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. / . The pace of any educagional ghénge approximates that of a wounded
) turtle. (Kunstei, 1979; p. §0) ' . .
. 2 ' ‘ ‘
i . Whereas some peoples turn to God when a problem looms on the social f ,
. . 2 \ .

i’ horizon, and others turn to the state, Americans instindtikely form ‘
P ’ . - - 3

a committee, elect a president and secretary-treasurer,.and set .

]\ ‘about finding a solution. (Wolff, 1968; p. 127) CN .
t . - ] , ‘ . j
: » . “ ,
. . ,Combining these two quotations combined show why citizen monitoring g:ouﬂ% are

growing in number and significance in three aremas, of civil rights in schools --

.* race desegregation, sex equity, and aid for the handicapped Sihce Ehe iate . ' >
1960s, schooliLh;ve come under increasing pressure, from courts, federiﬂ .
agencies, and interest groups ta ensure civil rightss to their student é\ But .
whether through inability or unwillingnesssto change€, schools have segldom '
satisfied the demands upon them. Th? actors involved have not even fbeen able
to agree on'fust what the schools have done, why, and how to procedd
¢ ) ) ° ! . .?' o

‘

. what remains to be, accomplished. One form of help is a committee suchras a

citizen monitoring body. . - ' )

' Since 1970, citizen groups have been established to overpee implementation

of race desegregation plans in over twenty school districts.z These groups

range from a three-person Biracial Advisory Commitiee'&ith‘ho fgﬂding and a

two-nonth life span, to elaborate networks of dozens of parénts, social
.scientists, lawyers, educators, and commurdity leaders, with hundreds of
’

// . thousands 6f dollars of funding and an indefimite lif® span. Manv'communiéies
14 ' .

hd '

‘now have groups fdrmally set up to monitor compl;ance‘with laws and ﬁrqgrams
- . [ K ° ‘

t
for sex equity and for ending discrimination against the handicapped.  In

A -

o R
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addition, hundreds of local and national groups are,' without any formal magdate
or recognition, keeping watch over schools and trying to induce them'more fully

to guarantee students civil rlghts By'now, perhaps a majority of all pﬁblic

“ .

school children attend schools which have been monitored in some fashion by

citizen groups concerned with civil rights compliance. -
" k] -~ [y ‘ 'y
LY

+  During 1979 and 1980, 1 studieh eleven school districts with citizen groups
monitoring race desegregation, eight district's with groups monitoring sex 'equity,

and seven districts with groups monitoring aid to the handicapped.' I ayé my

¢ . ° °

associates read all available material and visited each district to interview,

'

from two to twenty people involved in the process ¢f monitoring.

e
We found cities such as Cleveland in which the judge relies heavily on his

.
R

monitoring group in ordering changes in the desegregation plan, add'cities‘such .
>

as Dallas where neither the Judge nor anyoneelse pay attention to the monitoring

-
l ' e

- group. We found ‘cities such as Fort Wayne Iftdiana, where the'schools are

very Sympathetlc and responsive to Eroups that sought more aid for handicapped

- ~

students, and cities such as Denver in ,yhich for years the school district *
» f [ ) .

. 8 ’ A

¢
fnght the monitoring group every inch of the Way. We found cities like Boston,

in which various monitoring.groups spend more time arguing with® each other ,than

»

overseeing the schools, and cities like Sacramento, in which'‘several monitoring
groups divide the labor and aid each otherf&gperfect harmony. We «found,
v ‘
short, that setting up a monitoring groub is only the beginni;gaixhat monitoring

//

bodies can have no effect or can actually have harmful effects on students cfsil

rights if they do not work properly Thus we realized that simply calling for

! -
more citizen monitoring is not much use’ until we know ,how monitoring should’ be
L
. ] - .
done and what it should try to do. . !

. . P
Frem our full report (Hochschild and Hadrick, 198la) and its summary and v

A\

recommendations (H6ehschild ’and Hadrick, 1981b), Ishave derived general "tecom- - ..
' , I
mendatidns for successful monitoring, identified various goals for civil’ rights

.

’
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. - M
honitoring groups, an? madg specific.recommendatioﬁs for achieving each of thése = )
. 1 % o ) ' R
goals. '\histargicle desgribes these goals and recommendat}on§.
Monitoring Success and Failure . . ' ' y

*

Before I can make recommendations, however, we must. be clear on just what

a monitoringebody is, and what success and faillGire are. Iormally,;asmbnitoripg

{

grdup\;ontains several citizens who are mandated to observe and report on the
. . . N .. ) ’ .
implementation of- Title VI of the 1964 Civil %ights Act, Title IX of the 1972

Education'émqndmenté, Section 504 of the 1973 Rehabilitation .Act, or
S=Sction = . A .

4 .
’

court-ordered remedies for, violations of the Fourteenth Amendment, for students

“e

-

.in public schools}) over a relatiy@ly long .pariod of time, for a variety of issues.

’
. v “

~

Groups vary in these characteristics of course, byt all share them to some degfee.

~ . . ; . 4 . .
The purpose of all monitoring group§ is to enable their sponsor directly or in-

.directly to control the actions of the Body being monitored. By "control" I mean ¥ ¢

. : , 7 .. ' .
constraint ' or shaping; monitoring is one tool for getting schools to behave in ways

that they might not otherwise have done. It assumes, in short, that information '
- & . — -

can’ be power. - Lo \ .

. N, ¢« -7 - .y

. . " >
A monitoring group's success can be measured in three ways. ~ From the least

-

to the-most stringent and global q{ife;iqn,‘they‘are: 1) Did the group achieve

goals that it defines as "important? 2) Did the group achieve goals defined bf
N

its sponsor (e.g., a judge, OCR, the Womeh's Equity Action League [WEAL]) so that

the sponsor was:better able to induce tivil rights compliance by the school district?
- ~

"3) Did the’ group actually make the implementation Sf student;})aivil rights any , |

easier or more successful than it youId have been if the body had not existed? As

the latter two criferia imply,'community activists must beware'of equating the

. . - . . 4
ability of a group to conduct good research or rally community support with sub- :
} ' .
. -
stantive policy achievements’ monitoring succeds does not always lead to civil rights
success. P . . * . . T !
Similarly, monitoring group failure may take §everal forms. The group may '
not understand its goal, or pursue the wrong goal. It may have insufficient \l
! ) i ! . -~ ’ '
¥ b “ [ T2 4




- holding forums -- that substiiute'for real change. It may simply face .

[ 3

)

»

.

"resources or backing from its sponsor; it may have an inappropriate structure,

\

¥

. ' t : . .
membership, or.strategies. It may achieve symbolic success -- e.g., publishing

e N .
reports, changing the racial or sexual composition of .advisory committees,*
Al M -

»

an env1ronment tpo hostile, r1g1d, or poor to permit much cig%} rights 1mple-

mentation at al My recommendatlons 5uggest ways to avoid these forma of

L
, \ .
failure as well as ways to be effecgive.

A
2

. .
- .

< Nofe, finally, that the typicaf American assumption tha£ a high level oS

_of conflict indicates failure is proba@lx,)&png. Monitoring bodies are set, up

. »

to help-coniror sdéhool system actighs as they implement civil rights require- t e
4 [} . .
> . ‘
ments. Even gathering information is implicitly part of a strategy to constrain

"and shape school actiodi; if it were not,no policyrﬁaéer would bothgr to do itv o

Thus conflict between the school s}stem and the monitoring body is inevitable

and probdbly'usefulg If there were none, the monitors would be either super-

floous or co-opted. The amount of us&ful conflict®will vary according st -the

, » . ’ B
civil rights issue, community resqurces and sentimeg;s, Personalities of the

.

» .
actors, and so on. Too mych conflict can be disastrous, but some is simply an.

indication that the monitoring body and its sponsor are doing their job.

- .
i 3
[}

General Recommendation$
»

A monitoring Body must be established ‘carefully and coherently, as an ) ’
&) - N . '
igtegral part of the*givil rights plan or coutt order. Too often monitoring

grougf are established casually or ignorantly, and thlev end up frustratéd by
‘ - . s

.

internal contradictions and external obstacles which could have been avoided.

)

The sponsor needs to know the circumstances of the partitular school district, .

to understénd the charact;ristics of the civil riglits issue involved, to define

clearly the propgr }ole of the mahitoring(body, and to make sure that the man-

date, structure, memberghip, resources and stratégies of the group are both

- |
s .

. . , |

|
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appropriate to the circumstances and consistent with each other. The group should

4 ‘ M ] . «
be set up before the plan goes into effect, so it can work out problems, edtgblish
. 4‘ a R ¢ . Al . . N

‘procedurgﬁ, and collecg base-line data. i L N
A - . B d [ N ) ,’b °

Two cautions should always be ’kept in mind. First, in civil rights issues,

' N . o : :
particularly race desegregation, emotions.run high, ideologies are strong, ‘per—-

! -

. 4 v * N
ceptions are quickly skewed. No one can be a neutraj observer. Monitori&?\%:?ups, .

1l * v . Y
of course, are set up to try tJ alleviate this problem but they cannot be truly,
' ) ) . ' ?
objective.” Tbu§ the sponsdr should not rely solely on any single person's or .

. group's interpretation of events. Monitors will inevitably be influenced by" ', !

their own ideologies, #scriptive traits, methods of *observation,and eccupation.
0. R . ) ‘
]

The ssponsor should do everything possible to enhance the’group's accuracy, but he,
, - . S . ~

" should also remain open to altermative viewpoints and .interpretations.
, ’ } .
. 7 Second, sponsors sometimes, consciously or not, appoint monitoring groups

L]
w

» in the hope that they will make the, proble@ go away -- or at least remove it o

-

. . . Y ' M ; .
from thekﬁponsor's desk to someone else's. In this situation the'committee's

apparent purpose is not its real mission, which is to give the yeople&éffected

.4
by The plan s&me entity ‘other fhan the sponsor on which to.f;cus thedir wrath,
curiosity, aﬁd.demands. The grgup‘ma§ become a substitute.for reai ox:fsigbt
;nq change, or it may exhaust its energies fighting an unresponsive sponsor, L *
‘or it may go o%f o% its own t;acE, ﬁragging the qnwillin% sponsor along. None .
of these outcoﬁes isi desirable forlanyone. Thus I recémmend: s ’ :

‘\é sponsér, of 3 monito?iag b?dy'shduld be prepared to spend as much, . ﬂ - |
° or more, effort on the issue'b%ing monitored a3 he would if no such
/ : .
group existed. A monitoring body is not a means of relinquishing *
responsibility;.it is a means of helping a sponsor bettér\perﬂorm hi; ‘
N t,aSi(' . ' ‘ l' '.‘/‘ ‘ .
", QMoving to mone specific recommendations, the first requirement of. '
a sucgessful monitoring group is a clea; mandate from its sponsor. IFS wording
- . . ! r

. R ' N 7 j(
[N B !

-
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. . ' T . ' ' .
;*‘ ’,‘ \ - . - . P ‘
dr,formality is less,imp?rtant than a mutual understanding of the group's goals.
r‘, . . . , " N . - > .,
' Thus, : . .

. ERNY : L] ‘. .
PR ] »

The mandate should clearly state the bbdy's mission, regponéjbilitiés,

P e

and ahthorities; The entire group'should'meet‘with the sponsor when

. . necessary to ensure that everyone'interprets‘the mandate'sim@larlyJ'Ihe %£¢up
‘ .
should explain its mandate clearly and repeatedly to the public and

’
schools.,

»

\\?hé mandate should be both gpecific enough to have real contentgagﬁ frexible enough

? ' . * 4
to give the group some autonomy in actﬁng. I will dgscuss différent types of mandates
»

¢ . - -

in the next section. ' Do
v without the'authority it needs to carry out its mandate, a monitoring body .

‘ \

' is almost useless. Advisory bodies with no teeth have a long hE%tory in school-

:_,:’\ » ' [ .
politics, '‘and with few exceptions they produce nothing but voluminous studies; dis- ’
p \~‘ \‘ e . R

illusioned civic activists, embittered minoirites, cynical administrators, and

N ffustrated teachers and parents. Thérefore I recommend’ that:

The sponsdr must make it~ clear either that a monitoring{group is purely

+ . . .
B " advisory, .or that ‘the comm;?tee's findings will significaqtly influence
. ® ‘ . . - -

. ) . ‘his future relations with the school system. The sponsdr must be :
. ’ \ . ) . ¢
¢ preparéd to back up the latter claim when necessary. Alternatively,

* . - ¢
o the gfbué must Hg?e clear and publicly known 'leverage to usg directly
’ . » : /5 » -

or ' whén it sees the need. !
R . LY - A ' ' ; s
L?verage can take. many forms -- court orders, Withpolding of funds, political

4

. L
! campaigns, pressuﬁe f¥om businesses, student boycotts, parental protests, qﬁd so on.

.

The right kind of leverage depends on the civil rights issue,Jlocal circumstances,

-

the type of sponsor, and the problem being addressed. The right level Qf lgverage

L
depends on the same factors ~- applying too much poyer can be almost as destructive

. (‘

c as too little. Thus: ‘ . - P
. oo \ . . - S R
. The sponsor and group members should agree on (and Freferably publicizé.

\/ ] . Ty

-




. . . N
“ . . I v

L4 . .

Y

in_advance) what level and kinds of le?érage are appropriate

. , / . L ¢ 2

ce, LY ]
in particular situations, and then use it when necessary. The kind*and )

. level of power agreed upon mus& be a%ailable and compatible with the

Sqﬂy's'mandate, structure, resourges, and membership. P
4 . ) " . v '
Structures appropriate to different types of monitoring bodies will be dis- g
~ R : - . : -

-

A J
cussed in the next section. In,general: . . ) <t
[ ’ ' \

»

N The sponsor and/or group.chairperson should set up an appropriate,struc-.

¢

tuie before the group begins to work, so that internal procedural ;ésues do not

. dominate the first weeks of the plan'§ implementation. They should
. ”

organize subcommittees, recruit members and staff, allocate resources
- . N

<

< - LY ,
and authority within the committee, and. set up meetings,r%§earch, and '
. ' . ~
reporting procedures both within the committee and between it and non-

. ' ‘ me@bers. Once the structures are estabfished, they should be routin-
s , ) " * P . ..
e « 1zed quickIy,-?nd left in place unless there is an extremely strong. '

reason for changing them. . The structure should, however include mechan-*

) 4
. «

-“ “i%ns for change as vell as some flexibility-within {t.

* N -
This is a cali, not for rigidity, but for standard operating procedures. Monitoring *
. / ~

A} . L

L . roups‘consist'og'volunteers with different beliefs aﬁd skills, doing highly'dif-
§ st ot ‘

“ .

fuse and 'innovative tasks in a volatile atmosphere. Each‘oﬁgkhesg features con-
. C . . . . .
_ tributes a strong centrifugal forge; anything that can be¢ made -poutihe and non-
1 N N . . -

t { * {-

controversial should be. - . LA ; N .
i A N 4 ! A
i . . . . \ » .
ve s

] » .
"The focus and effectivemess of a monitoring group depends largely on the
. ” v!

views and skills 3t its memberg. They must be chosen carefully to have enough,

\\§ bt nog gtoo much, diversitﬁ\§\:o'aohiéventhiq'balanbe: “ ) y

”

The spoﬁso§;§h0uld choose -members who are committed to carrying out the '
“ [y i * n
civil rights court order or plan, whether or not they-firmly believe °
B ) ‘ : ' N 0\)
- " !in it. Members should be diverse enough in their methods of spbservation

. B . (

. ' that many di#fferent kinds of knowledge are qﬁl{ected, but not Eaidiversg -t |
‘- ' [N 4 . |

- v e - N

.

3 - . o - . * .

- , . f . ., .
’ .

. . M
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that they,cannot‘ég:ee on an interpretation of what Ehey‘have.observed.

,_N\‘All actors in th® process should be able to trust and respect at least

¢

some monitors. Thus group probably should have some educators, a con-

1

“msiderable‘number of minority repr\esenta't'ives, some members with stanaing

" in the business community, and.so on. Perhaps each major actor should
\ -

.
- -

submit Q‘Iist'of candidates for the monitoring group to the sponsor,who then
chooses afong fhat list according\to the above criteria and others discussed
below. ’

Ll
-

The other main issde in choosing members is symbolic. Race, sex, place of

residence, or class may have little to do with one's“sﬁgil as an~obseryeg and

.

reparter, but they are easy and convincing‘iSSues for skeptics to use in under-
2 9y .

mining monitorihg body findings. Therefore-. . . . .
The sponsor should be extremely sensitive to symbolic issues of place

and length of residence in the community, having children in the public

+ ‘ -

sch9ols, socio-economic .status, race, ethnicity, sex,'and handicap ih

. . i
appointing monitoring’grouﬁ'members. He should’ avoid appointing many

¢ .

peoplé who are easily discredited on symbolic lgrounds.
* N . -.>

No, matter how skilled and dppropriate the membérs, they_can do little with-

out resources. - First, funding:

]
.

A sponsor must provide, or oth®rwise ensure, steady and reliable fhﬁding

. .

* that the monitoring body can use as it sees fit énﬁ‘that has no implicit

" or éxpiipit strings antached.'. " . N

-« .

The ambgné of fdndé“néed nott be laxge; ‘a group may-aeed money only for clerical

PO Y

help and supplies.; With more money, of cougse, it can hire a professional staff,’

)

buy compute® time, hold public fobrums and activities, travel, bring in consultants,

%,

reimburse schood monitors, and so on. But its money muSQ'b¢ assured, regular, and

independept of its finéings. Cy ) ’ .

‘Second, a.§téff can make of break a donitoring'groupL It can gather and analyze

’ . ﬂ' -
.o

information organize events and daily routines efficiently, and .support and




.
.

critique public members. It can also, however, create or fan dissension within the
! \

committee or between it and others, become a small bureaucracy with an agenda and

°

momentum of its own, or interrupt committeé communications with thé schools, sponsvr,:*
and public. I recommend, therefore ¢

fhe group should have at least a skeletal baid staff, probably.chosen

by and accountable to the group. Staff should be selected more for
) f
: competence and acceptance of the committee'sqagndaue than for «sersonal

2
or ascriptive traits. Both sponsor and public members should be very-

alert to potential problems wi staff, and move to solve them early.

-

The accomplishments of both public members and staff will depend’cruci&lly

\\\9a\5he group's leader, The chair must be able to weld a group of people with

~

limited time and disparate constituencies, incentiyes,’ideologies, background,
and skills into a cohesive unit that can pursue only’'a few of its possible and
desiraple tasks. The chair must control the staff while leaving it ehough autonomy

to work; he or. she must maintain good relations with the schools while ins{sting

on certain demands; he or she must be a public spokesperson and link to the sponsor

,

aithogt vio}jating the autonomy_of individual members or uSurpiﬁg the .role of the

sponsor, Sode'necessary leadership ‘skills vary among types of monitoring groups,
‘. r i

~
.

as we will see in the next section, generally: <
bl v

The sponsor should be especially careful in designating the chair of -
a monitoring body. ~He or *she must have public and private stature,

strong leadership abilities, finely-tuned political instincts, and a ¢

/ Yo
‘ commitment to give the time and effort necessary to lead a group of
1 R ,. ]

voluntfeers in a very delicate and diffiéult task.
/ Ay

Once the mandate, structure,’ composition, and resources of a body are in

place, it must begin and maintain relations with the s¢hool system. The twin

»

dangers here are co-optation angd extreme adversarial relations. To achieve enough,

but not too muchr, conflict: - a

) iy " 11 ‘ ‘
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¢ . v i - L4
N N Monitoping groups should submit re?orfs to the school system for response
before submittiﬁg them to ;hg sponsor or makigg them ‘public. The group

should hot. be committed to makiﬂg.chgnges in the reporé, suggested by the

schools; but it should somehow publicly acknowledge'che'schools' response.

.

Hoﬁitorfng groups should be alert tQ positive aé;ions taken by the

) -

school system, and report successes asvﬁell as short‘comingé. Je o,
{ .
4
*should not tone down justifiable criticisms, however.
8 o .
My other recemmendations vary by the type of monitoring group, to which I

now turn.: . -

P '
.
A 4 [ .
¥

Types of CivilvRights Monitofing.Groups

So far, I have assumed that civil rights monitoring is a'siﬁgle activity,
that all groups do essentially the sare ching except that some do it better

than others do. - My research shows, however, that that is not the case. k

B *

have found four different types of monitoring -- four goals and manda}es that

- «

.

- .

call for different structures, membérship, reSOurces;-and strategies within °
./. ‘v . ) ‘
the general outlines for.success described above. This section identifies:the four

types, defines success and failure for eacq, and outlines barticular recom-
-, B

mendations to be added to the general ones. -
N

N k]

Fifét, monitoring can be a way to extend the range and depth of executive

and judicial policy without increasing the number of civil servants’ (see Eisenberg,

1981). For a state education aeency‘or OCR directly to oversee civil rights

L >

compliance in all school districts would be impossfble without vasfly increasing

¢ - ¢

<+, 1ts size -- and even then p;oblems of caordination and communication wQuld be
overwhelming. For a federal judge directly to overseg coﬁpliance with his court

order would also béJimpossible without substantially restruqturiﬁg the judiciar&.
~ . ' :
But cditizen grogps.undqr the, close sponsorship of OCR.or a judge can oversee the

achievementof Constitutional mandates and then disband when their task is done.

Thus the first mo%}ﬁoring mandate is. statutory -- to oversee compliance with

) o ' : .
< > : .

14W)

S _am
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!

a court order or,administrative regulation to end racial

]
descrimination, or satisfy the needs of handicapped students.,fIt, focuses on
. pbedience to the letter of the law or court order, generally by examining
N
quantifiable actions such as transfers of students, staff, or ,unds. Success

'y consists of providing reliable and extensive data to the sponsor about what is
h&ppening in the school system, and of evaluations and recommendations that .
neither distort the data nor constrain the sponsor. The greatest danger for \

such a group is likely to be abandoning its effort to be an objective, impartial
2 v
observer and developing adversarial relations with the school system. In short,

a statutory group must become and remain a good staff to —— "eyes and ears of" --

- [y

\ ‘ its sponsor. {

Second, monitoring can be a way to involve more people and groups in the

decisions and activities of schgols. Schools are public institutions -- supported

.

by taxes, headéd by local residents, accountable ultimately to parenés and?society

in general. Parents should have some say in how and what their children are taught;

\

businesses and civic organizations should help to prepare their future employees
N ‘

and citizens. \ y N

Thus a second poasible monitoring mandate is political -- to cﬁange'thq
a balance of power within the school system or to bring new actors and new resources
to be;r on civil rights problems. One subtyge has a bluewribQZn pQﬁitical man-—

éf date; it seeks to get business, civic, religious, and cultural leade;s'E;;olved
in civil-rights related sdhool programs, in the hope that they will use their

skills, prestige, and resources to foster those programs., The second ﬁpbtype has »
»

.

~

a grass roots mandate; it uses the committee's leverage to channel previously

-

powerless people such as Ieaders of community or minority organizations into

personnel, cur}iculum, disciplinary, and other school decisions.

. . Succ&ss\for the blue-ribbon monitoring group consists of moving péwer horizon-
f o - . . .\‘.'.‘
' tally - gettixgpfeviously uninvolved but powerful groups active in some schsol

ERIC | 13 C
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. . policy. Success for the grass-ropts group is moving power vertically -- getting pre-
viously involved but powe%less groups active in schoél policy-making processés. The
) . - -
greateét danger for a political monitoring group is that its membérs will focus’

more on’ their own political goals and ambiiions than on the civil rights issué®
per se. Blue ribbén coémi:tées may become preoccupied with intergal jockeying
or may use the schools to strengthert their own oréanization. Qrass-roots com-
.mittees may become emgrossed in battling the scheol system in the pursu;t of
unrealistically great changes in race, gender, or class relations.

Third, monitoring can be a way to make sure that educational goals are not
16st in the drive to comply with laws.l No judge can fully underst;nd the
exigencies and -needs of eaucators;‘no,sihgle set of regulations can be optimali
for all school.systems. No one wants blind obedience §0\hindgr children's

¢ . best interests, and yet we must not permit local exée?cions to vitiate civil
. . i

. . et
rights mandates. Monitoring groups are a way to apply general laws to : . [

’ ' 7
' specific situations, to bridge the gap between policy-makers and educators.

Thus a monitoring body mandate mav be educétiong& -- to make sure that ending

discrimination also improves students' learning. The group may seek equal Qducational

“ ' N

_oggortunitz.' Monitoring here means making sure that educational needs are always .

givenpé}ority over all other demands, and that each.studept has a full and equal

chance to become educated. Monitoring group success copsists of helping educatgys
‘qzl ™ to put their professional training to its best use. The second subtfpe focuses

on equa)l results; monitoring here fieans making sure that previously disadvantaged

children receive enough compensatory treatment that they éétain the same educa- °
. tional outcomes as other‘chilaren. Success for fuch.a group means changing the
:ailocation of educational resources in ogéﬁr to benefiﬁ,forhekly-deprived studgpts.
With regard to.fducational goals, the greatest danger, oé an opportunity-
oriented group is that it will be co-opted by the school system, so that ic

becomes an apologist for schoolé’chat cannot_or will not c¢hange to meet civil
. . s -t R ).
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.rights goals. For a results-oriented group, the greatest danger is that it

»

will come to sypport continued segregation between advantaged ahd deprived

groups, e.g. that it willrelinquigh desegregation in trade for compensatory programs
5 O,
in racially isolated schools.

! Finally, ‘monitoring can be a way for people to come together, work on
common goals, develop new friends, and learn to understand and appreciate .
differences as well as similarities. One purpose of desegregation is to bring

blacks and whites together;, one purpose of sex equity is to bring men and women v

Al ~

together; the main goal of civil fights for the handicapped is mainstreaming:
Monitoring groups can themselves create ties and set examples; they can also
help to ensure that schools truly integrate their students and teach each one

the value of all. ' ' L '

Thus the fourth and final mandate may be social -- to improve relations among .

hostile or distant groups, to involve people from varied backgrounds in school
activities, and to help minorities agyelop contacts And self-confidence within

‘ A .
_rhe dominant society. Success is acheived through fostering g9od internal social
relations, developing networks across.groups ?ithin the schoo s, providing physical

a ~
e

c e . ‘ .
and psychological protection for newly integrated students, and buildi&g community

[ 4
sooial r?elations ithin the com=-

mittee, or friendly but superficial activities and proé:!.ki- in the schools, blunt

morale. Failure would occur if the desire f

the edge of the committee's mandate toqprotect.and beost formerly’ deprived:students.

The committee may be unable both .to criticize disfriminatory treatment and to en-

-

1
courage cooperation and respect, and it mﬁ‘ drop the former task in. favor of the:

« " much more enjoyable latter task. v )

Yo n M
The first step in making recommendations for different types of fmonitoring

.
‘ .

. . . groups is to suggest which combinations are, and are not, compatible. No

. actual grou;‘will be a pure type as ] just described them, Bu{ some mixes work’

s ¢

- ; {
much better tLan others. First, groups can easily combine mandates that seek

A

3
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information and that require a neutral, uninyolved set of monitors. Thus
" statutory and equal opportunity educarional mandates work well together.

Conversely, groups can successfully combine mandates that require direct in-
N . , . .
volvement by the monitors in the schdol system, so long as the actions’ them-

selves are coﬁpatible. Thus blue-ribbBon pelitical and social mandates can v,

v
3~

‘be combined, since both seek to involve powerful community leaders in the schools.

Similarly, grass-roots political and equal-outcomes educational mandates work

L4

.well together, since both seek to Ehaﬁge the way schools are run and the people
who run them. Groups should avoid, howevér, combining mandates if one focuses
on information gathering and the other on direct action, and they should avaid,

combining action-oriented mandates if one seeks radical change in the' school

~ .
system and the other doesn't. Miging incompatible mandates leads .only to .
frustration and battles within the group, inconsistent communications with the

schools, and headaches for the sponsor.

If the sponsor or gfoup members séek a vardety of incompatible goals, their

> -

greatest chance for success lies in 'setting up several citizen groups, each with

a different mandate, membership, resou}ces, and strategies. These groups should

understand their boundaries and limits, and try to work closely together to

.

reinforce each other's activities. Such a network can avoid, intra-grpup conflict

and the contradictions of switching from objective observar to passionate act&vist

-

and back again. A network also g@ves the schools and communify clear foci for

different communications and claims. However, these groups run the risk of eXpénding .
. .
their energy in competition over resources, power, and mandates rather than in the
pursuit of civil rights goals. To avoid such fights over turf, the sponsor
e .

should: . ) . .

\
S .. .
.Make sure that each group clearly understands and accepts its mandate

-

apd -its relationghip with the other groups; make sure that the

- A Y
.
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structures, resources, and membgr$ afg appropriate for eacg_group; build

-

on existing groups; and avoid any ambiguity over allocations of new

powers, resources, Or objects for md‘itoring.

2 , -

We come; finally, to recommendations for specific types of monitorin~ ‘ull report

I have room here only to outline them; for details and exadmples,

(Hochschdld and Radrick, 1981a,1981b). ' )9,
4 , .
A statutory monitoring group, whose role is to provide syste ute,
. :
jective information to its spousor about compliance with a cdﬁrt ora d to

needs access to school data and the assurance bf its sponsor's backing

. i
get it. Its sponsor is likely to be a court, OCR, or statg agency. .

-

structure should be relatively fotmél, with subcommittees ‘determined by iss

areds and a single chair and spokesperson with authority over&the whole body.

members should be experés on legal questions, data analysis, and policy imple-

mentation -- not necessarily representatives of the relevant minority or powerful

[

-and prestigious comminity members. It needs a\fairly large and professional staff

to collect, analyze, and evaluate data; it would also benefit from a group of vol-

A -

unteer, nonprofessional in-school monitors who are trained by the staff to observe

.
-

any§y report accurately. It needs considerable funding, for staff salaries, computer
‘time, and.supplies. Its leader needs stréhg executive and analytic, but not neces-

Sarily political, skills. Its meetings andi réparts are instrumental more than ex-
t .
pressive, and therefore may be closed to tﬁe public and targéted specifically to the
, s

.
-

3
sponsor's needs or wishes. Its strategies should include: -

.

L4 * -

.

* A stance as objéctive, uninvolved observers of the school system;

* A minimum of expression of personal oginion and ideology, and a limit ~°

Al

on recommendations, to the extent desired hy the sponsor;

* A high degree of autonomy for the staff, especially in gathering and

analyzing data, and a strong staff director; )

id
* A single public gpokesperson, who provides only as much publicity as -

17
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is necessary to legitimize the order or law to the public;

! .

* Information gathering that is system-wide, verifiable, not focused

on individual problems, and chosen in accordance with components of
. .r * }
* " the court order or statute; ) // . ' . .
o '

* A perception among members and staff that they are all the staff of |

. the sponsog: and that thei? role is to evaluate compliance with the
R - ]

“

e . plan, not the'merits of the plan itself; , Vs

* Formal presentation to the community, preferably in Qriting, of facts

abouq/the litigation or law and actions needed to comply with it.

. i ' L
A monitoring body with a political mandate is being asked to change the balance
’ “ i *

1] ’ N . . .
of power“or amount ‘of resources within the school system in order to foster pros

)

gramseor pelicies for student civil rights. A blue ribbon political group is

. .
likely to be sponsdored by local community or business organizations, *perhaps
- L ) - .

L

N s . . )
© in conjunction with a court. Its main mandate 1s tofbring resources and actors - .
.

into certain school programs, so it need;\gahfss to school adminisgrators

-

with the authority to shape those programs. For example, businessmen

on the g}oup might help to design 4ocational classes and apprenticeships for whnority

students; museum and university employegs might work on designing programs zé women

in American history or techniques for educating retarded students. Thus its structure
. . 4 w " . 4

shoyld,be loose and informal, with largely autonomous subcommittees drganiqu according

R -

to'the programs being developed. Its members néed be neither members of the targgtedy’
1 4 .:#’_‘

groups or legai and analytic ex%:rts; they should be local elites, able to"draw
on their wide édmmunity contacts and organizational bases. The staff should be

‘'small and purely ddministrative. ~ Funding can come from monetary and in-kind

.
-

. ' -
donations; the amount needed will vary according to the nature and extensivengss

of the programs that group.,members develop. The chair should have great local

status, but should facilitate a vq;iety of éctiuities mgré than dominate politically
" ' ) -, e

,or analytically. Meétings and reports should be open to the public and schools as .
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1 »

well as to the sponsor; reports should be nontechnical:and widesranging. Strategies

+ .
includej . EASERS )

- s)‘;:

1

. % Informal,'cooperativi, friendky relations with school administrators;
’ & L ™ e
* Combining monitoring with recommendatidns and activism;

* A focus on developing substantive policies and progréms rather ghan
. -~

’ L
qn.decision-making;' . L
. A » .o
* Pluralism and equal relations among committee members;
! ) ‘ C g
* Efforts to involve other community members and local oréaﬁizaqions

? , R

- in new school programs;

-
v -

3 ’

* Using the promise of contributihg scarce sources of time, money, and

‘ .\ -
expértise as a "car-rio{" tm{ce s_,choo'I cooperation; and
H —

-4

* Cultivation of favorable media coverage of programs. :
. . .

AGrass roots*ﬂblitical group is more concerned with bringing previously

powerless community tes dents into schqol decision-making processes that affect

. -

¢ivil rights-tﬁha with particular programs. It is likely to be sponsored by

A

~nonreline.prganiza%ioﬁ§‘and p?litica; groups seekiﬁg substantial change, and r

lt is likely to focus more on specific problems and general procedures of implémentation’

.than on data-gathering ox program development./ It needs access to school staff and
intra-school memos and policy documents, as well as assurance by the schools

or sponsor that there will be no reprisals‘.against tommittee members their
. ] ' ) s
constituents if controversies become acrimonious. Its structure should be informal,

with subcommittees organized by either geographic area or system-wide decision-

making procésses. It needs a strong leader with great political skill

“ L )

and conviction, and with access to medil coverage and the sponsor. Other

member§‘sh0uld be communiﬂy residents, with a deep commitment to the civil righfs

issue and with wide connections and a.good reputation in the ¢ommunity. The committee

PR

needs few if any local elites or experts, but it should be t@awily weig%ted‘to-
ward the group -- blacks, womeﬁ, or handicapped -- which the civil rigﬁts issue \\\\

addresses. The staff can be small and purelx administrative; funding is needed

oqu for supplies, public meetings and communications, and reimbursement for |

L ! ‘
|

. 19
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¥ .

poor group mémbers. Meetings and reports should be opewr to the pubXic and should s
make, every effort to dr?w'as many people as possible into the prodess. Strategie?::‘
b} . ' v . .

«

might include:
*

* A w;&lingness to “have confrontations when necessary with school ddmin-

v

istrators;
. ‘;
* A gearch for mutual support with some teachers and low-level staff;
r N - L
* Combining highly qualitative monitoring with activism;

* Pluralism and equal relations among committee members;
’ ) . \
I . .
* A focus on determining and redressing individual grievanceg vtther
than doing systematic analyses or developing new programs;
Y % Strong advocad*ig; civil rights goals with strong recommendations for

[ » .
implementation in .committee reports; gﬂh )

v . A

* Efforts to obéhin and routinize citizen participation in school decisions.

.

Monitoring bodies with an educational mandate focus more directly on students'

-
.

' : : 1, ‘ o
learning than do groupé with the first two mandates; they.view the civil rights -
< - 4
implementation process as a way to improve the process of gducatibn (narrowly-defined)

¢

for formerly deprived students. A grodp that focuses on equal educational opportunities

¢

»
-

is likely to be sponsored by the school system itgeff; if so, it often includes

in its mandate an effort to keep civil rights iﬁplemgntatioﬁgz defined as

séudent movehent or new programé and policies, from disrupting oW-going educ;tional
processes. SQch a group needs access to school administrators and data,‘Lutlit
does not need much enforcement au&hority. Its struct&re should be.qelatively

“

informal, with_subcoﬁmittees often divided by grade level or speckal‘programs.

The chair needs strong organizational and persuasive skills, as well as credibility

- .

with mainstream parents and educators. Its members should be respected, but
not necessarily elite,” local residents. It is likely to contain more eduéators than

lawyers or policy analysts, and it shoufd have some minority represedtativas al-

though they need not dominate it, Its taff can be small and mostly administrative,

| , 20 :
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’ ‘ +
't .

with some capability for data analysis. Its funding also can be minimal, ana‘can N
M N

bealargely in-kind donations from the schools or local organizations. Meetings

-

, . * .
and reports should be open to the public but need not be extensively advertised;

L4 .
.

recommendations should be aimed primarily at Ehe schools themselves, aﬂd should

N -

focus on the distribution of resources, discipline, and opportunities among
students. Strategies might include: . X T :
> < 3 v
* ngéeration and close communicatiop with school offiicials at all

J
levels,but especially .n top administration;

* Objegtive da;a—gatheriné combined with recommendation§;bﬁt nog.

.

. necessarily efforts to achieve those recommendations;

S

¥

* A combination of .system-wide observation on some issues with ad hoc

individual probleﬁ~solving on ;thers; ag? P | > /)
;_Eféort§ to.ingtitutionalizg grievance and di;cgnLinaff procedﬁres, to .
{ ‘ increase minority partiéipation in extracurricular actiﬁi;ie;, and to
allévia;e educationally dysfunctional aspects of a-bourt‘ogder, statute,
or Fegulatiop on student ci;il rightg. A . -

A monitorimg group with an educational mandate that focuses Qmeequal outcomes,

@

, more than on equal opportunities will be more adversarial than the '‘group just

discussed. It seeks to ensyre that formerly deprived minoritfes leave 'school

» " .

with the same education as other students -- even if that means that they must

.
. -~
receive special. treatment or remdin separate from the dominant group. ' Sponsors

LY

of such a group are likely to be parents or othsr members of black, women's, or
'héﬁdicapped¢ddvocac§~organi;ations. They need access to school data on student

placement, studerit Achievement, and’.resource allocation, as well as access to the

” ) A *

' people and processes that alloc#te gtudents, Eeachers, and funds. The structure,

membership, apd staffing of this group can bes the same ag™that of an opbortunities-

+

oriented gfoup, £&xcept .that tﬂe leader must be more politically powerful, deprived

-

groups must be betterr represented, and membets should be strong advocates of

Q . S .

ERIC o <1
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. significant cha<é? in thg schools. In=-school mogitprs would be a valuable ad-

“a ' “l
dition to s&cﬁ.@igroup. Funding can be slight, but must be entirely independént
. . . . Y Ve
of the schaqols. Meetings and reports should be open and should actively seek

" _ _
community “involvement. - Group strategies might include: :

q - N , hd N N ‘1
* A willingness to engagé in confron¥athons with the schobvl system when

Lo

‘necessary;

. . .

. % Invés:igatioq of spgcific complaints or prablems of deprived students

. N '\

\
combined with otcasional system-wide analysis;
o . Pl

* Investigation”of issues not specifically related to civil rights issues
. ) - > '

-
.
.

if they affect student aohievgment;’ - , .

*

Efforts to generate media coverage and community involvement, espeéially'

?y parénts an& deprived'éroupsz * b i

3

*

Efforts to become involved in the implementation process as well as to

»”
i

“make recommendations} R ) R $
’\ >
= o * Monitoring within schools and classrooms of daily activities; .and
* An effort to, develop institutionalized procedures for compensation to
x . ¢ ‘

deprived students as long as necessary. ‘e

Finally, a monitoring group with a social mandate focuses more on the extent

" and quality-of interaction among groups than on the substance of legal, political,

. -

or educational changes 'in schools. A social group is likely to be sponsored by,

community organizations and middle-of-the-road minority advocacy groups. It

’

needs‘access to school administrators and perhaps teachers, and authority to’ sponsor
programs or events., ILts.structure should|be informal, with sﬁbcqmmittees organized
by activity or program area, and a.leader skilled at negoEiation and facilit§tion.
Multiple spokespersons seem appropriate. Mem§ers should be respected cbmmunity

members with widespread connections but not necessarily any professional expertise.

- -, .

They -should be evenly divided among the groups -question, with each subcommittee
N ’ \ . ‘l
perhaps co-chaired by a black and a white, or a man and a woman, or & handicapped

v
i
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‘Jgs non—handicappea‘mqmbgr. The group can pe quite large ke.g., over 20), bqt
1
should have only a skeletai-staff for&administfative pu}poses; Funding should
be great enough to permit the development of new programs 3nd f;equent comﬁunity
<
and school activities. Meetings and reports should be seen more as opportunities *

N ‘

for community involvement than as the instruments to achiége any particular goal.
Pnly in\ohe atea should the social monitoring gtoup seek particular results --

that of investigating and solving compiaints by formerly deprived groups of

discrimination, hestility, or danger. ‘Strategies for such a group should include:
. - :
\ £y v

*

- .
Working clogely with all levels of the school system, avoiding adver-

sarﬁ7l relations in most, cases;” .
N

. * A willingness to be more _confrontational on issues which affect the

safety or status of formerly deprived sutdents;
A +

(

* Mixing observation with makidgvrecommendations, devising remedies, and

.

helping tb implement. them;
.’ * Efforts to achieve wide and favorable media coverage;
* A focus on school-by-school observation resbonding to p;gblems as
they arise,combined withfsome system-wide moniﬂ!ring of special programs
and of treatment of formerly disadvahtaged students;
¥ Commitment to good community relations mor'e fhan strong advocacy of a

particular .civil rights goal; and ,

* The development‘of informational and reference services, for example on
job openings, on higher educational options and scholarships, or

on the achievements of local minority personages both historicélly

’

v 5
and currentiy. 4

Thus monitoring groups need to not only follow generﬁl strategies for success,

but also to aécertaig their particular mandate and its implications. Only by such
" . .

;-
conscious and careful organization can monitoring groups be effective in the faca

of the great odds against them, which are the subject of the concluding j;gtion.

[ 4
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Conclusion: The Structural Contradictions of Monitoring *
T T

. |

Monitoring, in all its variations, can be enormously helpful in implementing

4 t
civil rights in achools. A monitorin%/%roup gives courts and regulatory agencies ,

a greater ability to enforce their mandate®; it gives schools a ¢hance to fit the

.

mandate to local cﬁicumstances; it gives citizens an chance to shape/crucially
, / y
. -
important and compfex institutions; it faciliﬁ}tes true integration. However,
. e -
monitoring also has built-in frustrations and conflictg, which must be confrented " .

w

if a group hopeé_to be effective. Consider the following argument: To achieve

S v

Eheir'mandétes, monitors need many resourges, which are grdnted by different
\ .
‘ vy -,
actors in the implementation process who are independent of one another. If two

) . . ¢ . :
such actors are adver#aries, the more one gives of the resources under its control
to thé“moﬁitoring body, the more the group will be perceived as a: tool of that
actor, apd tns fewer the resources that the other will givé. Thus, to take the

N - * . »
simplest case, a tourt can give its group a_pandatea funding, staff, leader,

)

members, and the promise of judicial backing if necessary.  But f ca%ﬁot give: the

body information o; legitimacy in the schools -- ohly the schools canrdo that..

.

And when court and schools are locked in a bitter fight, the Qore resources the
» rd b -~ 4

court gives, the more that the schools withhold.
The core dilemma is that a small.set of resources are all necesséry but nét
sufficient by theé&&lves effectively to monitor civil' rights compliance, and these

resources are controlled by separate actors who are likely to be antagdniseic to
bl -
PR 2

one %nother or to monitoring. These core resources, are: 1) mandate, authority,
and members, controlled by the sponsor; 2) information, controlled by the school .
v 4 b .

system; and 3) community support or at least acquiescence, controlled by parents

‘and other local .residents. - . * '

-

The strategies for getting enough of these three 'essential resources depend

, on circumgtances. If the school district is the sponsor or agrees with the sponsor,

v

the community is also likely to be supportive. Thus the monitoring body is able

~
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s%mply to work cooperatively with all actors, This situation most often occurs

-23-

in groups dealing with aid to the handicapped.  Such a circumstance is the most A e

desirable -- but it also is the’one in which moniﬁoriné'is least qécessary and perhaps
. .

least forceful. If the school district and/or the community disagrees wi%h the

sSponsor on civ}l rights goals or the means to achieve them, the monitoring
! ~

body has two.options to be effective. It may be very politicall§‘astute, and .

work hard to persuade all actors to give it the resourceg it needs. This situation.
- ‘i‘
is the most common one in sex equity cases.  Or it may rely heavily on a sponsor
~ .

v

who has and willjuse the power needed to force the schools and community to cooperate

r \ ') » '

with the monitors. This circumstance is most likely to occur in raté’aqsegregation
. f ~ N

cases, and it is the situation in which monitorng is.the hardest to do effectively
* ) . | . .
and the most important to do effectively. My last recommendation for an effective

" x .
M '

monitoring group ‘s, therefore, that’ the sponsor must:

. Ensure that all actors will give ,the monitoring body the resources it

. - e

needs; or give the monitoring body a leader, membgrs, and other ‘resources

that will help it be pegﬁuasive to schools and community residents; or

i

, give the monitoring body the backing it needs to force the schols and

’ 1
community to give it essential resources. This choice will depend
t P

N

on local circumstances and the issue being monitored. The sponsor and

r ~

. j ,moﬁitors should adﬁus; their expectations accogdinély. The first’
. i
- situation makes effective monitoring most likely; the second situation
makes it possible but uncertain; and the third situation makes it ektrgpely

difficult, though not impossible.

. '

. N .
Remember, there are no definitive rules on what to monitor and how toﬁﬁo it.
1 +

The choice of mandates, resources, and strategies, and the reasonable levels of
: N
expectation and lgverage all depend on the kind of civil rights being monitored and
“ ' .

the degree of enthusiasm or hostility among the'actors. Monitoring is not a way to

]
N

make a problem go away; it can be a way to hélp citizens participate in their schools

~ ol . ' . “
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handicapped students. ) . (/;4‘ -

- -
r \ -

Footnotes ‘ o . -w

1. The full report, which 4ncludes descriptidns of enty-five monitoring. groups, y'
and its summary and recommendations, are aQai}able for $12.00 or $3.00 °
respectively (to covet the cdst of copying) from Jennifer Hochschild, Woodrow
Wilson School, Princeton University, Priﬁthon, New.Jersey 08544.
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