation, degree of professional
expertise, mode of financing, and perceptions of helping problems.

To summarize: .

-

Helping Interorganizational Field

" Public Sector Private Sector
Dept. Social Services |, - ) United Way Agencies
Probation and Criminal Justice units St. Joseph's Hospital
City Hall (Human Resources Dept.;Hispanic : Lakeside Clinic

Affairs, Recreation...
’ ) Service and Fraternal groups

Pontiac General Hospital
¢ r spt N Church service groups

Clinton Valley Hospital
: y Hospl - Qutreach units from organizations,

Oakland Livingston Human eg. unions,police, G.M.
Service Agency (CAP)

The interorganizational field is further crowded by the presence of a

black interorganizational network that duplicates, cémpliments and differs from
the other helping network.For example,black churches, fraternitiies and .
sororities have outreach activities dealing specifically with black concerns.
The black 'civic' network, composed of black business people and professionals,
are all part of this network. An examination of patron lists in event programs
and other published materials reveals the structure of the black network. It°
contains several prominent attorneys and doctors, a variety of black small
business operations, ranging from beauty parlors to auto service centers, and
prominent black citizens identified as friends. The latter. are usually employed
in prominent positions in govermment or public service. Like the smalier and
less public Hispanic helping network, the official helping organizations are black
churches. The spokespersons who articulate black interests are usually affiliated
with black civic groups because the black leadership in Fontiac is relatively small
and concentrated. It is clear from our observations, however, that the majority

' of help for black residents comes through informal associations, predominantly
personal relationships, and through legally established agencies, such as the
Department of Social Services. This is because the needs are greater than the
resources in the black network. "

A particularly strong effort to assist blacks involved with the criminal
justice system developed in the last part of the decade. Efforts to promote
halfway houses and other alternatives to existing arrangements were made. Two
prominent black leaders in Pontiac were also bondsmen, and black attorneys have had

“a key role in defending black persons accused of crime. Their task was made
more complicated by the political control of white Republicans in Oakland County
who had significant influence over county courts, the prison and probation units.

‘ l
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Official Purpose of the Network

¢

All organization; in the network define service and "helping' as the
official purpose of their activity. Help, however, varies from
providing assistance in temporary life crises, such as unemployment or
disease, to prevention of problems, (education, Police Athletic League,
health care); support for other institutions, particularly the family or
schools, police, hospitals; or crisis intervention on a one time basis,
such as rape counseling, the Lighthouse food closet, the Salvation Army
or FISH emergency transportation. The interorganizational network,
however, is not recognized officially by participating organizations and
has no official purpose:.

Involvement and Recruitment of Members

There are basically three kinds of members: First, the professional
serviczrproviders who are paid for their activity and claim particular
expertise in problem solving. These people usually have been certified
on thel basis of credentials to work in the area. Volunteérs are a
second major group and include many different peqple. During the
seventies, numbers of elderly and retired people became volunteers.,
Males dominated policy making boards as-volunteer leaders but females
provided most of the actual volunteer hours. However, there are
examples of teen age volunteers, working class males in large numbers
and a wide variety of persons in the Pontiac volunteer service network.
For example, FISH, a church sponsored emergency help service, has 500
volunteers that include all ages from 12 to 80, and all ethnic and
occupational groups. A third group of participants were created during
the seventies. These are volunteer staff coordinators who are paid to
organize volunteer services. In part, this group developed in response
to federal mandates for citizen participation, but in part, they '
reflected a growing preoccupation with community organization per se.
Volunteer coordinators are appointed or recruited on the basis of their
reputation for having community ties, as well as ‘expertise. We
identified twelve persons with this function in 1980.

‘

’o
.Leadership .

Evidence of leadership in the interorganizational network ‘would
include ‘initiating new projects or stopping particular projects. In
addition, network leaders are those organizations that bring the various
organizations together. In this connection, the Urban League is the
most influential black organization. Because the Urban League has
United Way’ support and a permanent staff, it serves as an anchoring
point for other volunteer black groups in the community. The Coalition
for Change gradually emerged during the decade as a focal organization
"to articulate political concerns of help providers. The Title I parents
advisory group served as the leader of black parents interested in
education and for most of the decade, was more influential than

. traditional school groups such as the PTA. Three churches were central

in the network: one black church that appealed to a large number of
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poor and working class black groups, a more prestigious elite church for
blacks and a Roman Catholic parish that sponsored the reform coalition.
In addition, the Episcopal and Presbyterian churches ‘provided
significant support to some helping groups, and the united churches
provided funds for helping projects. The YWCA initiated several new
programs, as did the Oakland-Livingston Human Services Agency, the
community action groups that evolved from the OEO of the sixties.
Finally, the United Way is crii}be in the helping network through-its
funding power. '

Coordinator/Facilitator

3 .

Several organizations tried to coordinate helping activities but
were largely unsuccessful. For example, the United Way tried to develop
a rationalized and effective program for funding, €he city tried to
coordinate programs through the developing of a Citizens Communitations
Council, and the churches through the Pontiac Ecumenical Migistry. In
addition there were efforts to set up volunteer coordinators, develop
central information and referral efforts, and create resource
information files. Some of these were done without any funding at all
(FISH), some as part of ongoing institutional activities (Social
Services) and some as special projects funded by a particular grant.

One constantly hears the comment that there is considerable
duplication and overlap in service provisions. Some groups believed

that existgng units were often unreceptive to their demands and a more
personalizeq service provider had to be provided.

The major factor in facilitating helping is that all the
organizations serve the same pool of clients. To some extent, these
organizations also compete for the same dollars and must justify their
activities as part of the funding process. Often this required .
statements of cooperation from other organizations.

Decision Making

»

Decision making in networks; is done on the basis of organizational
domains. These, in turn, reflect who will be helped, how help will be
given, and who will provide the help. Most decisions are made inside an
agency or organization with little &oncerr for others in the network.
Decisions are based. upon organizational criteria. Funding and political
considerations (usually translated in terms of special interest groups
such as ethnic groups, the elderly, or business) influence many

decisions; peer definitions of expertise are also important 1in decision
making.

Network Activities

;.

About once a year in some form or another there is a "let's work
together" meeting. This is usually discussed in terms of sharing
information or eliminating duplication. The United Way has established

»
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a budget priorities committee to determine allocations, and the City has
established a Citizens Communications Council to provide more systematic

coordination among organizations. Both efforts have had modest success.
. ' e

<

Network Mobilization

*

When an issue is defined as a problem, the network coalesces around
the issue. Thus, busing was defined as a community-wide problem, so
defined by the external pressure of the court-order. Social workers,
city hall, educators and unattached citizen volunteers worked together
to prevent violence in the early stages of busing. Another example of
network cooperation occurred in the deébate concerning the modernization
of Pontiac General Hospital. The Coalition for Change made his a
community issue. ' '

, On the other hand, issues that appéar to.have far-reaching impact on
community services can also be dismissed within the network. For
example, closing Clinton Valley Center has elicited little network,
concern although it has enormous implications for client demands for
community services. Probably this is because the hospital is directly
controlled by the State. To date there has been almgst no united
network outcry about funding cuts. Instead one finds "I'll save my
agency'' mentality.

-
Sub-Ne tworks

There is a black helping network composed of black service groups,
churches and the Urban League. In addition, an inter-racial woman's
group associated with the YWCA has concentrated on some issues affecti
women. Another woman's network--primarily white--provides general
purpose.counseling to. some and is distinct from the Y network. In
addition, a stable bi-racial volunteer network, composed primarily of
middle class church goers and older retired persons serves FISH and
church service activities. Several networks evolve as a result of a
particular problem: the old persons network, the offender network
(includes Offender Restoration, volunteering at the county jail,
probation, youth assistance, substance abuse) and a youth network*€twith
limited school input). Finally, there is a health network of outreich

=

groups (visiting nurses, special information groups (cancer, heart)\and
homemakers. This also operates closely with the institutional health,
providers: clinics, dentistry, hospitals and the informal unstructured
resources of families, neighbors and friends as described by Warren.

The Work of Nets

The function of the interarganizational informal helping network is
to exchange information about what organizations are doing. In this
way, it helps preserve the autonomous domain of the helping groups,
constrains some competition, and indirectly leads to forms of minimal
®oordination. On occasion, the organizations can become the voice of
the community trying to defend community interests against outsiders. "\

{
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(county, state). Through informal negotiation'about domain priorities,
there can also be some decision making concerning who will seek grants.

One of the most important funcgions of the informal
interorganizational helping network is to define problems in the
community. The impact of this can be seen in school and community
relations. Because the school defines its problems as academic and
outside the formal {hterorganizational helping network, it is the least
affected by community definitions. School personnel can remain apart
from helping problems. in effect, this means that middle class teachers
and administratogs are not corfronted with the concermns of poverty and
family life that dominate the lives of many residents of Pontiac. At
the same time, Sarason (1979) points out that schools canmot call upon
community résources to help educators deal with some of the social
problems confronting students.

The Future of the Network

.

Due to restricted state and federal funds, and bitter competition
for money, the helping network will shrink dramatically in the next few
years. It will become more YTocally oriented, utilize more volunteers,
and perhaps its coordinating functions will increase as each 2
organization fights to retain control over its domain. However, unless

.' there are mechanisms to&require coordination, this is unlikely to take
place. .

Significance of the Study for Network Research

The concept of network is particularly useful in describing the
helping interorganizational field because it articulates the abstract
nature of existing interorganizational relationships. Most of the
professionals working in helping agencies do not consciously think of
their associations as a network. Rather, the metwork is viewed ‘as
almost a latent association; it is not consciously recognized. There
are few visible coordinating mechanisms between organizations, SO that
the network researcher must infer the network from a variety of :

’ sources. Building coalitions among organizations, OrT in the popular
sense of "hetworking,"” has proven difficult in the helping field because
participants are not aware of the shared field. As long as the
environment is stable, the organizations can operate reasonably well on
the basis of.domain consensus. T

Summar

This was our first effort at "mapping' the interorganizational
network in Pomtiac. We did find the school removed from the helping
interorganizational network. Except for specific linking professionals,
the school domain was even separated from the children's helping
' network. On the other hand, data from the social resources inventory
(See: "§chool-Community Relations") show that school employees, as
individuals, are active in church youth groups, scouts and other youth
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assotiations. This suggests that school personnel, formally and
informally, are reluctant to deal with troubled youth, but are o
comfortable working with youth in preventing problems. We conclude that
the definition of the school's domain by both persons inside and outside
is that of a specialized organization that is not thought of as f
providing helping services.

~r

g ' COALITION FOR COMMUNITY CHANGE *

The Coalition for Community Change was interesting because the
association's leadership had‘; strong ideof%gical bond. Membership in
the inner Petwork was based mpch upon cognitive association as upon
official program objectives. TQ; official coalition tried to create a
formal association of organizatiq&s, but actually built a network of
local groups that came .to be identified as ''the grass roots network." .

All interviews were conducted by Sharon Howell, who had been active
as a meﬁber of the coalition before joining Oakland University as a
faculty member. She continued her activities as a participant observer
for another year. In addition to interviews, material on the coalition
was also developed from newspaper files, reports, and inte;vieﬁs with

]

those familiar with the coalition but not members.dé the association.

>

The coalition network provided an opportunity to study networks as they
changed over time.

This study consists of an organizational network - those
‘organizations that worked with@the coalition - 4nd a personal network -

. ., » »
the inner network mentioned above.

*fictional name
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History ) -

The history of the coalition is complex. It is made up of the
§mall, mundane and intensely local issues that mark the life of
countless such community action groups across the nation. Small
victories over impassive bureaucrats, arguments with unresponsive
landlords about peeling paint and leaking faucets, noisy demonstrations
at city hall and scrambling for money and supplies circumscribe their

constant battles with local heroes and villains. T

Within these daily incidents and issues emerges the subtle shifting

- of the power relationships undergirding the political process in

Pontiac. For the development of the coalition over the last decade

documents the entrance of a new political foxce in decisren making in

the city -- the 'voice of the grass roots." However imperfectly the
coalition may represent that voice, that it should be heard and taken
into account cannot be denied. This voice has been characterized in a
number of ways: to some it is the voice of "liars"; to others, of

"manipulators" or ''Marxists'; and to still others, of 'concerned
4

" Christians." . .

w .

It is particularly ironic, then, that official recognition of the
coalition as a voice'of the grass roots comes &t the very time when the
coalitipn’is moving further and further away from its original ~
configuration as a loose collection of citizens, churches and ssocial®
organizations. Its strategie of confrontation politics have given way
to quiet meetings with members ‘of the city administration. Rather than
storming council chambers demanding to be heatd, the coalition is now
routinely consulted as city officials formulate plans and policies.
Members of the organizatior who orice spent their days canvassing
neighborhoods now spend their time writing grant applications and :
‘complhin M1've become nothing but an administrator."

The coalition was faunded in 1976 at its first annual convention.
However, its membership and activities can clearly be traced to the
turbuTence and political activity of thé late 1960s and early 1970s.
The-initial leadership and idea came from an interdenominatinal group,
the Concerned Clergy, formed by ministers who thought that the function
of the church should be to "bridge -the gap' between blacks and whites
and "unite" people. They began to meet on a monthly basis to talk about
community issues and hear outside speakers. In 197N after the violence
of bysing, the clergy decided they could play an important role in
calming racial fears by riding the buses. Black and white ministers,
Protestant and Catholic dressed in theif clerical garb did this. The
presence of the clergy in such a visible way was thought to be a key
element in keeping the viglence to a minimum. :

) Several of the members argued that the group should play a more
sustained and consistent role in social action. Essentially, they

claimed that unless fundamental changes were carefully thought out, the
clergy would constantly be put in the position of reacting to explosive

~
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v ®
and devisive 1issues.

This pressure for social action was intensified by another community
i, group, VOCAL, also organized to "do something other than talk." VOCAL
found its membership (in many cases overlapping with the clergy) pulling
in two directions, one for social service activity, and the other toward
militant action. i ,
The demand for militant action was seen as .the extension of
Christian responsibility. A new group, the Pontiac Ministers United
) (PMU), combined a commitment to social action with religious ‘
obligation., Their initial purpose statement reveals the peculiar blend
of activist rhetoric and a religion. ' N p

We believe that the Church has a mandate to be advocates for
the poor and powerless. The Pontiac Ministers United
understands itself to be a mission of the Church. It is a
unique component of the Church, different than the parish
ministry, yet at the same time, Pontiac Ministers United could
not survive without the parishes. It is also true that Pontiac
Ministers United is an opportunity for the.Church to act out
demands of the Gospel, and to make the life and mission of our
local churches more real and more effective in its attempt to
be a power for reconciliation and rédemption. The Church has ' .
preached the Gospel in Pontiac for generations and people still
do not believe in themselves, and continue to live in a ’
condition of hopelessness. It is clear that we must find new
ways to preach and act. 4 '

\ Unpublished document, PEM,:@1973 -

. % . .

But by 1975, a tension mounted within PMU. The uneasy alliance of
social action and religious obligations began to crumble. Some
ministers felt that_social.action, rather than "preaching the gospel,"
had become the focus of the group. In addition, lﬁaders were becoming
increasingly vocal and visible in the commun%py, giving the group a
"radical image." 3

Mo

The group was especially divided over the hospital .
issue. They would either have to dissolve or disassociate themselves
with the Citizens Coalition on the Hospital, a group opposed to the
hospital board's decision to relocate Pontiac General Hospital. After
the "hospital issue," the Pontiac Citizens Coalition became an :
independent entity, although it still shared membership and staff with
Pontiac Ministers United.

-

. -

Hospital Issue

Virtually every member of the coalition regards the "hospital issue"

as the most important activity of the coalition. « The major ‘theme of the .
coalition was that citizens had been excluded from the decision-making
I process. Their real concern was with citizens' input and community .

discussion: essentially, the hospital was the first issue around which
the coalition put-forward what was to remain its central theme--it is

N
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not the decision that matters, as much as the process by which the
decision is made. More specifically, that process should indlude the
"average" citizen, those "left out.'" This idea was especially important
in Pontiac, as the idea of decisions being "forced on people" was a
theme that ran through the busing controversy.

A

In order to carry out the cahpaign against the hospital board's

decision, the coalition depended on the tactics of confrontation and .

conflict. Hospital board meetings and city commi-ssion meetings were
packed with coalition members. These meetings were described as .
"emotion packed" and "hostile," with the coalition characterized as
mostly black and the "best organized" of citizen groups (0akland Press,
November 1975). During this struggle, many of the main actors in the
coalition became identified. Most of the public statements and position
were put forward by blacks. Despite the prevalence of blacks in the
role of spokespersons, three white men were considered to be
orchestrating the conflict. The identification of these men-with the
coalition was so strong that a year after the controversy, the
Pontiac-Waterford Times-Tan a story complaining about the lack of
progress on the renovation of the hospital and charged that the problem
was all because these three had 'decided that.they didn't want to build
the hospital according to the methods proposed by the trustees"
(December’1976). :

—

Vindication-~We Are Not Racist

To the members of the coalition, the hospital controversy has
achieved the status of myth or legend. It is universally recounted by
members as an example of the. power and influence of the coalition.
Interestingly, in the recounting of the fight, the victory is not that
the coalition "stopped" the move of the hospital outside of Pontiac,
rather, it is pointed to as the example that blacks and whites were able
to work together for the common good of the city. Several people
recount the story of coalition meeting after coalition meeting where two
main.antagonists from desegregation worked together: one black woman,
pro-busing, and one white woman, anti-busing. . :

During this controversy, the coalition forged a broad network with
indistinct boundaries. Actual membership in the coalition was over one
hundred people, cutting across racial and class lines. The coalition
was able to mobilize anywhere from fifty to two hundred people to attend
city meetings; to collecg, first 1,800 signatures and then 2,000. The
network had an inner coMPof three white males, surrounded by a more
visible ring of blacks (predominantly men) who did most of the public
speaking ané acting.” From these two concentric rings, the coalition was
able to reach in two very distinct directions. The inner circle of
white men brought a variety of skills in organizing, as well as outside
organizational ties to the group, such as the Campaign for Human
Development, the UAW, the archdiocese, and the National Peoples
Action. The second layer of blacks had additional networks into the
black community through black churches, workers in the hospital, and
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neighbors. It was this combination which then attrdcted the third layer
of white liberals and white churches.

The effect of the coalition was an image of blacks and whites .
working together. By the founding convention in 1976, the coalition was
established as an important force to be reckoned with inside the city.

Hous ing . 1

Organizational network ties shifted from neighborhood and church to
broader base. The coalition, especially the.paid staff, began to
participate in, programs such as the anti-redlining came;fgn and bank
monitoring spohsored by Michigan‘Housing. B

In the spring of 1978, however, the coalition returned to the center
of controversy in Pontiac by challenging the establishment of %he
Downtown Development Authority. Members were ‘fearful that downtown
redevelopment would draw attention away from housing. In addition, the
formation of the Downtown Development Authority drew heavily on the
business "establishment"” and excluded the ''poor" and the '"powerless."

In May, the coalition announced a- petition drive to have a city-wide

referendum on the creation of the Downtown Development Authority. This

brought the coalition into open conflict with C. Don Davidson and The
Pontiac-Waterford Times,,a prime mover behind the redevelopment of '
Pontiac. He launched an attack on the coalition and its tactics,

claiming that the coalition was not really representative of the

citizens. He used such phrases as 'local pressure group that uses the .

name Pontiac Coalition for Change,' "so-called Citizens Coalition," a

"Political Presssure Group, liberally oriented which ostensibly grew out

opposition as lacking intelligence: '"Thought they were more
intelligent," and "Leaders fail to comprehend the importance of the
project." Finally, he argued that those citizens who would sign such a
petition were misled: ''Duped, the pawns in the latest power play." As
the controversy continued to accelerate, the new city manager, Phil
Mastin, entéred the picture.

Mastin was a close personal friend of C. Don Davidson and also had
strong ties to the UAW and the Democratic party (ties shared by many
members of the coalition). He initiated an "open door policy" in an
attempt to bring the two sides together. Perhaps his most dramatic
gesture was to invite the leaders of the coalition to his home to talk
and give them his personal pledge that housing would continue to be a
major concern. As a result of this initial meeting with Mastin, the
Coalition agreed to stop its petition drive (privately it doubted it
could'carry ouf the drive successfully, but the intensity of the
opposition showed they had no sense of this) for a commitment that
housing would have a high priority. With this commitment efforts were ‘
abandoned to stop the Downtown Development Authority and to redirect
city funds. The coalition began to establish its own housing programs.

Much of the impetus for thig change in strategy came from thg National ‘

A
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People's Action group (which saw the government funding drying up) as
well as from Mastin who was anxious to circumvent.the rigid Community
Development Department within the city.

In the course of these events, the definition of the Pproblem of
housing changed dramatically for the ¢oalition. In the mid-1970s, the
"housing problem'" was very vivid and concrete: porches needed to be
fixed, threatening letters from the bank had to be answered, there were
unfulfilled promises from the city, and there was a need for local home
repairs rather than 'window dressing' in the downtown area. By 1980,
the problem had lost the texture of individual complaints about slowness
and the ineptitude of government bureaucracies. Instead, housing issues
had been translated into the Neighborhood Improvement Project. The
change in the rhetoric from the initial concerns of the coalition to the
summary report on housing published in August of 1980 is striking and
reveals the shifting conceptualization of the coalition's perspective.
For instance the original purpose statement of the coalition illustrates
the initial emphasis on poverty and power: \

. . . it is obviously the poor and the powerless who cannot
escape; thetefore, the burden of changing the direction of
Pontiac, if not the responsibility, must lie with them. It is
the poor and the powerless who must find the kind of
organization that can help them control the physical and social
deterioration of their city. They are also the people with the
least status, the least political influence, and the least
financial power with which to make that change happen/

alt is our belief that the development of a strong organization
encompassing the many factions for the lean, black and poor
white communities of Pontiac, and controlled by them, is the
best tool available to those who hope to restore strength to a
divided and depressed community.

The concern for the "poor" and for people organizing to change their
own lives 'has become replaced by a concern for the creation of a
"planning process'--poverty and powerlessness have disappeared as a
focus of the problem instead, the goal is "to ‘improve as economically
feasible the physical condition and safety of the existing housing
units." Thus, housing illustrates more and more an abstraction of the
problem, away from the very real concerns of the citizens to a concern
for "planning."

.

N

Location in the Interorganizational Field

The coalition exists in an organizational field populated with
friends and enemies. There are few natural relationships. At its —
inception, the PCC was firmly anchored to the religious community both
within Pontiac and the metropolitan area. The initial membership
identified .with religious organizations, and funding came from major
teligious denominations: the Roman Catholic Archdiocese of Detroit, the

< .. ) e »
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Detroit Conference of the United Methodist Church which provided the
major support, the Michigan Synod of the Lutheran Church of America and
the Episcopal Diocese of Detroit. Metropolitan church ties were
augmented at the local level by Pontiac churches including most of the
smaller black congregations.

-
\Jﬁ Along with the churches, the coalition has ties with social service
agencies and non-profit organizations concerned with social issues.
‘Ties are closest with those organizations the coalition judges to be
action oriented or ''progressives" Thus, the YWCA, Women's Survival
Center, NAACP, and the Lighthouse are most frequently referred to as
friendly organizations. A weaker affiliation 1s assumed with more
"conservative' social agencies such'as the YMCA, the Urban League and
other traditional service organizations,

COALITION FOR CHANGE - INTERORGANIZATIONAL NETWORK

Clerg% United

Clty . . JMetropolitan
Administration ; ‘ - — “.Churches
) & \X
* Social Services Schools ' Economic Sector

X = individual block clubs, Latino citizen groups and small black organizations

Y

1980
I
: R [ 1
- Cler United :
/ N S o
Metropolitan COALITION LEADERSHIP .
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Y2 P Lighthouse ~ Credit Union‘QT“"""“)CITY ADMINISTRATION
o~ =i a{ - /r AN I‘V'-\w\
g 4 194 \A."'\ .
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Over the decade the antagonism betwéen the city administration and
the coalition has turned into.an uneasy partnership. The coalition now
.receives funding from.the Community Development Department and is cited
_on official city grant applications as an important group. Three
members of the coalition, one of them the president, now hold positions
as city commissioners. While the tie with the city commission has
become much stronger, city administrators are universally viewed as "the
enemy." ‘

Ties to the financial community are complex. The coalition has
almost no direct relationships with banks except in antagonistic ways.
It participated in the Detroit-based anti-redlining efforts which
embarrassed local banking interests, established the citizens' credit
union that competes with the local banks for depositors and has recently
succeeded in winning a contract from the MSHDA to administer mortgage
loans. Finally, it has moved to mobilize financial resources from
corporations outside local banks: J. L. Hudson Foundation and Mott
Foundation.

Like relationships with city hall, local media associations have
almost completely reversed themselves. Most of its coverage, however,
has been negative. More recently, the coalition is cast in a better
light and ifs members are now featured as a voice of community concern.

The coalition has loose ties with the UAW and the Democratic party.
Essentially these associations come about because of shared membership
and shared concerns on issues such as unemployment and utility hikes.

“The coalition allies itself with community action groups in Detroit
such as the Michigan Housing Commission, the Redlining Coalition, and
the Interfaith centers. Information is shared frequently. Likewise
national groups relate to the coalitions through the housing program and
the United Farm Workers. These national affiliations are maintained by
the leadership of the coalition, but resources from the organization go
to support them. The coalition approved office spdce and telephones for
farm workers organizing in Pontiac.

<
Official Purpose of the Coalition

- The official purpose has been quite clearly stated by the coalition
id its ‘constitution and in its applications for funding from various

sources. It is dedicated to "improving‘the quality of life" in Pontiac,
especially for the "poor'" and the 'powerless."

-

-

Its goal is to "develop a coalition between ethnic or community
groups and to challenge existing institutions as well as to develop
alternative structures to improve the lives.of those "left out" of the
decision-making process of the community. .
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The roles of the coalition as both the advocate and initiator of

alternative structures are accepted and understood throughout the _—

network.

Involvement and Recruitment of Members

Membership in the coalition is very indistinct. While there is &
formal membership list including major organizations and individuals in
the community, membership extends far beyond those who officially
affiliate., For participants in the nepwork, membership includes any
community figure or organization they identify as speaking for the
"poor" or those "left out." Thus membership is informally conferred
upon "fellow travelers.' Likewise, the importance of the precedent of
"l ikemindedness" for membership can be seen in the changing lineup of
friends and enemies. For example, the editor of one local newspaper, an
enemy since the inception of the coalition, has been transformed as
"friend" during the city manager and charter controversies. Likewise,
as he moved further and further away from the Downtown Development
Authority, the coalition included him in their camp, opposing ''outside"
money interests concerned only for profit.

~

In the opposite direction, a longtime coalition member and heroine
of the busing controversy has lately been referred to as acting
"funny.'" Her appearance at coalition meetings is viewed with suspicion .
as she has been articulating the city administration's view.

Membership, then, is as much an attitude as an action. It is
conferred on all those who are like-minded, .who oppose the city
administration ot who support the cause of the poor and ,the-minorities.

The initial membership of the coalition came almost exclusively from
the religious organizations within Pontiac. All of the early leaders

“were ministers or ex-priests and had ties not only with long-established

parishes in Pontiac, but with city Christian Service committees. These
service committees provided the bulk of the Original volunteers.

Membership was actively recruited thrdugh the churches and through
door-to-door canvassing by volunteers. Howewer, membership did not
experience any significant growth until the hospikal controversy, when
members of the hospital union who were also aqtive in the smaller black
churches that are characteristic of the Pontiag religious community
joined. Concerned over their jobs, as well as\the future of the
hospital, they turned to their ministers, who in called upon their
white colleagues to join them at citizens meetings. {rtually all .
members of the coalition who were ministers, priests and nuns began to

speak out independently on this issue, and this ized growth.

Membership was exceptionally diverse. A grawing group of young

professional black men and women #ho had becgmé politically active t '
during the busing cotftroversy also became iayolved. Racial and class

lines were transcended.
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As the hospital issue subsided, official membership dropped. Except |
for the core of activists (mostly with church affiliations) members
rarely attended meetings, but they maintained membership by considering
themselves in "support" of various community positions taken by the
coalition. ’

Since the New Charter drive, active membership has dwindled tb those
working directly on the credit union or on the housing projects.
Coalition leaders indicate they have neither the time nor the petsonnel
to do door-to-door recruiting as was done during the early formation.

As a result, recruitment is at a standstill and membership—remains
stable. Many people who do not attend‘meetlngs or participate directly
in coalition actions consider themselves to be members through
activities such as voting for the charter revision, supporting minority
candidates for offices and being on the “progressive“ side of local and
national issues. ?

Leadership

Since its beginning, the coalition has had black and white
leadership. In the first years, however, the leadership was primarily
offered by the white Catholic priest and Methodlst minister. _Although
the public spokespersons were often blacks, the real leadership and
direction came from these two men. As the coalltlon developed, two
black men, both ultimately elected county commissioners, became more and

smore central to the decision-making processes and to carrying out the
responsibilities of the coalition. By 1980 the leadership was
effectively shared by the executive director, who is a white, an
ex~priest, and a younger black man who has been the county commissioner
from Pontiac for four years. Both are paid staff members and are
closely supported by two volunteers effectively forming a leadership
core of four peOple two black and two white. This core is well
supported by an executive committee of about twenty people, most of whom
have been with the coalitionf{from its incéption. About 'six of the
twenty regularly attend meetings. :

Leadership is very nondirective and is exercised dlmost exclusively
in relation to the development of the housing project and the
functioning of the credit union. 2

Coalition - Leadership Network
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The executive director is clearly the public coordinator. He is the
official spokesperson and attends most citywide functions in his role as
a coalition member. Virtually all members, black and white indicate a

- great deal of trust in his judgment and decisions. An older white woman

" who hqs been secretary to the coalition and treasurer of the credit
union has also played a key role in facilitating the development of the

.coalition and in attracting outside resources. She has been
instrupental in developing grant proposals and in keeping the books for
the ch@it union. These administrative skills, coupled with her close

Coordinator, Facilitator

ties to many women, have helped provide much of the physical human
effort in carrying out the activities of the group. )

Decision Making

v

"levels. The "annual" conventions (they have held two in six years)

identify the major issues, and then the staff and executive board work

to meet these objectives. In actual functioning, most of the major v
decisions are made within the leadership in an informal core in an

informal way-~often in response to issues that emerge rapidly in the

community or a crisis within the functioning of the coalition, such as ‘
the decision by the church not to provide space for either the coalition

or Lighthouse.

’

1
|
|
|
|
|
\
|
|
|
Within the coalition, decision making happens on a number of ‘

All decisions of any public consequence are carefully couched within
the framework of '"this is what the community wants.'" For instance, the
coalition housing project has numerous steps for community input:
identification of the problems, surveys of needs of people in the area,
and public meetings to explain and "ratify' the steps the coalition will
take. While the actual level of community involvement is questionable, i
the commitment to this process is evident.

Network Activities .

The primary activities include information sharing and the
assessment of community events. Going to a public meeting to 'keep an
eye on things," speaking up at meetings, and supporting those who speak
up, are functions that the coalition sees for itself within the
community.

The coalition has also entered the political process through
petition drives, endofsing candidates and spearheading the charter
revision efforts. These activities required the mobilization“of large
segments of the population to attend meetings, to sign petitions, and
simply to get out the vote (no easy task given the city's record).

Y

Likewise the housing project has meant not only the securing of
funds, but the organizatjion and carrying out of neighborhood meetings
and surveys. The coalifion has members or supporters on virtually every

CERIC ¢ ) v
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major committee or decision-making body within the city. And like many
local groups, the coalition struggles to attract resources to keep
itself functioning. Over the last few years, most of the major staff
effort has gone into this activity. :

Sub Networks e

As a looselyhiggmed group, embracing attitudes as well as
activities, the coalition is repleat with subgroupings. The most
notable is the leadership core. These four individuals spend a great
deal of time together both as members of the coalition and in general
socializing. gy

A subgrouping of “women also emerges in informal contact and in
participation in the wider social service network. In meetings and
activities throughout the city they often function together--speaking
for the same concerns. The same is true for the younger black
professional group. While participating in many black~white
relationships, there a}so is a tightly knit group of the new political
and professional elite, some with radical or activist backgrounds who
have begun to come into prominence in the community. These individuals
meet socially as well as in professional settings and are clearly
developing a unified perspective on the activities of the city.

The Work of Nets

The coalition has become the voice of the grass roots community. To
the city government, it now serves as the official stamp of citizens'
input into local decisions. To the members, the coalition provides an
important identification with progressive and liberal issues, and for
many a place to practice their responsibilities of "Christian service,"
as it stands as a testament to the ability of the black and white
community in Pontiac to come together on issues.

Over the decade the coalition has been able to change both the
nature of decisions being made and the process by which they are made in
the city. Likewise, it has also been able to exert pressure to attract
resources for the development of neighborhoods through pressure on the
city. Any major community decision must now take into account the
coalition, .

Finally, the coalition has served as a source for what might be
considered the "loyal opposition.'" Members consider its very presence
as a constant antagonism to city department heads whose interests are
considered by those relating to the coalition to be at odds with the
people of the city. The coalition is seen as a voice that helps to keep
the city department heads under control by constantly speaking for those
who have no other voice.
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Significance of the Coalition for Change in the Interorganizatiohal Arena

The coalition was able to achieve stability in the inter-
organizational field over a perlod of time, in spite of the ebb and flow
of members around different issues. This was partly due to the network
of core leaders, and partly due to the strong links with the larger
black community network that was consolidating political power in,the
city. In the process, however, the coalition, as an organization,
displaced its original goals and substituted more serv1ce—or1entgd .
projects. This can be demonstrated by a comparison of the ini€ial.
resources in the organlzat10n~—churches and community groups, and?theﬂ
present set of resources--J.L. Hudson's Corporation and the city o R
Pontiac itself, ;

v
i

.

The Future of the Network ) 0 !

Ironically, this position of power in decision making has been
achieved at the time when the coalition itself is probably least in
touch with the broad grass roots support that coalesced during the
hospital issue. The executive director who was attracted to the
coalition because of its tommunity change orientation has decided to
resign early in 1982. Likewise, the church support, the source of the
most vital and committed membership has decreased, and the secondary
leadership has become prominent in various official political positions
throughout the city. As a result the coalition, despite its short-term
financial base from J.L. Hudson and Community Development, holds a dim
future as a citizens' group speaking for ''the poor and the powerless."

Significance of the Séudy for Network Research .

The coalition demopstrates how a stable internal network can exist
within a. larger shifting network. The leadership network was able to
bring individual and organizational role resources into the official
coalition structure that sustained the larger organlzatlon, and to
maintain the strength and stability of the inner network. In this
instance, the flow of trust among the leaders in the core network was
strong enough to form the nucleus of the larger structure.

Summarz

In tracing the evolution of the Coalition for Change from an
adversary to service~providing organization, we are able to observe the
boundaries of a network structure. The core network, held together by
shared ideological commitment, was able to change’significantly over a
period of time. After its separation from the original church group
(largely because this group could not shift dramatically) the network of
core leaders was able to make a significant change in the coalition's
direction while remaining intact itself. '

AY
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. THE PARENTS ADVISORY GROUP *

The Parents Advisory Group network study developed from our interest in

charting the interorganizatiomal network of the school. Obviously, PTA

. .

asqpciatiéns would be a significant part of this network. However, becausg of
desegregation and the growing political(influencé of black citdzens in
Pontiac, as well as the guidelines in federal programs that mandated citizen
participation, the Parents Advisory Gro;p played a significant part in school
ougreach aétivities. The more we learned about the Parents Advisory Group,
the more it seemed useful to approach school—commdnity reiations by examining’ )
some participants in this network.

We decided to concentrate upon the "area-wide” le?ders because they v
appeared to have more ianfluence on educational polit1;;: The data was ',
collected by interviews during the Spring/Summer 1980 and by interviews with
key community leaders throughout 1979 and 1981. In addition, we reviewed

grant applications and some evaluation reports on the program monitored by the

Parents Advisory Group. '

History

</ -,

When supplemental federal educational funding became available during the
sixties, it was obvious to both administrators in the school district and
black community leaders that Pontiac would be eligible for some of the_ funds
on the basis of poverty and disadvantaged populations. The core Hetwork of
leaders in the program cousisted of district administrators and pareats
already working in the schoel system as teacher aides, and black leaders who
were engaged in the community controversies preceding the desegregation court
order. As a result, the Parents Advisory Group had strong links into_local
black organizations. Many of the original leaders are still active in the
Advisory Group today. The core network has not changed significantly an

Y
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remains influential.in determiging the direction of the local program. With'
the exception of the principal/leader, most of the core leaders in the
district network werg or becamp employed by the district.

When funds for bi—lingual programs became available, efforts were made to
include Hispanic parents. However, there has been an unédasy relationship in
some ways between black and latino parents, largely because the original
founding parents were black, and the latinos were outside the core group.
This breech has been reduced in recent years.

Originally there was hostility betweenr the leadership network and the
district administrators. Parents describe hostile experiences with school
principals when they originally visited individual buildings, and some white
central administrators (pefore the Court order) did not wélcome thelr
outspoken criticisms of the district. However, as time passed and the
operation of advisory groups became a familiar aspect of federal programs, and
as desegregation was implemented, some of this hostility decreased. What the
leadership network provided, over a period of time, was a stable mechanism for
guaranteeing required parent involvement. \ ’

Location in the- Interorganizational Field

The Parent's Advisory Committee is located centrally in the school's
orbit. The core leaders in the network have direct ties to school board
members and to the school superintendent and key administrators. Because of
strong ties to black community groups, the core leaders are influential in
other community areas as well and can be identified in other community
se€ttings. Their influence is filtered throughout both school and cofmmunity
politics. Along with the Coalition for Change (many are members of both) they
made themselves integral factors in the local grass roots network.

Official Purpose o

The official purpose of the group is to monitor,-advise and assist in a
special federal program in the school district. Parent participation is
essential if the program is‘'to continue. The official goal of parent.
involvement in the, program is to improve academic achievement among

disadvantaged students.

-

Involvement and Recruitment of Members

Originally the core members of the network self-selected themselves to
some degree as representatives of black parents. Principals in individual
schools also selectdd some other participants. The base of power of the core
network tecs been the ability to get sufficient numbers of minority parents
out .for programs. In other words, they can "deliver” the citizens required by
law for funding and allow the distritt to demonstrate parent involvement in
the programs. Mobilization is accomplished by using the resources of the
program (access to jobs, conferences, information) judiciously. The core




' I1I-49
@

.

"members also maintain control by by-passing parents who criticize the
leadership of the programs or do not work well with the core leadership. As a
result the standard for membership determined by the network core went beyond
that of being black or poor.

The Parents' Advisory Group was perceived, justly or not, as a black
parents' group, and the PTA as a white group. Although the divisions were
bdurred by the late seventies, the perception made the group highly political.
Over the course of time, the leadership network was able to obtain considerable
powet . For one reason, at the local level,the complexities of federal policies
were baffling and confusing to citizens. Furthermore, they changed rapidly.
Information about eligibility, reporting, and evaluation were difficult for
many pérents to comprehend, especially the subtle shifts in emphasis in some
of the changes. This made the expertise of the leadership network particularly
iﬁportant.Tb~v served as local translators and interpreters.

Because the leadership.metwork learned about various federal programs
and job opportunities available to low-income blacks, they were able to
take advantage of these to improve their own status and to help friends.
Other parents resented this and some called the group an employment agency.-
The resentment reflected both the high rate of unemployment in Pontiac, and
the recognition that the program gave the leadership network.politica¥

‘ power through the use of information as a resource.

4

One of our dif ficulties in studying the group was that the core leadership
constituted a tight-knit clique, with "in-group’ and "out—~group' status
attached to different sets of participants. Quest ions asking for information
about the leadership metwork were perceived as threatening, and we'could not

pursue the matter as far as we thought{ necessary.

]
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" Leadership

The most important leader is a noted black woman activist in the
community. She has successfully used the Parents Advisory Group to form a
political block from which she has been able to wield considerable influence
in school politics. In a district heavily dependent on federal dollars, as
well as experiencing tension in race relations prior to desegregation, the
Advisory Parents were able to become the "official” black citizens in the eyes
of the school administrators. In the early days of the civil rights struggle,
this woman was able to articulate what blacks felt about conditioms in the
schools, and earned the respect. of blacks in the community. Her base of
leadership rested upon legitimate concern for black interests. In subsequent
years, she has been able to use the network as a basis for influencing ogher
decisions in the schools in a manner similar to that or urban politicians.at
the turn of the ceatury. She was both feamed by whites because of her
agressive defense of black rights and admired by blacks. By. the end of the' -
. decade, however, largely because of desegregation, she was operating within a !
much more divided black community. She is still considered a staunch advocate ‘

N
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of the schools, and with the selection of.a black superintendent and several

ack school board mémbers (she is credited with helping- these people become
elected) she is row an advocate of the system, rather than an adversary. The
core leadership in her network still maintains dominant influence over the
Advisory Group's activities. This loyal group of black females has had
congiderable impact on the selection of the program administrator, who also
listens tg their gpinions.
Throughout the decade members of the network have served as officers of
the Advisory Group. The secretary has held that position since the program
began. The chair has been in charge for ten years. There 1is an "in” group of
parents in the ne k and an "out” group of parents who participate in the
programs. marginally. Originally the group was all black, but in recent years,
as the group developed a more service role and replaced its original adversary
stance against the school district, white and Hispanic parents have been .
invited to participate more actively.

D

~

INFLUENTIAL DECISION MAKING IN THE PARENTS' ADVISORY GROUP
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Sarents active in the group program are not part of the core leadership
network and have changed in composition during the history of the program.

-

Coordinator or Facilitator

The school administrator in charge of the program works closely with the
chair. As a result, all decisions are coordinated directly. He réports to.
the district's Community Relations Director who is dependent on the Parents
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Advisory Group for support to guarantee parental partiéipation. The bottom
line for all parties is to make sure that the federal dollars continue to come
in to support the educational programs that they believe important. This
leads to considerable gressuriffo work together closely.

Decision Making

-

At the local level, the advisory committee makes most decisions. This is
dominated by the core network. Decisions must respond, however, to federal
and state guidelines, so that local discretion is reduced. Those areas in
which the network has the most influence are related to ‘programs of parent
training, advisory group meetings, and shared decision making with
administrators over equipment purchases.

Voo

. Meetings and conferences are important activities. The latter are thought
desirable to attend, especially by poor pareuts. Thus, invitations are a
"plum.” At meetings, food is served (a source of ¢ontention with the more
traditional PTA). In addition, the network has helped initiate a national
organization concerned with parent involvement that has brought nat%onal
prestige to the community and again provides several attractive incentives for
the core to use in encouragiﬁ? parental participation. The group monitors the
federal programs, although actual control is in the hands of district
administrators. Because of the legal status of their mandate and the need to
involve black parents in school programs, the network is quite powerful. In
recent years they have been strong community advocates for the millage.

Activities

Resource Mobilization

-~ \

N Because of close ties to black community organization and access to
parents (especially mothers), the core network 1s able to organize parents to
participate in programs. They also cooperate or not with other volunteer
groups in the community, and use this decision making as a resource. White
administrators are pleased to have an organized black group with whom they can
work closely. An important resource of the network is influencipg job
decigsions within the district. . o~

r

Sub-Networks .
A small group of disenchanted white parents formed a rival organizaton
that has not gained too much influence. For many years there was also some
tension between the PTA and the Advisory Group. However, as the Advisory
Group became more service oriented and as the financial crisis of the schools
worsened, the groups began to work together. Parents interviewed outside the
network-were reluctant to give the names of those who opposed the network

leaders because they believed this would antagonize the leadership network.

\
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The Work of Nets

The Advisory Group provided an internal operating base from which a
network of black parents has been able to influence the public school system
in the district. It became a critical factor in securing administrative
positions for blacks working in the district and to help black parents gain
jobs in other capacities. Moreover, it has provided black children with
access to some of the ‘benefits of the federal funds in compensentory programs,
and just as importantly, given the core network some bargaining tools to use
for political favors. Although the official purpose of mandated parents'
advisory groups was to monitor programs, such groups are able to gain
information about schools and this inFformation has proven to be a valuable
resource. As the parents network became more successful, it became an
advocate and service group rather than strictly an adversary and monispring
group. In so doing, the social distance between the inner leadership network
and Some other parents not in the network, increased.

Although not intended, the network played a key role in the desegregation
of the district because it provided .an internal power base for blacks.

The Future of the Network :

As federal funding for education decreases, the leadership network has
fewer rewards to distribute. They are now viewed as “part of the system” and
in a sense, represent another arm of the black political base within the
district. Combined with the influence of black voters who select black school
board members and high ranking black central administrators, the .network has
become a significant component of the existing school-community structure. In
the future, the leadership network could be challenged by Latino parents or
others outside the leadership network because the leadership metwork has
become so closely identified with official :school operatlons-

(.

Significance of the Study for Network Research

The network illustrates how micro structures relate to macro structures.
In this case the network was tight-knit and cohesive, providing leadership to
a larger, amorphous organization. Because the leadership elite cgntrolled
information closely, we infered interaction patterns, but we could not develop
recipe knowledge. In the absence of trust between researchers and subjects it
is virtually impossible to obtain this data except through participant )
observation.

Summary

The leadership network is a small network of 6~8 individuals operating
"within a larger, formal organizational structure. At the same time, the
members of the leadership network had ties that moved out into the larger
black grass roots network. Over time, the leadership network could use their’
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positions in the advisory group as a base from which they could influence some
aspects of school activities, and relate their information to other black
goals wihin the community. Wheh there was a gradual transfer of political
leadership to some blacks in the community and the school district, this
network provided a home base from which internal parent support could be
developed.

If such a description sounds like a battlefield operation in which a small
core establishes a fringe bunker in unfriendly terrain, the analogy is not
altogether far-fetched. Desegregation required a redefinition of social
relationships within a complex organizational framework known as a school
district. Blacks had to find ways in which they could gain some influence and
power to renegotiate social relationships. The leadership core network was
able to use their strategic location as part of compensatory educational
funding to secure a "beachead”, and then by careful distribution of rewards
and consolidating fndividual influence into united political power, it was
possible to.develop significant influence within the school district. Such a

'process is probably as old as recorded politics. It makes it possible for
existing structures to modify and change slowly, opens up the opportunities
for co-opting opposition, and is the essence of “"reform” activities.

RECIPES

- *

In our view recipes provide evidence of trust in a network. In voluntary
.
networks, trust is a critical component of network flow. A recipe is a
. -

statement that explains a series of other statements drawn from our data. No
one specifically articulates a recipe as we phrase it, but the logic of the
recipe rests upon meanings found in other statements within the overall
structure of a conversation. Recipes refer to “deep” structure as opposed to

surface structure (Geertz) and must be understood in light of the total

context of meaning rather than the individual statement. Trust is generated

<
from two sources: one is ongoing observation and participation in events and

activities and the other is the recognition of shared perspectives. Recipes

~
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are essential in examining the shared perspectives. It is these that provide
for understanding of the world, and when linked ;o social relationships,
provide the social reality of phenomena.

!J;z have argued that recipes function in three ways: to provide an o
explanation for phenomena, to eva%uate what exists, and to give a prescription
or direction for action. Although recipes are tied to networks to some
degree, not all recipes are network specific. However, recipes are important
in locating the boundaries of the network, especially in voluntary
association, ng%use some recipes must be shared by members of the network for
trust to be established. : \ \ ,

Finally, recipes are 1nternai1y consistent although they may be
contradictory across the community. What usually happens is that different
networks give a particular focus or saliency to different parts of the
recipe. Shared recipes suggest the presence of trust. Thus, recipes are
also important in bringing coherence to the network, as well as providing the
mechanisms for generating trust. Since facilitating the flow of trust in
network canals is an important “"work” of nets, recipes are suggestive of how
the network operates.

Exampies of community-wide rec}pes are as follows:

Recipe: . Everything would be fine if citizens participated in community
decisions.
Assumptions: Citizen involvement in decision making is good. Decisions

~

’ made without citizen involvement harm some members of the

community.

People would un&erstand decisions more if they were involved

in kabng them.
'\\

~

Y
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People would bear the negative effects of decisions in their

personal lives if they were part of the decision making process.

Recipe Functions:

Explanation:

Evaluation:

Prescription:

Recipe:,

Assumgtions:

The reason why the school millage fails is that not many
persons are 1nvolved in school decision making.

There is a negative evaluati&n of school ad@inistrators because
citizen involvement has not been effectively stimulated:

Get people involved; make school administrators deal with

»
citizen involvement.

The major problem with Pontiac is its image.

What is good in Pontiac isn't reported in the media or
generally is not well known.

Our problems are never as bad as they are made out to be.

If people knew the reélity; they would think better of Pontiae.

There are not really difficult and unsolvable problems.

Recipe Functions:

Explanation:

Evaluation:

Prescription:

The\reason why Pontiac,ﬁeeded the Superbowl was to show its
positive features.

If people see Pontiac, they will realize how good a community
it is.

Tell the good things about Pontiac; get people to know the

community, don't report the negative.




Recipe:
Assdﬁgtions:
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Only people who live in Pontiac really care about the community.
Outsidérs are out for their own gain.

Residents have a vested interest and know what is needed for

the good of the community.

Residents are more involved in community affairs.

Recipe Functious:

Explanation:

Evaluation:

Prescription:

Recipe:

Assumption:

putsiders and "experts” are to be distrusted because they
really do not care about Pontiac.

What an insider says is more likely to be true, especially if
the insider has a record of involvement.

Residency requirements should be put in place for ﬁllntop

positions in the community. .

Everyone has hidden agendas in Pontiac.
There are’competing factions that are trying to make gains.

Personal interests and private gains are to be achieved in

Pontiac.

-

Being straightforward is dangerous.

Recipe Functions:

Explanation;
Evaluation:

Prescription:

Find out what people are up to in order to interpret events. ’

Always be suspect of overtures, situations, and actors.

~

Check your facts -- use your networks for information, Keep

you eve to the ground and only trust what yousee.
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Recipe: If people would only work together, Pontiac would succeed.
"Assumptions: The basic problem is that people work at cross purposes.

All activities with a broad base of support are good;
controversy is bad. A good leader can bring people. together.

Recipe Functions:

) Explanation: The amount of support explains why community events work or
don't work. -
Evaluation: The reason why so many events fail in Pontiac is that nothing

brings groups together.
Prescription: Bring representative groups and persons tdgether to achieve

unity.

°

Discussion N . ?/\\\
11

. The test of a recipe is that it is possible to predict what wi be' gaid
on the basis of recipe knowledge. Again, we developed recipes from systematic
analyses of statements in our interview data, but in everyday life, people who

know each other "know" the recipes they share unconsciously. They “"know" how

their friends think and gcan anticipate what will be said. As a result, social

interaction is familiar and not g%reatening: actors "knod" what to expect and
can be prepared for the reactions of others.

Many recipes age shared within a culture, but the difference Between
segments of the culture, and within groups and networks, functions to provide
boundaries around the unit. For example, both Ehe Coalition ﬁor Change and

tWe sorority are anxious to stimulate black leadership, but a comparison of

. the recipes expressed within the network suggests that they differ

considerably upon how to achieve this end.
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Comparison of Recipes from the Sorority and the Coalition

»

Coalition

Recipe:

Assumptions:

All decisions in the city could be made with input from the
poor powerless, nonwhite citizens.

A ruling elite makes community decisions based upon‘their
private interests. .

Because Pontiac is poor, a large number of residents have no

voice in decision making.

‘Blacks and latinos are especially overlooked in community

decision making.

Recipe Functions:

Explanation:

/

Evaluation:

Prescription:

Sorority

Recipe:

Assumptions:

The coalition can provide a mechanism to insist upon grass .
roots input.

The success of ;he coalition in the hospital struggle was )6§ed

on developing the power of the powerless.

Protest any decision made without community input even if this

disrupts the program. (e.g. Downtown Development.)

Improvement and changes come about through individual effort.
Black women can imprové themselves by working hard.

Education is the key to advancement.

Recipe Functions: , .

Explanation:

Evaluation:

)

As black women professionals we can help other young women. - ‘

-
We have succeeded and others can also.
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Prescription: Help young women obtain a good educatieon. Education must be

supported.
. Coalition
Recipe: Blacks shgfild be in highly visible ieadership positions.
L
Assumptions: When blacks are visible, it is a sign to the community that

»

pluralistic leadership can exist.

Recipe Functions: \\\\\ >

Explanation: If blacks are in legdership roles, they can develop strong
power bases in the ;;Eh nit{.

Evaluation: Black leaders have achi::;E\gféood measure of visibility and

power. in the community through the efforts of the coalition.
Prescription: White coalition leaders should remain in the background and

promote local blacks.

Sorority

Recipe: Individuals have a moral obligation to promote change.

Ass&hgtions: Individuals can accomplish a good deal on their own if given

opportunities.

-

Successful persons have a moral obligation to assist™ others.

~
- 3

Recipe Functions:

Explanation: Education’and a good family have made it possible for blacks to

’ .
[
assume leadership roles.-

Evaluation: Throughout the community sorority sisters have achieved

influence.
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Prescription: The sorority is not a group meeting together to socialize. We
S
work hard for good causes.

In sum, the coalition sees changes from political pressure, by having
blacks in leadership positions and by challenging existing decision makers.
The sorority believes that blacks advance through individual effort, largely

through education.

N

Many recipes are in the form of maxims based upon convential wisdom. Like

proverbs, one can almost always make 4 case for their opposites as easily as a

’

justification for their logic. Yet, interpreting statements ih interviews by
using recipes helps to define the cognitive borders of a network. Within a

network, certain recipes are more salient than others. This can be

}
empirically determined by counting references to the recipe. Saliency also

depends upon the structure of the network, its reason for being and its

p) »

function for both those who are a part of the netwqu and for identification

»

by those not in’ the network.

4

Trust .and Recipes . \
One important funE{ion of social networks is to generate trust by passing

along recipes. In this way new information is coded into recognizable §6rms:
it is interpreted and certified. It is élmost as 1f the rgcipe’is the
software package that enables us to program data into socially usuable forms.
Once the process h?s begun and the"program” in place - the social
relationships structured and the recipes adopted - processing data is simple.

.* BHence, social complexity is reduced. A major work of nets in emergent

)

“ )
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networks, we repeat, is to ensure the flow of trust throughout social

relationships.
"

y

’

. SCHOOL~-COMMUNITY SOCIAL NETWORKS: A GENERAL OVERVIEW

Our study of networks in Pontiac became an effort to plot, if possibfé,
t he school-community'1nterorg;nizational field. From the inception oé our
study (1978), we had adopted an interorganizgtional model to conceptualizg the
interqction of schools with other community organizations (Warren, 1§75;

' Turk, 1973). In the course of our fieldwork, we were particularly influenced
S

by the work of Galaskiewicz (1979) and his study of interorganizational

relationships in a small community and Benson's (1974) view of the

s

interorganizational network as a political economy in which organizations
\\\E’engagp in power struggles over scarce resources. Following their examples, we .

wanted to develop an interorganizational map that would locate the s¢hool

within information, money and support community networks and explain the

political struggles of the decade. Unfortunately, we had serious difficulties
collecting data fo accomplish both tasks. Traditional survey methods, as
explained in Part I ("Theoretical and Methodological Issues”) did not produce

4

valid data. We were blocked from obtaining significant data from the private

sector’ (General Motors, banks) and thereby from tracing the power

relatlonships. Galasklewicz had used lists of organizations to facilitate ’

~
. recall among organization officers for interviews, buf the cémmunity in which

he worked was half the size of Pontiac and less diverse. When we attempted to
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use rosters, we found that the number of organizations was too large to be

s

practical. For example, the number of organizations leunteered by
respondents in interviews came to 709. Finding data on the political economy
. 5 »

;as also difficult. Benson's data on interlocking directorates was obtained
from public documents. In our local field, th;s was not poséible. On the |
other hand, we did collect considerable dagé on the interorganizational field
through a variety of nontraditional means. The followifg diverse sources of
information were used:

1. A social reéources inventory conducted for the school district of the
city of Pontiac (February, 1981). 1In this, all employees of the district were
‘asked to 1dentiéy the organizations to which they belgnged. A total of 635
ewployees responded -and volunteered information abOut%their organizational .
membership, those dimens%?ns of their work role that h;d immediate relevance
to the general prlic, their opinidns of significant events in Pontiac that
had affected §chool—commu;ity relations, as well as their opinizns of school
and community leadership, We also invited suggestions about ways that the

school district could increase public support. This data was analyzed and

reported to the central administrat®n (Pontiac School District Inventory of

-

\

Social Resources, March 20, 1981). ’ i
2. A study sponsored b; the Communications éouncil of the City of Pongiac

was conducted among member organizations in an effort to understaqd what kinds

of communications take place among members and how these could be 1mpfbved.

In addition, orggaization members were asked.to provide samples of

hewsletters, reports and ihformational bulletins that explained their

programs. Of the® 245 surveys mailed, £>Tz§re returned. To supplement these,

we conducted 76 interviews with leaders in member organizations. Although the
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interviews also contained questions used in the Survey, they yielded
- considerably more data. This was reported to the Communications Council, June

24, 1980 (How to Improve Communications in the City of Pontiac).

3. An evaluation of the Pontiac Motors Division Community Relationships

>

Program was conducted in winter 1981. It consisted of 28 long interviews with

»

'

community leaders who had worked actively with the director of the program.
In addition to those persons interviewed, we collected all newsletters and

press releases associated with the community relations program for two and one
¥

o
. ‘half years. , . 6\7/
’ . . by
4, In December=1981 we assisted the city manager and city commission °fi_ s
the city of Pontiac with a two-day conference to develgp goals and objectives )
“ . + for the next few years. As ?art of our preparation fdr this program, we
reviewed)annual reports for the past three years, city planning documents, "and
»
other-materials related to city programs. .
5. In all‘interviews éelated to the four network st;dies reported (ZZZ
Sorority, The Coalition for Change, The Parents Advisory \roup, aﬁd The ]

° Helping Interorganizatidnal Network), we utilized a core set of questions

dealing with school-communfty exchanges. In all, we had 73 interviews.
’ L1

- 6. We also conducted a series of mini-studies to write the history of
Pontiac between 1964-1981. These imclude interviews with school principals
afd leaders involved in the'Huméq Resources Center, the Urban Leaéue, the -

U.A.W. ana leaders in Lake Orion. ‘In all, we have 42 interviews from the .

mini-studies. ° _ ' ) -

7. “We conducted a content analysis of the Oakland Press over a ten-npnth

period, June 1979-March 1980, to examine systedﬁtica%ly items related to-

" schools. This report was given to the editor of the newspaper %?d the central
o X . , .. : : \@%FF
-ERIC - Y, . S

/.
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\
administrative staff of the city of Pontiac school district (Content Analysis

of School Information in tﬁe Oakland Press, April,1980.) ' ‘

.

8. We conducted a telephone survey of voters in February 1980 to obtain

views of the school district. A representative sample of 300 votérs was
selected from all precinéts. In this sample, 88 were too busy to‘participate,

54 were unwilling to respond to the questions, 35 were not at home or the

telephone out of service, and 123 persons did respopd (Telephone Survey:

i

¥
School and Community Relations, Pontiac, Michigan, February 1, 1979). *

9. Imx addition, we could draw upon the documentary materials already

listgd in Part II. These included twg voter opinion surveys conducted for the

L { ! :
millage elections, former Superintendent Whitmer's files, research and

1 4
»

4
. eVéluition reports preparqd by the School District, United Way studies and.an

. . A
extensive newspaper file.
’

kd

Much of the research. on school-community relations has been comducted by

educational researchers who begin their work with the school as the focal, _'

¥ -
organization. Our strategy was to examine the community confext.first, and

move from the 'broader interorganizational fiedd to the ,school in a, traditional
. * ‘ = . .
. anthropological mode. 1In both cases, the final presentation provides.only a

»

partial representation of the interorganizational field decause &F the sheer
. . . +
{ 4

complexity and volume of ties. Not only is‘the complexity of
A

-~ 1

- .

interorganizational ties impressive, but the interrelatedness and multiplexity

of ties is almost overwhelming.

Typologies — / '

.. Several‘ researchers have developed
-

relations. Gittell (1979) combined

-

following categories:

.

F'S
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\
service organizations
educational advocacy organizations
workers associations (unions and professional groups)

multi-issue advocacy groups . , .

traditional civic interest groups : P
‘ civic interest organmizations by race, ethnicity and sex

ceommunity development and housing
university: and media
church, mutual help, fraternal and social organizations (584)

Because of her particular research problem, Gittell ,included advocacy g}oups,
race issues, and education.. Following her example, we’&evelopéd a typology
. g * .

. . ,
that reflects the unique characteristics of our site and research focus. For,
’ N ) ) *

example, because we were interested in finding out the role of schools in the

helping inter- organizational network, we identified a helping network. We

L4

used the term “advocacy” network to refer to those community groups that
prkmote particular causes or programs, and we did not separaté thegse by race

or function, but distinguished them from a volunteer service network, from,

churches, and from the' civic ggtwork of established community organizations.

.

_}ﬁ/addition, ;F made a distinction between direct links based uSOn formal -

agreements, routine communication and frequent interaction among persomnel in’

the organization, and indirect links or ties built upon informal association,

i \

irfsndship patteras, or mutual membership’in other community brganizationé.

£ -

A Y P -
From this, we developed the following categories of organizatioans as
N 4
important in the school-community interorganizational field:
* . . M
.
£ .

PROFESSIONAL HELPING NETWORK

This network fncludes all the institutions and professions that provide
professional assistance to clieats, including hospitals, courts, police. A
sub-set would be the CHILDREN'S PROFESSIONAL HELPING NETWORK tHat consists of
those agencies dealing directly with children, particularly Family and o
Children's Service, Oakland Village (a home for children), Juvenile Court. A
key goal was to.determine the relationship between schools and the
professional helping.network. .In particular, Family and Children's Services,

v * .

[ o
- .

re
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the criminal justice sfstem kpfobation, juvenile court, family court), mental
' health (counseling,services) and public health are linked to the schoolsf
“"professional helpers”: counselors, social workers, psychologists.

. CIVIC NETWORK “

This network consists of community organizations with a local-orientation. It
includes thé Chamber of Commerce, Jay-Cees, Rotary, Kiwanis, Civitan, and
local politicél,&lubs. A sub-set of this network are black ‘organizaions, such
as black sororities and fraternities, Rema Club, etc. The civic network is
only loosely affiliated with schools and has indicht ties, primarily through
. scholarship programs. However, they do relate to the PTA and other parents'
groups for millage'election . By the end of the decade, the black civic group
was more closely related to the schools‘by strong indirect links to other
community organizations. .

.

<

. ECONOMIC NETWORK

In Pontiac, the economie network is dominated by General Motors. In addition,
banks gnd other local business organizations play a role. -Unions are also
., influential in both the econdmic network and the civic nétwork. Contact with
/ schools s indiTrect, except tRrough co-op or special vocational programs or in
- the event of financial difficulties in the district. On occasiop, the
“economic network supports studdnt activities with funding.

ADVOCACY’NETWORK - Y
This consists of groups especially linked to "causes.” During the past
decade, ethnic groups were the strongest advocacy groups, but there were obther

. stromg advocacy. sub—=networks such as women (associated with voluntary
organizations, Such as the YWCA and the Women's Survival Center). A
federation of advocacy groups (The Citizens Coalition for Change) brought
together many local organizations. Unions may also be considered in the
advocacy network, particularly when the local was affiliated with an:

' institutian such as the hospital or city hall. This network also includes .
groups eg blished to monitor programs, such as the Title I Advisory Council.
buring the decade various advocacy groups were influential and then declinkd
in_ importance. For example, in 1970 the Welfare Rights organization was
influential, but much less visible today. On the other hand, Latino groups
have been growing, steadily andabecoming more influential. Most of the
organlzations in the advocacy network have only an indirect link to schools,
except those specifically devoted to education.

o

VOLUNTARY SERVICE-NETWORK_ - s .

o - - . W 4
« -8 L9 *

i This network consists of established volunteer service organizations, such as
the United Way, YWCA, Boys Clubs, etc., as well as ad hoc committees of qther
organizations, Such as the service committee of a bank or union. The
volunteer serviece network has only indirect link to the schools, except for
the official school v8lunteer organization the PTA.
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CHURCHES |

Pontriac has many different churches, including a, large number of
fundamentalist groups. A few churches have direct links to young people in
schools and provide counseling and tutoring in school and youth programs after
school. However, for most churches the separation of church and state -
dictates indirect links. A growing number of private church-affiliated
schools in Pontiac have direct links to students.

J° !

. MEDIA -

°

The media network consists primarily of the local press (the OakKland Press and
the Pontiac Waterford Times, a radio station, WPON, and the Detroit
newspapers. Because the metropolitan newspapers have national ties to other
newspag‘fs, on occasion Pontiac becomes a part of the natfonal media. The
newspapers give regular covérge to school Tmews, particularly public meetings,
,and provide the major source of information about schools according to our
(telephone survey. ’ ’

ADMINISTRATIVE NETWORK

This consists of those units of government and the educational bureaucracy
that deal with school praograms--what Scwartzman (1980) calls the “paper"”
context. In Pontiac;~{ﬁe paper context has grown in lmportance throughout the
decade because of desegregation and federal and state programs. It includes
the county intermediate school district, the state department of education,
the federal government, city and county government, local and federal courts
and specific agencies that deal with educational issues. There are indireét
links with city government, fewer with county government. i

.

SCHOOL WETWORK

*

-

In addition to the variety of community organizations within the
interorganizational field, there are .some organizations primarily\associated
with the schools. These include parents' associations, monitoring\ boards, and
athletic boosters. During the course of the study, we h an oppoxjtunity to
chart those groups publicly identified with the schools“because tdére was a
community drive sponsored by the Oakland Press to raise $150,000 to maintain
thefathletic program. Unless specifically asked not to do so, donors were
igntified in the newspaper. Support came from a wide range of individuals’
And organizations, especially politically active persons in the community, .
small business pefsons, and service organizations. The drive did not reach ,
its financial goal, in ‘spite of the fact that’ athletics has beeh one of the
most outstanding programs in the school district. Two Olympic medal winners
graduated from Pontiac schools, as well as many outstanding college and
professional athletics. It was ironic that although the community was proud
of having the Superbowl at the Silverdome and attractive national publicity

during this event, the local schools could no longer fund athletic pregrams.
&
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INTERORGANIZATIONAL NETWORK: THE SCHOOL AS FOCAL ORGANIZATION
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Interorganizational Analysis

Our first step was to determine what organizations were perceived by

menbers of the communit¥ to be influential in the local interorganizational
v

we wanted to know if there was a significant difference
5 .
ck perceptions, and so we developed a social score based

arena. In addition,
between white and b
upon the number of bYack and white subjects selecting this organization. f£
the proportion of white to blacks was relatively equal, we called the
organization "desegregated.”

The following local organizations were rated as a composite of three
features: -"belonging to" (3), "considered important” (2) and "work with"” (1).
If an organization received 5 out of the 6 points it was considered "
significant. We used a sample“of our interviews, selecting those in which the
subjects were ‘most knéwledgeablé and answered)our network questions
compler;ly. Tge sample consisted of 58 whites, 57 blacks, 4 Hispanics, 1
Asian, and one not available. Of this group, 8 held elective office, 27 wer;
volunteers and 78 held paid positions in an organization. The average number
of persons cited was 7; the average number of organ;zations cited was 13. 490
community organizations were named at least more than once. 1In all, 709 were
mentioned. .

L
We developed an index of desegregation by noting the proportion of black

to .white respondents either belonging to or working with the organization.

"

The population of- Pontiac 1s rougly 45% black, 45% and 107 Latino. -

)
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Most influential organizations according to the sample:

Racial Score

‘ ' —_ White:Black Nominations

' Very influential Score 20-40) .
General Motors - 39 ] * 3:2
Urban, League - 34 - * 2:3
City Government - 32 * 5:5
NAACP - 24° ) black 1:4
United Way - 21 white 6:1
Citizen's Coalition - 24 * 5:5
PTA - 24 * 5:5

Moderately Influential

\

YWCA - 15 * 5:5
Pontiac General - 13 * 5:4
QOakland Press - 12 - * ’ ~3:2
Title I Parents'

Organization - 12 * 4:5
North Oakland Chamber ‘

of Commerce - 12 white 5:2
Downtown Development - 12 * ) 4:5
Lakeside Clinic - 12 . * 3:2
St. Joseph's Hospital --10 white 9:1
Oakland Livingston

Human Services - 10 * s 5:5
Dept.néocial Services - 10 white 8:1
One Hundred Club - 9 * 3:2
Youth Advocacy Group - 9

Family and Child ~ N
Services - 8 white 8:0
Oakland University - 8 * 3:2
UAW - 8 | * 3:2 ’
Pontiac Waterford

Times - 5 * ' 332
Boy Scouts - 8 * ' 5:3
Campfire - 6 . white 6:0
Pontiac State Bank - 6 white 4:1
Commdnity National

Bank - 5 white . 4]
Consumers Power - 5 white 2:1
Cultural Council - 5 - * ‘ 3:2
Salvation Army - 5\\__ white ] ' 4:1

*"desegregated organization.

-
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By these measures,.we conclude that Pontiac is more desegregéted in 1981

MW than in 1971 exceapt in the "money” net;ork (banks, Chamber of Commerce,
Consumers Power); in some religious associations (Salvation Army, St. Joseph's
Hospital) and with several "traditional” social service groups: , The United
Way, Campfire Girls, aﬁd the Department of Social Services, aéd Family and
Children's Services. Two blacf organizations, The Urban League-vand the NAACP,
are divided: the Urban League is recognized as influential by both blacks aud
whites,. but the NAACP remains a predOm;;angiy black organiéation.

We recognize that these measures are crude indices ¢of desegregation and
only suggest dimensions of community perception, but thé& are useful to
indicate some shifts in community identifications. In addition, we examined

‘ perceptions of organizations according to the status of respondents. We
wanted to determine if there were any differences in perceptions about
interoréanizational influence based on whether or not the individual earned

his/her living as a decision maker in the community organization, served as a

volunteer, or held an elected position. The results were as follows:

Important Organizations as Reported by Status of Respondents

\ _Elected Volunteer Professional
General Motors 177 50% 33%
Urban League 9% 12% , 79%
City Government . 17% 25% 58%
NAACP 177 8% . 72%
- United Way -~ 10% 907%
Citizens Coalition 217% 7% 72%
PTA , 7% 63% 30%
YWCA -- 137% 877%
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Elected Volunteer Professional
Pontiac General 11% 22% 67%
O0akland Press . 25% 8% 57% /

- Title I Parents - 667 33%

, North QOakland Chamber of 8% 15% 77%
Commerce ] )
Downtown Development 9% 36% 55%
Lakeside Clinic - 10% 90%

St. Joseph's Hospital - t20% 80%

- Department of Social - 10% 90%

- Services

Oakland University - -~ 100%

UAW ' e 62% - 38%
Pontiac Waterford Times 20% 40% 407

Boy Scouts - 13% . 8 87%
Pontiac State Bank ) - 33% 76%

< Community National Bank - - 1007
Consumers Power - - 1007%
Cultural Council -- - 100%
Salvation Army - 207 80%

Of interest {s the high ranking given to the UAW by elected
officlials and the comparative low ranking of PTA and Title I school
organizations by professionals. Some service organizations were only
recognized by professionals. Elected officials are almost unaware of
social services but sensitive to those organizations that can “make
trouble”, such as UAW and media. Professionals have the most

. comprehensive view of the community.

Unlike businss organizations, schools are tied to communities in
special ways. Since their major identification is first within the
locality, schools are an important community decisior}organization.
Moreover, in Pontiac parts of-the school district include sections of
other communities, making decision making more complex. Most
importantly, General Motors dominates community activity even when the
corporation does not choose to participate in local decision making.

£y ¢ AN
For example, a decision by G.M. not to participate means the following:
. ' t .
o i
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1. The community is denied access to some of the brightest
and most dynamic individuals working in the community who will
not use their talents for the project.

2. The‘project is jmmediately rated as less important and
given a lower priority because some of the most influential
community leaders are not involved.

3. As a result, local decision makers assume full
responsibility and internal community divisions are heightened.
This makes it appear that local decision makers are inept or not

) as organized as G.M. decision makers.

4. More subtley, access to outside support and to county,
. state, federal and metrop'oh:tan groups is diminished.
o ! During the seventies educational decision makers worked with the
new organizations rather than with more established organizations. e

This was possible because ;f external funding. The new organizations

made the interorganizational field more ‘complex. They also provided a

14ne of community contact that brought new forces to play in
‘eduéa}ional politics, such as black citizens interested in schools,

while keepiné other community forces at a distance, sdch as General -

Motors.

According to Warren, et al (1974), community decision

organizations interact together oely when threatened rather than in a

',positive way, to take advantage of new opportunities. Schools are

somewhat cushioned st threats in the field because the millage

o -
tax i's separate from city financing. Another key structural feature «

of the school's interorganizational status is that many employees live

Q s

ERIC | |
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[
outside the district and have no other associatjaon with Pontiac except

>

~

their jobs. ’ . e

.

All of these factors played a significant role in locating the

school's domain within the community; but it must be added that choice

Mlus environmental restraints determine domain position. Schools have
3 .

also chosen to be apart because many educators believed thar there is

already too much interference in school decision making by citizens.

As Cohen notes, schools "are more, not less, responsive to social:

»

demands than they used to be, and if there are mdre complaints, it may
\
_be because hopes have risen, not because schools' performance has

fallen.” (1978, 431). Moreover, views about school activits are LA

.

shared by citizens and professionals alike. _As a result, we suggest . ‘

that recipes are as much a factor in locating the school within the

interorganizational field as everyday negoriétibhs for autonomy.

-

Another significant feature of change 1is the importance of persistence
N 4+

in promoting change. In our view, persistence is also related to
trust as an important coping device to handle complexity. ;
. . ’\ ' ¢

s

The Black Network

Placed among the various organizational domains and

idterpersonal_ties, we observed the operation of a more inclusive and
Yo \

less distinct network that we refer to as “rhe bdack network.” -

Membership is restricred to blacks or whites and Latinpgs who are - '. .

‘

trusted by local blacks becauséaof their rq&Ord of support for "black”
LN Oo N ‘.
welfare. We found, for example, thrée white people nominated )
L L4

favorably by black respondenis. Two were whiteé women who had been
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consistently active in local events: the dirctor of the YWCA and the

.

Pontiac Motors Communiéy Relations Director. The head of the

Coalitiod for Change, an ex~priest, was also nominacedi although his

" ~ .
name did not evoke the consensus ‘that was given to the two women

leaders. 'In the case of the director of the YWCA, respondents spoke

«
»

;
about her long history in Pont}ac of working with black people for
*

i

black” causes. The Community Relations Director was nominated because

¢
-

they believed her position ¥n G.M. opened the door to the corporation

for community people. Her initial appointment was greeted with

'.distrust and annoyaﬁce (nany %espondenns beleived the position should

have gone to a black male), .but Her persistence and constant

S

,attendance ar community meetings gradually achieved grudging respect.

Alrhough there were strong divisions among some black organizatiouns

(such as between the NAACP and’the Urban League), and major class
divisions among the black population, sensitivity to black concerns

remains a comeon 1n§gfest among all groups. In Pontiac controversy
over ‘desegregation cemented this informal alliance im 1971, but it

B
weakened considerably during the decade a3 the natural divisions among

black persons in the community became evident. However, since race :

persists as a critical issue in contemporary American soclety, the

black network is a-latent network that can easily be wre-activated in

respone to threats.

'R
N

Schools in the Interorganizational Field: " Empirical Conclusion

-

There has always been a strong movement among educators for what

is known as "community education.” Minzey (1981) for example, argues

»

4

z
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that schools should be assigned more responsibility for meeting localNh/

-

needs and coordinating community resdurces. Although this is a very k‘~—\\

. ’
attractive idea and successful examples can be cited as models, Qur

- P

. L J ~ '
analysis of Pontiac makes us lesse optimistic that this can happen in

urban communities, and we even question previous ungerstandiné/of

local problems and the kinds of personal difficulties that are the
' .3 : .
basis of the everyday lives of many poor citizens.. School persdnnel

\ . . PN
#re neither trained to deal with such problems, as weé noted in the ///

A )
v

study of helping professionals, and do not seem anxious to accept such
respoasibilities, as we learned in our -interviéws, Moreover, the
’ . *v.r? ) ; . . :i , ’-’-
general public does not perceive an expanded domain for schqols, but e
- . 55 e

appears to support a more restricted academic fole. The debate ower

accountability and achievement testifies to the depth of this public
. »

. -
* ~

concern. ' .

<

In add;fion, there is_a voluminous literatufélconcernihg the
s , p

~ -

“search for community” in contemporary society (Scherer, 1971). .Some .
) ' ] )

‘would like to see schools as instruments foy restoring a sens2 of

community to both students and other residents. Philosophically, as

Dewey (1916).pointed our years ago, the link between schools, - ,

communitieq'qnd democracy should be strong. But there is little
I\ . o ) )
empirical evidence to stiow that people choose community over other”

goals, such as achievement and economic success, privacy or personal

independence. In éddit{bn, there is éonsidérable empirical gbidence
. . L Y
that without some megns of coercion voluntary systems of, local
A - @
An alternative view worthy of .-

"coordination are pot effective.

&
sonsideration is to accept that schools will have a restricted domain
' o - . , , |

v ’ S 7 R <

4 '! n-- . =y . . , ’
% » 'J)' ] .
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. in the local community interorganizational field.
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$ * . ¢ ‘.
Schools ‘can support

4

enlarged and enriched supplemental organizatinal domains in such areas

as recrearion, health and counseling. In this way, local resources_

might go further .and other proféssionals might be more successful than
»

“educators in assisting youth. 1In fact, this is what actually happens

in most communitf%s, but it is done without pianning, with limiteds

»

, 'Y .
resources and wthout the suport and assistance of educators. If

educators coulﬁ proQide the initiative to clarify domains, as well as
the leadérship to reassign resources, an important step in ‘community

development could begin.

' . . ‘ ..
Viewing communijties as interorganizational fields in yhi@h

’ ;
community decision organizations negotiate and compete with eaech other

for resources is a particularly wuseful perspecf&ve for social network

research. It is possible to un;;>§yand how domain consensus can be

‘socially implemented in teyms of recipes. Views about dowains are, in

’

=

effect,

.network.

Assumpt

shared recipes that are usually not 11nK§H to any o
¢

ne

.

ST S ]

&
Thus, the domain recipe for schools is.as follows:
Schools are institutions where childr/]j}earn ‘basic”
skills.

ions: The most imporfaht t.ask of schools is to produce-

o )

competent aduylrs.
All oth%f activities are secondary. "quglity”

education can be measure by the competency of the

- - “

' 9

The of

| N
\Jx Ly

4




‘\ i " students, but home background has some influence in this

Y /

-
.

‘success alsoe..,
. X

. Bxplanation: Desegregation is good if achigvement rises; it is ?3»25? ' ‘ !

unsucceéssful if there are no academic gains. . ' o

Evaluation: 'Achievement in Pontiac is 1ower #han in suburban areas

so this must mean that schools are not doing a good job

\
N Al

on students. ’ <o
?’ . .
e’ . - . ¢
- Prescription: Do whatever is necessary to improve learning oufcomes.:

bettgr teachers, new administrators, back to basics, etc.

-

There are some in the ‘community who hold other recipes about the

LI

functions of schools: that schools should foster equal opportunity

;ﬁgough desegreggtion, éhat schools should train students for jobs,

e

' £ .
that schools shpuld provide other forms of socialization. But, i

general, the domain of the schbol in the interorganizatiorwal field R s’
- been proﬁebteq by recipe consensus. True, the monopoly of public '. Ay '§

education has been challenged and a growing numBer of private sgchools

« ‘ ,

share the educational domain. However, the justification for the

. ’ ‘
private schools is that they can achieve better results than the

. -~

. public.schoolse not that ‘they sg%uld‘be doing someth;ng-gifferenﬁ.

~
.

r N o . \

. THE RATIONALIZATION OF COMMUNITY

. [y
- ‘
& B -
LI . . . »

|
\
\
\
|
|

’ . + Yo \ ) ‘

Another implication from the interorganizational perspective,
however, is what we call "the rationalization” of community. The

» . . . “ i

concept was enuciated by Max Weber when he examined the d%velopment of -
(’ . © N , P
ERIC - R o . X

S , RN - . :
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capitalism and bureaucracy. It refer$ to the processes by which the

. division of. labor is organized through systematic calculation designed

to accomplish goals. Rafiongl orgaqiiation is based upon legal.

N~

authority. Just as science bro&ght about disenchantment with religion

*

and other belief systems- not based upon raZioﬁal inquiry,

organizational rationalization leads to a.decline in spontaniety,
L] .

<

particularism, and .informality in social life.

! 8
One of the few areas dn contemporary society thét appeared to be

>

resistant to rationalization has been communities’. Scholars seeking -

« R ; .
‘padtterns of authority in communities have encountered a maze of

unorganized, arbitrary and often compet'ing, associations. As a

result, research on community powet structures and local decision

) \

-

mak&ng'have not been as useful ‘as expected inkexplaining the dynamics

.. ’

of community life. Unlike economic orgaﬁizations, many local

community organizations have been staffed by volunteers and locally
elected officials who maintaird some particularistic ties and operate

.

on an informal, oftqn ad hoc basis. Community structures are not

clearly laid oﬁt in organization charts, but have to be discovered

~

through opservation. Although some legal regulat:ions specify some

organizational domains, (e.g.., city éﬁafters, police regplations),

. » < ' .. N
many of the most pawerful guidelines ‘are tumnstated,-although
v et ) N

weil—understood, b} persons in the community.
o » . a‘ ' \/
Ak§hough g$ographic communities serv*»as administrative units,
. . ( X < .
the geograpﬁic'base of communities has been eroded by rapid .

communications and travel. The bonds holding communities together are
p \ . >

- 4
Y »

increasingly emotdional ties Hggéh upon common values and shared ¥®

L]
x
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interests. There ;s a/éody of romantic literature~tha; makes
“community” a totally éxpressive concept by 1gnor§ng all structural -
v%eatures of association. It is clear that gh; forms of community
gvolving in conteéporary society differ .from those of the past. -
Commun;cations, for example, m;i'Téplace econom%c dependency as the - '
fogug‘pf social tiés; kinsgip bonds may Hecomg evég Qeaker and ’ . }
occupational associations.mqre diverse. , In addition, our research in

éontiac suggésts that commugities may have become more rationalized.‘ )

By rationaliéation, wé refer to the process‘by which community
decisjon making has become more organized and systghatkzed. Several
fa;tofé have brought these changes about including the followiné:

SN | | /'l

Political Awareness

Community leadgré in Pontac learned valuable lessons about .

3

politigal activism during the civil rights struggles of the sixties.
- . . . ~ ~ ‘.

.

One important lesson was the value of community organization for

achieving‘political’goalé. Several professional community organizers

!

" worked with local groups through'the decade. There were also

" \
v opportynities to link up with similar groups in Detroit, Michigan and

I& . .
Organization). . Nor were the lessons™of urban/unrest lost on’

\

éstabliﬁhed*community,organizations. * Sever sponsored community

[

R * nationally (e.g., Natiomal Action Group, National Welfare Rights g '
|

relations unf%i\to participate actively iy local organizations. s
“the gas company and the telephone comfan ;&sported community

repres'ent'atives who attegpded many local aqtivities including millage .

s »

éamp%}gn efforts for the schools. Company representatives presented a
’ »




. education, we noted that of the 64 people in attendance, all but 8
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concerned image of the local corporation, but also could keep the

company informed of local conditions. Some ofganizations appointed a
] - R

member to represent the organization for particular events or on

special occasions. The result was that when we attended a forum on

were “"representatives” of community organizations. Few spoke as -

privare citizens or as independent taxpayers. .

Citizen Participation through‘'Orgdanizational Affiliations

A major factor in bringing about the rationalization of ///
) J .
community has been a variety of legal mandates-requiring citizen
panticipation in federally funded programs: The'legalzrequiremezt
forced local community leaders to_seek dht,\suppo}t - however
v .

reluctantly = and pay attentian‘ro those groups who have been given a
legal role in institutianal life. The best examgle of this in Pontiac

would be the Title I Advisory Councils. Federal regulations gave

parent groups a degree of auéhority that made 'them a force with which’

»
‘4

to be reckoned. In response, school administrators, in Pdntiac and

throughoyt the U.S., found mechanisms that would structure and channel

parent participatfon into formal and orderly processes. This was done-
by capigélizing upon the "official"” nature of the participation.
Thus, ﬁorﬁal meetings had to be scheduled to meet program guidelines,

) )
specific persons had to be;apﬁointed to the monitoring board and

publicly identified with the program, and records of parent

., Qs

participation maintained. Administrators used the powerful mechanism

3 ] - N , * .
Qpen to those who operate organizations — control over the agenda - as

L
N2 .
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a key rationalizing strategy. In this way, citizen partiéipation
gradually shifted from the original fntent of fedetal guidelines - to
mOnigor, evaluate and oversee educational programs - to a new réle of
supporting and providing service§ for existing programs.

" In summary, the legal power behind mandated citizeg
participation was a powerful factor in legitimatizing "formal”
mech;nisms of citizen participagion. Participatién couid not -be
occasional, hap-hazard or scattered: 1t had to be rationallx ;

organized and documented.

¥

Desegregation ]

2 .

The court order for school desegregation also required counting
participants acecording to race and legitimized the practice of

classifying an organiéation (e.g. schools) as desegreéated or wot: by
) ' P
the number of black and white persons actively engaged jin the work of

that organization. In this sense, the concept of desegregation spread

throughout ‘the community“beyond schools. Thus, City Hall was

!
desegregated when there were several black commissioners elected;

departments ‘were deseéregated when the -proportion of blacks.and whites

reflected the community at large. It became important to have visible

evidence of deseéregation in many areas of community life, and so the
need for' official representatives spread. In some instances, the

®
official was simply a token representative,.but in other cases, théwre

o~

was an xff}cial status’ given to the person or persoﬁ%. Eventually,

the official status became an unofficial expectation that major
t . @

~
“ -

community activities would include black representation.
) . ’

L3

4
[

(:’

v
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&

In another way desegregation blurred the lines between private

and public roles, since one' personal status became a feature of ,

‘ organizational consideration. Housing and family income, for example,

°

also became involved in determining program eligibility. s

Grants

’

However, one of the most significant factors in rationalizatfon

was the development of a grants economy. Iﬁ 1830 Alexis de
Tocqueville received a grant from the French government to study
;rison reform’in America., Since he visited the heart ?f the frontie;
on this journey, Pontiac, we can as;ume that this is the first
recorded dnstance of grantsmanship in the communitye

The impact of grants on communities goes ?ar bézpad the/dollars
generared for programs: it influences management styles, civic
participation - and most importantly, the ways in.which communities

are organized.

+

The first area in which grantsmanship had a critical influence

is that of record keeping. To process grants it became necessary to

collect statistics and other official information. The community had'

to be described with more accuracy and detail thgn had been netessary
before. Progrags had to be monitored and checkegﬁs As a r8sult, a

group of highly qualified grant writers and administrators developed

2

" expertise and influence during the decade in city government, the

school district and county government. - ,

‘In Pontiac, as elsewhere, one can locate a new base for

. 4
~authority fied to access to grass roots information. Representatives

2 A
.
-

’ -
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of ‘locally indigenous people had opportunities to obtain bureaucratic

positions, resulting in a shift from tradition, habit, instinct, and
. X
personal morality as the foundation of politics to organizational,

rational and 1nformation.based activites. K\h\ {

-
Kl

In the late sixties there was a considerable money available for

»
’ community grants but a minimum of expertise in the community.

Political skills rather than technical skills were important in .
- V4
. o)
obtaining funding. But as the seventies progressed, more expertise ’

-t

was Fequired for fewer dollars. Professionals took over from

politicians and began to systematize grant operations.

-~

‘We usually assume that record keeping is a passive activity that

-

has little impact on events themselves. However, record keeping has .

an active side also. A record keeps plans, goals, intentions and

- \4 . .
assumptions y influences decisions, and often conceals the .

T intentionality of those preparing records. Intentions vary from

N -

dishonesty to human. tendencies to save time; errors are caused by

misjudgment or poor ‘supervision; materials are recorded to obscure or

highlight information. The point is that record keeping required a

more rational, systematic énd coherent process of accounting for . v
‘ community activitieé. . |
In the shift krom politicial to managerial'éxpsrfise‘in ’
obtéining érantimoney, charigma is also routinized. ™“Official” C e <
citizeﬁs 6; {pcai leaders are giyen formal status. In some ways, this ’,
i provides these persons with a base of power, but in some ways, it also |
takes away their poiential 3s local leaders. The re locked into a
’ : ~ .
. s citizen spokesperson role at-the time they find 1t dif flcult to speak ' .

¢ ~ . .
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easily and informally with those they are speaking for.
Grants forced people'who would rather not have ongoing relations

with each other to meet together. For example, many administrators
L]

regardéd community participation as a problem and a "good
3 \ ) ’
’3¢m1nistrator" became one who could handle citizens. In this way, a

"good school superintendent was defined as one who could control the
- ' ( R
beard. But given the timetable usually associated with grant

.

applications, it was inevitable that professionals gradually assumed

codtrol over the process and citizen particiation became

.

‘perfunctionary.

To summarize, there are four phenomena association with grants

%

‘ that affected E:ommunity rationalization:, TR e S :

-

1. the developmeTq,of grant'specialists .
2. an emphasis upon record keeping :

3. creating "official” citizen representatives and communal "myths”-

’

4. management strategies to,avoid direct citizen participaéion by

'
2

structuring contacts.

» . Natidonal Developments

The impact of "national media and non local events on local communities is
‘ [

not clearly docdmenteg but one would expect that events in other cities are
éuickly reinterpreted "in local terms. Pontiac, for example, responds quickly
. to Detroit events. '?he local preoccupation with image suggesﬁ dan intuitive

’ - .

understanding on the part of many that Pontiac is unfavorably compared with

. other sururban communities. (IE is interesting that people seldom compare
, . -
, " Pontiac with Flint, another G.M. town located nearby.) The compet§tion from
Q \ ’ S - ; .
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ipternational automobile manufacturers, for example, is clearly understood

’

[ . B -
locally and provides a justification for G.M.'s reindustrialization mo;;s_in

spite oflghe negative impact on the city. Auto workers have generally

-
.

responded to the need‘for'technological rationality with acceptance rather
than conflict. Furthermore, there is a recognition that the community has to

. . \
have a coherence and rationality for outsiders.

» Complexity

As |the interorganizational field increased in co plegity, largely because
of the|development of new community organizations w} hing to provide ne&
services, it beéame a major problem to keepvup with what was happe;ing.. For
example, during the period between 1974-1978 we counted ﬁtkle;,st.ll community .

resource books prepared for local groups to assist in “information and

- .
~ 4 .

refertal.” This did not include some directories ﬁrepared for the county or
metropolitan area. Innume;able positions in organizations were created to
fund po;itions to develop resource inventories, and these positions ranged
from a voiunteer, unpaid position (FISH) to various agenéy positions that éaid

very well, Listing of an organization as a resource requires, dt 4 min}mum,

~
~

éhat the organization aefine its purpose and identify an individual with an
address and phone number that can be contacted on behalf of the organization.

In this way, rationalization was also §purred by the classification and

'
b »

labeling of organizations.

L)

~

Complexity also stimulated community rationalizatiqn throzih regulations.\

For example, state rules requiring an organization to document™activities for

) tax *exempt ions demanded that.organizaiional‘leaders list considerable

* information about the organization, ité’funding; purpose and membership. An

. (1 _
o . \)\f -
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> : — &
examinatioﬁ\gf organization records between 1970-1980 illustrafes the growing

: .

sophistication of managers in this area.

-

/ Moreover, as the interorganizational field became crowded, the impact of

changes in one local organization were quickly‘felt throughotut the field. #

CLoéing the Women's Shelter meant that other organizations in the community
* had to take up the slack in helping battered women and rape victims. When a
‘4ealth clinic expanded fts operations, the hospitals had to face competition

: ¥
among clients. Complexity explains why organizations supported community

scanners who-participated actively outside thé organization as a

representative in many community projects.

) Efforts to coordinate communfty organizatioﬁs were made. The City
B e '

. . gstab‘lislpie*qﬁa"‘(:qmmunicat1ons Coordinating Council that trié‘cf":tydrlbrir{g‘

#

’ -

representatives of all local organizations togethar to share information.

©

- > -
This also legitimized the city's growing interest in a variety of
y g y

organizationai activities. Other than General Motors, however, almost no
. s o 3

local.organization (including City Hall) had sufficient power to bring about

any degree of coordination. What could not be done well officially, was done

*

unof ficially through overlapping- nétiwork associations, (parﬁitularly the Black

Network and the Grass Roots Network), and through pressures for coalition

.

building to achieve ends. Gradually, coordination efforts gained some

influence locally. Although the process of rationalization has a long way to

-

go to be complete, these efforts are a start.

Impact on Schools . RN ‘

. ‘ Scfxogls in Pontic have enjoyed a protected domain for many years. .

. '3
Governed by an elected school board, administered by professional educators,
ERIC R ) ‘
B A . (o - _ ] |
n.u c ’ [ Wi x: - A , - R ﬁ
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enjoying financlial support from a separate local tax base, their domain was

, secure from*city politicians and most local organizations. Thére was limited

.

. . competition from private schools in the area, power based on the large size of
L u . . “ ~

r

the district (20,000 students), add a traditidn of suécess built‘uﬁégarough
the years. ,Theé®only "public” of significance appearea to be parents of
ftudents and gther educational profegsiénals:
Federal and state programs changed this‘protected status. Desegregation
was the most dramatic example, but the combination of other programs during
‘the gixties added to this process. As competition for scarce resources
accelerates, and as demography and private education make inroads in the
client population, schools will either have to ‘take more initiative and enter
into the interor{ganiozatfonal field more aggresively, or reduce the scope of ‘
thelr organizational, domain, .
.- R s .
To preserve organizational automony in the interorganizational fiéld
i“\ requires justification concerning the di&ision of labor, speciaiization and
other facto;s. It i{s unlikely that consensus on these iésues will exist,
especially since Judgments about gffecziveness will be made by non-parents and
non-educators. As a result, schools will face 1ncfeasing conflict over

community resources. , The rationalization of community may require educators

. " to develop spanner personnel and strategies similar to those used by other
local organizations, ;s well as to negotiate and conduct exchanges in the

‘ interorganizational field.
'Y

Rgtiqnality leads to predictable results based upon organizational inputs
- N .

that are sfandardized_and routinized. When applied to communities,
rationality will alter social relationships towards more universalistic and
1

\ Instrumental relationshipshthat are functionally specific. The effective,

O

RV




II1-89
} . "8

particularistic and diffuse relationships also necessary components of social

«
-

reléqionships, will be found in network associations that overlap, undercut

and in general, form the web of.human associations. In summary, nepworks will
become important “affective” associations, bearing many expressive components,

expécially the one th?t can most directly deal with: complexity - trust.

s , .

{. -
Conclusion . ‘.,

a

The ratiqnalizafion of community is é;othér response to the légigimization
6f pluralism in American society In the past a mixture of ideology ana social
s®ence suggested a view of community as a cultgrally homogen;us association.
iThe American "melting pot,” for example, was presented as a fiodel of urban
_assimibation. Political controvesy based upon group differences waé often
seen as dysfuncfional at worst, and at best, regu{a;ed‘through democraiié
political ‘structure. This was also reflected by social scientists absorbed in
thre study of community power structures, dur}ng the sixties, a preoccupation

that implied reasonably structured forms 6f community organization. Some

writers on community, in contrast, abandoned structural constraints to speak °

»

of bsycﬁoldgical communities, or assocdiation of interest. These views do:not

» . -

~

seem useful in understanding contemporary urban structures in 1981. However, - 4

?

the rationalization of community organization and the"fégitimization‘bf

o
-t

pluralism within the:community interorganizational field'enables‘us”.asf -~

« .
» r 4 g
researchers, to ask different questions. In some cases the new questiods may

turn out to be classical sociological issues repackaged. But, nevertheless, °

" the view of cOmmunity-as an interorganizational, iﬁeld affords the opportunity
: P R

of understanding urban commﬁniqies like Pontiac more effectively.

.
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-3@57WORK OF NETS -~ CONCLUSTION , . ’ .

’
.

\

The discussion of “weak” and "strong" ties has been omelof the

most interesting theoretical issues in network research. It has 4 .
* »

Y -

been argued that weak ties help integrate social systems~bepause

they provide structural mechadisms to facilitate the flow of

2

information and transfer of pérsons and roles that, in‘turn, build

~

. - gocial cohesion. Based on this assumption, there has been a growing
body of network research inferested in linkages and bridges and

other boundary or switching.mechanisms to enhance resource
[:4

. A
exahanges. We believe that this view of networks gan be enriched if .

A r

we add the component of trust to our .understanding of flows. .0

For exa‘mple, the work of nets in the sor:ority is fundamentally ‘_ * Q

to enhance, maintain and support the ‘status of the members 55: ‘

rofessioaalg in the community. Network associations reaffirm this

stat;s; those sharing the view ére trusted sisters who share common ‘.
recipes about‘the :gles of black women, their responsibilities, and

the proper ways in which fhey should behave. In this sense, the
network functions in the same way as a peer group. The work of nets

in the helping interorganizational network provides a latent

resource exchange, again baund together by shared recipes concerning

the.nature of helpiﬁg: Those who ascribe to this view can Secome

trusted resources. Membership in the Coalition for Change is . -

4
contingent upon shared recipes about social'problems and the ways in

which they should be addressed. The Parents' Advisory Group uses '

{

personal loyalky as a condition of network belonging. In each case
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the work of nets (as exemplified by shared recipes) is ko pass along

¢
-

trust combined with information agd other resources.. We argue that Y

'\‘ there is a potential for nszr.work aflfiliation amongathers ;rho would
share the tgcipes, or stated moré correctly, with others who have * .
either ideological, psychological or sociai similarities from which
‘trust cah bé generated. lIn otger words, trust is the energizer--the
sunlight tpat enaﬁie;,plants (networks) to grow. Should sunlight

. fall upon other areas in which growth is possible, the laténF
fertility wi;} become activated. Qithout trust, there is little
possibility for development in most cases. | ‘ . ’ .

Ingerest in trust flows requires that network researchers pay
ah:entafn to some QUalitatgve components of relationships tha?“are
. " sometimes neglected. In particular, the historical roots of

relations provide significance clues. . .

.

Bronfenbrenner (1978) s argued for an experimental ecology of .

education that can conceptualize both relationships agd environments

1 in terms of systems. By this he means thta we must understand how .
leaners operate in the principle gnvifOnments of life (e.g., hdme,
scﬁool, work, neighborhood, community) and at many levels = the
situation, the exo—system level thét deals with the institutions o£ <
society and a macro level that includes overarchiné cultural

A N ]

patterns. We argue that there is another significant systems level

-

=~ the inte%prganizational environment. ‘In Pontiac, thisNevel of

analyses reflects a variety of environmental conditions and history,

»

‘ and suggests the reasons why the school may not be central in the

interorganizationa} field.
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EDUCATIONAL INNOVATION AND SOCIAL NETWORKS

A

In the original request for network research, N.I.E. suggested ~

that social networks could be used to stimulate educational
lnnovation. Networks were thought to be "opportunities for
collaborative problem solving and the source of psychological

support and sii@ulation which contribute to professional development

and renewal” and serve as mechanisms for "broadening support for

.

" educational decision making and for encouraging access to and use of

new ideas and practices.” (RFP, N.I.E., 1978) Two difficulties lie
in these assumptions. First, it is not clear what 1§ meant by
educational innovation: the goals o? educational change are not
obvious and the processes by which change take place are only dimly
understood. ., Seco;dly,bthe state of artﬁin social network research
does not lend itself easily ta application by practitioners.

In Pontiac, for. example, we assume& that desegregation could be
considered a major educational innovation and ;hag networks would
péovide clueé in detecting the originatiogn, dfssemination and ,
acceptance of this innovation. We tried to respond directly to the
questions that N.I.E. posed. Thgsé_were:

1. Can netyorks act as a cd%tervailing influence to the power

of e&ucational elites? , ‘

2. \Can newly formed networks coordinate scattered initiatives

on behalf of the disadvantaged, and prevent duplication and gaps

in a program of school reform?

3
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3 Can networks encourage 'pooling of resources and provide
broader access to a larger pool of shéred resources than would
otherwise be available to a ;maller set of actors?
4. Can networks provide the social and emotional support.co
otherwise isolated individuals who take aggressive stands and
need to withstand heav§ Qressures?
?- Can nethorks'reéoncile différences of opingsn within
coglitions of disparate interests and promofe common causes?
The answer to each question, baséd on the Pontiac study,
unfortunately-for policy makers, is yes and no. In antiac, black
community leaders did successfully challenge the existing
eduéational elite, but only because other mechaﬁisms were available
to be used by the network, such as the federal courts) federal and
state funding, and a supportive climate of opinion for change in the
nation. In other words, because persons in the netyork had access
to resources, they were ablg to achieve some goals, not because they
existed as a network. Itgis the resources available to groups, not

/

the existence of formation of a network, that stimulates change
efforts. Moreover, it gbes not appear that hetworks can suséain an
adversarial role against professional elites, exéqpt for sporatic
challenges, without independent resources. We believe that this is
because the dominant assumptions, or recipes, about education are
- *
shared by those who are both within the professional system and lay
¢persons outside education. This is &hy media, books and other

features of society thaty influence recipes play such an important

role in educational change. All ‘the network can do is utilize

1y
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resources to achieve goals--the goals (whether innovative or
’ S

preserving the status-quo), the resources--money, influence,’

kngwledge--exist to a large degree independently of the network.

Persons in the network can use-these more effectively but without

‘ ’

-~

resources, cannot achieve countervailing power.

Question two reflects a volunatristijzassum?tiop about network
membership. To coordinate "scéttered initiatives” or “prevent
duplication and gaps in program of gch&ol reform” require power. To
the degree that a network has power, itﬂgan eigher coordinate reform
efforq§ oékﬁreate new efforts that duplicate existing programs. 1In

fact, the latter is more typical of urban 8roups. Rather than work

- s
with existing programs directed by educational elites, local

community groups try.t; initiate newdprog;éms that they can tontrol
if they have the resources to'do so. New programs in Pontiac
provided administrative and semi-professional jobs for blacks in the
community, and created a political base of influence from which
black middle class leadership could enter into political
comtroversies in other sectors of the community, particularly city
hall. Rathér than coordinate, local groups used resources to

- ’

duplicate those programs and organizations they could not control.

Question three suggests that networks can lead to cooperation

. .

and sharing resources, and this is a possibility. The other
possibility, however, is that networks are used to capture some
resources and hold on to them. Likewise, question four suggests

that networks do give emotional support to leaders, but only if the

stance of the leader is one that the group supports. In Pontiac,

1:
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for example, anti-busing groups used network ties to block
innovation. K

Finally, networks do facilitate coalitions among disparate

interests and function to glue together parts of our complex
society. How they do this is the thfust of our particular research
in the work 4f nets. We suggest that it is done through the
communication process, in particular, by providing reliable
information. The information.is reliable because it comes froém ‘
trusteg persons, isisimple, and basically agrees with the beliefs,
perspectives and views of the- receiver. But none of this Sugéests
nézﬁé?ks a's mechanisms to facilitate change. ‘

) %£e tenacity of %deas and expectations about education held by
the general puﬁlic is matched onlytby ﬁany unrealistic assumptions
about new ideas held by professionals. The politics of educational
research ;re bizarre: eyaluators becéme debunkers and evalu;t%on is

‘viewéd with suspicion and hostility by professionals, while at the
same time, citizens pro;est agaiﬁst the waste and unsuitability.of
even modest proposals to change. ‘ /

Our conclusion is that social networks can facilitate innovation
» .
or block change because they function to "translate” ideas’ into
acFeptable recipes. In‘thf process, the innovation could be clothed
with trust, but the critical éomponent fs the nature of the

innovation rather than the network process per se. The cognitive

frameworks surrounding innovations are .crucial. Because networks

4
A4

can reaffirm a recipe, an innovation can be made legitimate, but at

the same time, because networks reduce complexity, the Torm of the 1
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innovation is usually changed to make it more familiar.

Our second® point concerns the state of art in network research. . - g '
¢

Throughout the report we have argued that an emphasis on precision

~
-t in measurement obscures issues of validity in data collection, and

1

excessive quantification has reduced the usefulness of networks as -

explanatory metaphors for practitioners.,

3 !
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