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The MetroLink project 3upported and studied the

process of collaboration for human resource development in American
metropolitan areas. The project was conducted in 1984 and 1985 in the
following eight metropolitan areas: Atlanta, Georgia; Boston,
Magssachusetts; Hartford, Connecticut; Indianapolis, Indiana;
Louisville, Kentucky; Minneapolis, Minnesota; Saint Louis, Missouri;
and Portland, Oregon. The study documentation indicated that: (1)
successful collaboration to overcome longstanding systemic problems
in human resource develcpment can be achieved; (2) there appear to be
five stages in the development of cnllaboration; (3) differant
elements of leadership, history, and levels of commitment combine to
determine the nature of collaborative alliances; (4) 12 themes
apparently characterize collaborative efforts. The 5 phases and 12
themes of the collaborative process are discussed at length in the
body of the report. MetroLink also achieved the following specific
outcomes in each site: (1) a coordinator trained in assessing and
gathering information about a metropolitan area's political and
economic environments, and in using external networks to bring
information and expertise to the area; (2) a cadre of leaders who
undersand the complexities of metropolitan area planning and
policymaking processes, and effective strategies for intervening in
those processes; (3) a process for documenting and assessing
cooperative activities among schools, businesses, higher education
institutions, and among labor organizations, governmentali agencies
and individuals; (4) a specific, publicly visible example of results
gsined from cooperative efforts; and (5) a small national network
capable of disseminating experiences gained through MetroLink to
additional metropolitan areas. The cross-sector collaboration process
in each of the eight metropolitan areas is discussed. (BJV)
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EXECUTIVE SUMMARY

w 0 iv i -R a

Encouragement of collaborative activity has been a theme of this era of reports
and recommendations about the state of the nation’s institutions and policies.
Some 200 state committees and commissions, public and private, are currently
attempting to improve public education. Many other organizations are attempting
to deal with youth unemployment and related problems as well.

There is broad agrement that if our communities fail to develop local capacities
for developing the potential of our people, the social and economic prospects
for all of us will sigrificantly diminish as we enter the twenty-first century.
Reports emanating from leaders of the private business sector stress that our
nation’s human resources are one factor in the economic equation to which we
must pay increasing attention. Most reports claim that public-private partner-
ships would be useful vehicles f¢ bringing coherence to fragmented systems and
initiatives for improving the state of education and training at all levels.

These reports have increasingly focused the attention of metropolitan leaders
upon systemic issyes in human resource development. These issues cut across
many sectors and cover a broad range of matters -- the decline of the appeal of
higher education to young people; the quality of postsecondary training; shifting
demographic patterns; future labor market needs; mobilization and direction of
leadership, resources and policies to improve the public schools and increase
youth employment. Because these issues broadly affect organizations, institu-
tions, and individuals throughout the private and public sectors, it seems not
only reasonable but imperative for leaders to collaborate in addressing common
problems.

MetroLink grew from a conviction that many of the critical issues affecting
organizations, institutions and social policies concerning human resources could
best be addressed through leaders who collaborate to share programs and re-
sources. IEL determined that understanding of processes underlying collaborative
leadership is weak in two ways. First, there is little solid analysis -- that
is, based on concrete information in specific settings and gathered by informed
participants -- about how effective collaboration takes place. Second, there is
little acknowledgement of the complexity and difficulty of leadership in
collaborative activities.

Multi-sector partnerships are among the first highly visible structures for
collaborative effcrt. Partnerships are intended to develop, marshall, and
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deploy human resources long-range -- resources capable of meeting the changing
economic, social and political needs of metropolitan communities. Many public--
private partnerships are intended to address problems of youth unemployment,
long-lasting employability of non-college-bound high school graduates, and
improvement of public schooling.

IEL developed MetroLink in the belief that strategic thinking and concerted
action depended upon understanding how collaboration takes place. MetroLink
coordinators therefore examined how partnerships move from particular programs
to involvement of a whole delivery system, and how consensus is developed to
improve policymaking and long-range planning.

The MetroLink project, conducted on sjte in cight metropolitan areas, supported
and studied the process of collaboration for human resource development in
American metropolitan areas. MetroLink emphasized long-range planning because
practically all of the available information about multi-sector collaboration for
addressing issues of education, employment, and training has been anecdotal and
descriptive discussion of short-term programs and activities.

The analyses took place over a two-ycar period (1984 and 1985) and were conducted
on sitc among leaders of public and private sector organizations and institutions
concerned with education and training for human resource development. The
project was conducted by the Institute for Educational Leadership (IEL) with
funds provided by the Danforth Foundation.

IEL identified diverse metropolitan areas where mmulti-sector collaborative
efforts were being attempted or planned. The ecight areas were Atlanta, Boston,
Hartford, Indianapolis, Louisville, Minneapolis, Saint Louis, and Portland,
Oregon. Each community had the following characteristics:

0 A distinct issues focus and at least 2 fledgling structure for develop-
ing collaborative leadership;

o Evidence of ¢ mmitment of community leadership to developing collaborative
solutions to locu. issues;

o Assurance from an education agency of involvement in the project;

o] Availability of a coordinator with access to areca leaders; several coordina-
tors were established in organizations that included and fostered multi-
-sector leadership: and

o Diversity among sectors/institutions that would be involved: business,
education and government.

IEL decided to investigate existing or newly cvolving processes and structures
rather than ‘o establish new forums. Each site coordinator largely determined
his or her project issues, participants, and methods. MetroLink stressed
analysis of behavior in each setting and comparisons and contrasts among patterns
and trends. By identifying questions gencrated during the process, IEL focused
issues for the next stage of analysis and experience in this emerging field of
inquiry.
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The small percentage of time available for each coordinator to sperd specifically
on involvement in the cross-site activities of the MetroLink project--about five
percent--required their strong commitment toward exploring the anatomy of
collaboration. The coordinators themselves strorigly agreed that the successes of
their own local efforts to achieve project objectives depended upon their
establishing, using and sustaining their own networks, while supported in their
efforts by IEL.

There were four types of documentation for the project:

(1) Reports and information exchanged at quarterly meetings among the site
coordinators -- the richest source of information about the process of
collaboration within and among the sites.

(2) Interim written reports from coordinators, newspaper articles, memoranda,
minutes of meetings, etc.

(3) General information relating to all projects, provided by IEL, such as
recent national reports, current research papers; and

(4) Interviews of significant leaders in local collaborative projects, conducted
by site coordinators and IEL staff visits,

Goals

In order to create or enhance the capacity of local community leadership
for long-term muiti-sector planning to develop human resources, MetroLink
emphasized four goals:

(1) To identify barriers to cooperation in formulating policy among a variety
of sectors in each community,

(2) To understand relationships between long-term policy issues and current
operational problems,

(3) To draw upon research and experience in other regions in order to help
define policy options for resolving issues, and

(4) To begin negotiation processes among public and private decisionmakers to
resolve or mitigate problems.
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Qutcomes

The project resulted in greater understanding of commonalities and differences
among commuanities in each MetroLink site and improved receptivity among local
leaders to the concept and practice of reaching individual and group goals
collaboratively. These outcomes led to three recommendations for leaders
engaged in similar collaborative efforts:

l.  To document what is happening;

2.  To provide opportunities for systematic reflection about the process of
collaboration; and

3. To strengthen their collective efforts through exchanging information about
goals, activities, successful strategies, policy issues, and problems with
others engaged in similar initiatives.

MetroLink documentaticn aiso revealed that:

0 Successful collaboration to overcome longstanding systemic problems in
human resource development can be achieved.

0 There appear to be five stages in development of collaboration.

0 Different elements of leadership, history, and levels of commitment combine

to determine the purposes, contours, strengths, vitality, durability, and
visibility of collaborative aliiances.

o Twelve themes apparently characterize collaborative efforts. MetroLink
site coordinators’ reflections over two years offer insights about pro-
cesses, resources and conditions for collaboration.

MetroLink also produced the f ollowing specific outcomes in each sijte:

o An onsite coordinator trained in assessing and gathering information about
a metropolitan area’s political and economic environments, and in using
external networks to bring information and expertise to the area.

o A cadre of leaders with greater understanding of the complexities of metro-
politan area planning and policymaking processes, and effective strategies
for intervening in those processes.

o A process for documenting and assessing cooperative activities among
schools, businesses, higher education institutions, and labor organizations,
goveramental agencies and indivicuals.

0 wpecific, publicly visible examples of results gained from cooperative
efforts.

0 A small national network capable of disseminating experiences gained
through MetroLink to additional metropolitan areas.
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What is Collaboration?

MetroLink coordinators viewed collaboration as a continuum; progress alorg the
continuum occurs in phases. Factors affecting each phase include the histo.y of
inter-sector cooperation in the area; political, cultural, economic circum-
stances; community expectations; leadership available in relevant organizations
and :institutions; the number and importance of factors that distract attention
from collaboration. The urgency of problems creates pressure for collaboration;
if the problems are nut severe, the community may be inclined to maintain the

ilatus_quo; yet if they are too severe, a climate of crisis and distrust may
inhibit constructive discussion.

The metropolitan areas in MetroLink offer many similarities and differences
among barriers to collaboration, opportunities for multi-sector activities,
planning structures, leadership persons, the business and education/training
communities, and relationships among public, private and non-profit sectors.
The following working definitions serve as a framework for considering com-
parisons and contrasts across the cight sites:

Metropolitan: pertaining to actual apd potential resources of education, train-

ing, and employment of any region surrounding a large core city, and therefore
not confined within conventional political, legislated or geographic boundaries.

Human Resources: People, including children and youth, currently residing in a
metropolitan region, and those who will be entering the region or may be attract-
ed to it, who are capable of contributing to the economic, cuitural and social
well-being of the metropolitan community. This definition emphasizes that
long-range planning must consider demographic projections.

Development: The process of providing access to and use of resources in educa-
tion, training and/or employment in a metropolitan community; of learning new
skills, information and competencies which increase the economic and social
choices available to individuals, groups and organizations; and of building
capacities among individuals, groups and orgarizations to contribute to the
community.

Collaboration;: The process by which two or more different kinds of individuals
and/or groups cooperate in activities for mutual benefit. Collaboration requires
sustained joint commitments to accomodate to different ways of working and
communicating, and often to contrasting sets of values in creating productive
methods for accomplishing common goals.
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Partnership: An agreement among representative decision-makers in organizations
belonging to different economic sectors (public and private profit/non-profit)
to cooperate for mutual benefit. In its policy statement recommending public-
-private partnership, the Committee for Economic Development recommends linking
these dimensions in such a way that the participants contribute to the benefit of
the broader community while promoting their own individual or organizational
interest."!

The experiences of the coordinators in the cight projects within MetroLink
indicate five phases of collaboration for metropolitan human resource develop-
ment.

Bhase QOpe: Community leaders from different sectors agree upom a need to
collaborate and create a structure for action.

This phase is characterized by initiatives by local political leaders, business
leaders, and top-level educational administrators and boards. The structure for
action is often well-publicized - formation of an office to coordirate school-
-business partnerships or an adopt-a-school program, or a proclamation of new
goals for a prominent existing organization.

o The Saint Louis Chamber of Commerce, using seed money provided by the
Danforth Foundation, enlisted conperation between the schools and the local
business community, using Ralston Purina as the lead company.

Atlanta’s formal organization of partnerships began in 1974-75, when the
business community first approached the school system. Following meetings
throughout Atlanta that surveyed public opinions about the school system,
Superintendent Alonzo Crim announced in August 1980 the systemwide goal
that every student would ackieve the national norm 1n literacy skills by
1985, with 20 percent of tae gain to be realized in the 1980-81 school year.

In December, 1983, the Greater Indianapolis Progress Committee created a
task force to persuade the business community to provide summer jobs for
disadvantaged youth and to "develop an apparatus that will maximize employ-
ment opportunities for youth...in 1984 and future years.”

: Leaders’ commitment becomes visible as multi-sector activities,
short term and long-term are publicized. Depending om circumstances, public
awareness of their commitment may grow swiftly, or it may take years to develop.

o In Hartford, he result of the planning effort jointly funded by the Board
of Education and the Greater Hartford Chamber of Commerce was Workplaces, an
alternative careers high school program for grades 10-12, where young people

1 ic-Priv ip: s
(Committee for Economic Development, New York, Washington, February, 1982), p.2.
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could develop marketabie skills, have work experiences, career development
and remediation programs along with their academic program. Workplaces
conducted eight demonstration projects funded by the Department of Labor’s
CETA youth titles in 1980.

o Among several initiatives in Atlanta, Adopt-A-School has provided a broad
range of activities enabling people in ali sectors, including small and
large companies, religious organizations, and cultural agencies, to help
the schools. Busiuess leaders were asked to clarify their standards for
employability, and the school System committed itself to meeting those
standards regardless of race, poverty or other circumstances.

Phase Three: Leaders agree that collaboration must confront long-range systemic
problems, and they identify barriers to further collaboration.

0 Leaders in Portland, OR organized city government agencies, the school
district, the Chamber of Commerce, and the Urban League to reduce minority
youth unemployment. A consortium of these groups joined the Urban Network
Project, which links multi-sector Youth employment collaborative projects
in urban areas across the country. The Project combined resources for
improving existing in-school programs of work experience, career education,
pre-employment skiil development and job placement. A policy committee
called the Leaders Roundtable, composed of decision-makers from 3jj ma jor
segments of the community, coordinates policy development around youth
employability and cemployment,

Phase Four: Leaders and their conmstituents sacrifice "turf”, authority/power,
resources, status, priorities and traditions in order to overcome barriers to
collaboration.

The people designated to lead a collaborative effort are tied to their roles in
specific organizations as weli as to their overarching roles in addressing
social dilemma, Their responsibilities include helping others to transcend
their habitual, parochial loyalties. Coliaboration has reached an advanced
stage when leaders are able to withstand the stress of major conflict and set
aside their traditional loyaities in order to carry out these broader roles.

Bhase Five: Long-range commitment of persons in leadership pesitions is assured,
and authoratative structures for collaborative decisionmaking for long-range
collaboration are securely established.

The efforts of some of the cight MetroLink communities will coatinue and probably
improve over time. For instance, the Indianapolis partnershi,, which developed
Partners 2000, has grown in the past two years. In 1985 it placed well over
3,000 disadvantaged young people ina summer job experiences, a major increase in
private sector participation. The working relationships among the schools, the
City and the private sector are strong. The most significant success story:
virtually every eligible young person in Marion County signed up for the program
and, in fact, was placed in a summer job experience.
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Process Themes

Over an cighteen-month period, MetroLink coordinators reflected about a range of
issues and trends arising around their disparate projects. A dozen major themes
characterized their explorations of collaboration across the cight sites:

Theme # | Inter-sector collaboration is aq process. Although
processes used to achieve similar aims may result
in similar structures and methods, genuine collabo-
ration cannot be bottled for replication, codified
into formulas or mechanical procedures.

MetroLink coordinators feit strongly that collaboration evolved in very distinct
ways peculiar to the political, economic, demographic and institutional circum-
stances, individuals, and changing events in each of their ecight metropolitan
regions. Exchanges of information and materials among coordinators revealed
many generic characteristics among project compozents.

Collaboration cannot be reduced to onc set of replicable characteristics. A
systemic appioach to collaboration will acknowledge the complexities of
institutional change, will be long-range, and wiil of necessity focus upon the
extensive political and social negotiations required to address persistent
issues.

Theme # 2 Many motivations combine to stimulate cross-sector
cooperative activities. They reflect  needs,
expectations, and perceived self-interest.
People and institutions are moved 1o collaborate
by a common view of an important percejved need.
It is when major participants have a ccmmon
interest or goal and are struggling hard 1o
overcome barriers 10 achieving the goal that
collaboration is most likely to bring  progress
toward durable consensus for action.

Unless (there is a commonly perceived need, little can be done to stimulate
collaborative activity. If participants are seriously committed to addressing
long-term social issues in their community, they must be prepared to sacrifice
cherished traditions such as access, power and information. When a partnership
is consistently portrayed as free of significant problems or tensions, it is
probably superficial. A partnership that seems stymied by dilemmas, but that
grapples with resistance among individuals and organizations, and shifting
perceptions among its participants may be genuinely struggling to overcome
personal and institutional obstacles to collaborative effort.

Two conventional responses to major institutional problems are resignation in
the face of political, social, cultural or economic obstacles, or development of
trivial public relations exercises in the name of “partnerships.” These
exercises are characterized by excessive rhetoric, lack of challenging goals and
insubstantiai achievements in the face of the problems that they are supposed to
address. On the other hand, the difficulties that participants must work through
in resolving issues of collaboration -- the tough job of hammering out new

Page viii

10




working relationships among individuals, organizations and institutions -- are
rarely made public.

Theme #3 It is critically imporiant to maintain as many of
the elements needed in the infrasiructure of
metropolitan collaboration as possible,

At times, publicly visible results may be disap-
pointing, and collaboration may appear to e
moribund;  nevertheless, holding  potential  pieces

of a compiehensive system in place for the future
is important,

Publicly visible outcomes of effective collaboration occur at the end of the
process. Although many necessary ingredients of effective collaboration may be
present, varions circumstances - lack of leadership, political events -- may
hinder the momentum for collaboration for a period. Yet this does not mean that
collaboration is not happening or that structures designed to stimulate joint
efforts should be dismantled because they are not achieving an immediate goal.
To the ccatrary, they should be maintained so that they will be available when
they are needed. When the right clements are finally present -- a change of
leaders, a change of attitude -- collaboration will proceed.

Theme #4 Events of the “real world" affect structures,
goals, objectives and processes of collaboration,
positively and negatively, Those who facilitate
collaboration mus; develop a range of strategies
and tactics for communication, problem-solving and
Sfocusing astention on long-range aims.

Sometimes unforseen events can delay, even wreck the progress of well-plarned
collaborative efforts. Any number of cvents, large and smali, are capable of
distracting attention from the long-range aims of collaboration -- for example,
the temporary imperatives of local government, the crises that grab local
headlines, the whims of political leaders, national events, changing personal
priorities of key decision-makers. A group or individuals must be willing and
able to maintain the course of collaborative eff orts.

Theme #5 Collaboration  changes participants’ viewpoints
about the roles, functions and capacities of other
groups and individuals during the process.

MetroLink was designed to explore broad jssues and strategies of collaboration
which might not have a programmatic goal, but which would require changes in
the ways that leaders relate to one another, define and perceive their aims and
methods,  Successful collaboration therefore might not resuilt in implementing a
specific project; instead, it would probably result in rethinking goals or
finding ways to do a job better.

Participants must be able to fashion a goal that all can find a way to agree
upon. That is, they must invest energy in finding a legitimate common goal, not
in disagreecing that one ought to be found. Collaboration requires that key
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participants change the ways that they perceive and behave toward one another
and the environment. As they attempt to design ways of responding to needs for
collective well-being, they constantly rcdefine the terms of their agreements in
order to reflect their growing understanding of mutual interests and goals.

Theme #6 Intermediary groups and individuals can facilitate
multi-sector collaboration without always being in
politically  neutral  organizations or positions.
They can be effective if they are trusted by key
participants to promote collaboration rather than
institutional or organizational vested interests.

MetroLink site coordinators often served in this role. Two coordinators who
were formally affiliated with 3chool systems or universities noted that they did
not view themselves as sharing the vested interests of their institutions. Some
were not gencrally perceived as partisan, either -- representing the "higher
education establishment,” the mayor, or the superintendent of schools, for
instance. One coordinator reported never feelirg a sense of "territoriality"
when exploring a topic of general community concern.

The Atlanta coordinator, although an employee of Georgia State University, has
never been identified primarily with the University in his work with The Atlanta
Partnership, for example, in developing the Principals’ Institute. The Hartford
MetroLink coordinator came directly from the business community, yet she con-
stantly mediates between the major representatives of the school system and
business leaders. Her role as Vice President of Human Resource Development
within the Greater Hartford Chamber of Commerce requires that she maintain a
multi-sector perspective.

Theme # 7 Facilitators of collaboration need and benefit
from opportunities to communicate across projects
and to reflect upon the experience of others in
similar or contrasting situations. They learn
from each other.

MetroLink coordinators stated that they had shared specific information -- for
example, instruments and methods of tracking the employment history of recent
high school graduates -- and had identified other resources that were useful to
them. Business representatives from one site visited another. The site coordi-
nators stated that the opportunities to reflect upon the implications of similar
patterns and experiences of collaboration in other sites was invaluable in two
ways.

First, pecople who have the special roles and responsibilities of the MetroLirk
coordinators -- strategically to foster and monitor metropolitan collaboration --
are not only unusual, but they rarely have the chance to exchange views, deliber-
ately to step back from what they are doing and attempt to understand it in a
larger context.

Second, because the coordinators occupied other roles practically 95 percent of
their time, the main occasions they had to focus their attention not on the
details of collaborative activities but on the process of collaboration itseif
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were the MerroLink documentation assignments and meetings. Coordinators were
also abie to observe commonalities among projects and to draw implica*tions
from their own efforts. For example, thev agreed on the following:

o T mportance of a top-ievel leader whose attention and concern are
+ 4 on the central issues for collaboration; and

o The need for people skiliful in handling logistics and tasks for carrying
out the ideas of higher level decisionmakers -- people who understand the
dynamics of collaboration, who take care of interruptions, who set climates
that allow others to work well together.

Theme #8 A “culture of collaboration” -- special ways of
communicating, especially through widely-recognized
and respected informal channels -- eyolves during
a project. Participants develop special ways of
communicating, a history of relationships, and
informal understandings that respect but extend
beyond their formal roles and functions.

Collaboration among people and institutions is a
function of the personalities of the actors. and
political opportunism, as well as common recog-
nition of long-range community needs.

Portland and Indianapolis illustrate how distinct habits, expectations and
special relationships have developed. :

Clear criteria for membership in the Portiand Leaders Roundtsble have developed
in order to assure that members’ actions will have maximum influence on community
policies and institutional practices. A central tenet of the Portland Roundtable
has been that the interaction of the powerful actors engaged in collaboration
will largely determine the direction of collaboration. Because the Roundtable
is intended to promote fast action when it is desired, decisionmaking power is
essential for membership and attendance. Consequently, members may not designate
staff to attend in their place. Similarly, a person is not automatically
entitled to membership in the Roundtable solely by virtue of his or her title.

In Atlanta, Superintendent Crim holds an informal breakfast meeting each month.
Participants share and freely explore a range of concerns and interests. It is
a critically important means of maintaining informal lines of communication
between educational, business, religious and political leaders.

Theme #9 Multi-sector  partnersiips  respond 1o the new
politics of education c.eated by the federal
government's exit from the educational scene.
Shifts in roles of state legislatures and education
agencies have strongly affected metropolitan area
priorities in human resource development.

In Louisville, private sector resources are supplanting government largesse.
Corporations are currently playing a significant role in providing computer
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cducation. Computers have proliferated throughout the schools because local
firms have contributed equipment and funds. A statewide conference to promote
partnerships between local public schools and community organizations and g:oups
emphasized compensation for the lack of federal resources through creating links
with community businesses and agencies. State legislation in Kentucky supporting
the development of school-community partnerships reflects local efforts to
create new sources of support for local public schools.

In Portland and Hartford, the Private Industry Council’s (PICs) remain the only
significant source of funding for employment and training of the economically
disadvantaged. These Councils, originally formed under Title VII of CETA, have
become the conduit for Job Training Partnership Act (JTPA) unding, but without
collaboration with other institutions and organizaticas decaling with youth
employment, they merely contribute to fragmentation of policies and services. In
both cities, the roles and resources of the PICs have affected and been influ-
enced by collaborative activities. The unanimous approval by the Portland City
Council of a collaborative decision to consolidate and assign to the PIC hundreds
of thousands of local dollars in summer youth employment and training funds
illustrates how collaboration has changed local priorities in funding patterns.

Theme #10 Access 1o reliable information and the reporting
of data are fast becoming critical issues for
collaboration. Data abo:: education/training
institutions, practices and results are not
politically neutral, They are often controversial.
and their collection and dissemination may have
many unexpected effects.

Collaborators need to analyze the possit. > consequences
of disseminating data-based information and think
through  the  conmditions for e ffective  collaborative
decisionmaking. Data-gathering and decision-making must
be undertaken by the right figures and organizations,
shared among participants and with the public at the
right times, and by the right people.

MetroLink coordinators found that one major task in collaborative efforts
appears to be the development of compatibie systems of gathering and sharing
information -- systems that ef fectively communicate to all sectors.

This theme has been insistent throughout the Hartford project. It reflects the
fundamental tension at the heart of the collaborative process involving the
school system and other organizations and institutions concerned with youth
employability.
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Theme # 11 Collaboration is affected by a community’s “social
memories® - of politically traumatic events. of
controversial,  powerful or widely-trusted and
influential organizations, institutions, indivi-
duals and groups. These shared memories constitute
positive and negative community perceptions of
capacities and trustworthiness which stimulate or
present  barriers t0 multi-sector consensus about
goals, ob jectives, participants and activities.

Communities, through persons in opinion-setting positions, retain memories that
often span several decades. Past failures, old agendas, and ancient hurts are
casily resurrected. It is almost a universal defense mechanism for leaders to
call up previous trouble spots when new ventures are suggested. This history
must be deait with before new processes can be developed with widespread support.

Theme #12 In order t0 pursue long-range goals over time.
multi-sector collaborators must gradually cease (o
depend greatly upon individual leaders and must
broaden the capacity and share legitimacy among
organizations and institutions for assuming
leadership and taking action to solve problems.

To ‘institutionalize® seems like such an attractive catch-all solution, practi-
cally eliminating the messy complexities of personalities, turf, shifting
political agendas and changes in leadership. The term implies that once a
special organization such as the Atlanta Partnership or Hartford’s School-
/Business Collaborative (SBC) or Portland’s Leaders Roundtable is created to
sponsor and coordinate collaboration, the most intractable problems will be over.

While such an institution may serve this purposc admirably, development of a
formal umbrella structure respomsible for multi-sector activities is not neces-
sarily effective. Such a structure might even inhibit collaboration if it were
not fully recognized among all participants as legitimate and effective -- an
adequate and desirable -eplacement of individually powerful or influential
leaders. Perhaps the greatest attraction of institutionalization is stability
of leadership. Participants in collaboration must constantly deal with the
anxiety of whether a change of leaders would mean that their accomplishments
would collapse.

No one in Atlanta likes to contemplate what might happen if Alrazo Crim were to
leave in the near future, yet the Partnership may well be strong enough to
sustain its influence without Crim. As Portland’s Leaders Roundtable illustrated
in its smooth management of an abrupt transition of mayors, commitment to
structures for collaboration can help them prove to be very resilient.
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Future Possibilities

The possibilities for stimulating metropolitan  collaboration for long-range
planning of human resource development are plentiful enough that communities can
take advantage of a number of opportunities as they arise. Resources within and

outside of MetroLink are evident and can be enlisted to assist the development
of collaborative enterprises whenever appropriate.

The MetroLink project creatsd a national network of coordinators whose knowledge
of issues and processes of collaboration is combined with a first-hand experience
with specific efforts conducted over a period of two years. This network is
already tied to other networks concerned with similar policy issues, efforts to
overcome barriers to cooperation, and potential sources of metropolitan leader-
ship.

Characteristics and conditions for nurturing and supporting leadership have been
identified and developed among the project sites. Networking, building skills
for change agen's, and other processes have also been developed and examined
regularly through IEL. People who are engaged in collaboration must have
opportunities to exchange ideas and resources, and discuss the process -- to
reflect on what is happening along with others who are undergoing similar
experiences. Diverse leaders also would benefit from opportunities to exchange
ideas, strategies and resources with peers.

It is important for metropolitan leaders of collaboration to recognize the need
for someone regularly to concentrate some part of his or her attention on the
process of collakboration, to devote time and energy toward participation in a
network of others who share that responsibility.  Leaders should assign this
role to someone who is close to the action and has access to key actors.
Ideally the person documenting and facilitating the process should have opport-
unities to exchange ideas and to reflect with people in similar situations.

Given the extraordinary amount of national attention devoted to policy issues
surrounding human resource development, it is encouraging to know that an
cnormous amount of collaborative activity is going on at different levels.
Even in places where collaboration is not readily apparent, many resources and
potential leaders of effective activities are in place.

We have learned a great deal now about the skills that promote desirable change
in institutions which as recently as a decade ago secemed impervious to reform --
notably school systems, employment and training agencies, and entrenched politi-
cal structures. In many instances where collaboration has not yet accomplished
visible systemic change, essential clements of significant change are in place:
resources for informal as well as formal communication around complex issues, a
community power base, leaders who can put aside short-range self-interests to
identify mutual interests, public awareness of a clear, important social problem.
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There are four future steps for MetroLink. The first is to maintain linkages
among cxisting sites of collaborative activities. The second is to identify
other interested sites and enlist their key representatives in a growing network.
The third is to enlarge the network by sharing its resources widely with related
networks concerned with the same or related issues. The fourth step is to
maintain structures for broad-based communication among all of these participants
to understand and improve the process of collaboration itself, and to inform
development of new generations of leaders.
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METROLINK

y IN RATI

In the late seventies, Reverend Leon Sullivan, a national leader in the
field of community-based employment of the disadvantaged, used a parable to
explain why so many youth remain unemployed in spite of diverse and costly
institutions and programs attempting to solve the problem of youth unemploy-
ment:

A boy trapped in a deep hole called for help. Several adults ran to his
aid, each offering rope for him to haul himself out, but each rope was too
short. There was the "rope” of the public school system, -- old and tough
and hard to handie. There was the employment and training "rope,” new but
thin and fragile. There was the higher education "rope,” too far away for
him to reach, the labor union "rope," the "rope” of the business community,
and others. There was no shortage of ropes, but still the boy could not be
saved.

"Tle vour ropes together.,” the boy said, "and let them down to me!"

Introduction. This monograph describes the process of collaboration that took
place over a two-year period (1984 and 1585) among leaders of public and private
sector orgamnizations and institutions concerned with education and training for
human resource development in cight metropolitan areas. The project, called
MetroLink, was conducted by the Institute for Educational Leadership (IEL) with
funds provided by tae Danforth Foundation.

The report conveys four central messages:

1. Successful collaboration to overcome longstanding systemic problems in
human resource development can be achieved.

2. Cross-sector collaboration develops in five stages.

3. As demonstrated in each of the cight communities where collaboration is
helping to energize and focus citizens’ activities, elements of leadership,
history, and levels of commitment combine to determine the purpose, con-
tours, strengths, vitality, durability, and visibility of collaborative
alliances.

4. A dozen themes characterize collaborative efforts. Based on MetroLink site
coordinators’ reflections about their experiences over two years, these
themes offer insights about processes, resources and conditions for collabo-
ration.

ink i i -Si In 1983,
the Danforth Foundation granted funds to support MetroLink, a project of the
Institute for Educational Leadership (IEL). MetroLink was designed to encourage
and analyze the process of collaboration for long-range metropolitan human
resource development in four to six regions across the country. The project
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stressed long-range planning because practically all of the available information
about muiti-sector collaboration for addressing issues of education, empioyment,
and training dealt with short-term programs and activities which place minimal
demands on either party to address serious, long-standing social issues in the
community.

Few short-term partnership efforts have been rigorously evaluated. While
thoughtful analyses of issues are evident in selected research studies, these
analyses confirm that qualitative information about metropolitan collaboration
is scarce. Most information about public-private partnerships consists of
quantitative data and anecdotal descriptions,

During the early planning of MetroLink, IEL proposed to extend its role as an
impartial mediating agency with wide access to policy analysis and expertise
through its networks of educational and other leaders. IEL planned to draw upon
its experience in convening neutral forums -- Washington Policy Seminars,
Educational Staff Seminar and its State Education Policy Seminars, which have
been sources of information about educational policy options for decisionmakers
in some 40 state capitols and Washington, D.C.. IEL proposed °0 create forums
designed tc strengthen or stimulate regional collaboration for 1esolving complex
policy issues concerning education, employment and training.

MetroLink was designed to create or enhance the capacity of local communities to
establish long-term planning for human resource development. IEL predicted that
MetroLink would have two major outcomes -- first, greater understanding of
commonalities and differences among the sites; second, improved receptivity
among local leaders to the concept and practice of reaching individual and group
goals collaboratively.

MetroLink emphasized four ma jor goals:

l.  To identify barriers to cooperation in formulating policy among a variety
of sectors in a community:;

2. To understand relationships between long-term policy issues and current
operational problems;

3. To draw upon research and experience in other regions in order to help
define policy options for resolving issues; and

4. To begin negotiation processes among public and private decisionmakers to
resolve or mitigate problems.

MetroLink anticipated the following specific resuits:

o An on-site coordinator trained in assessing and gathering information about
a metropolitan area’s political and economic environments, and in using
external networks to bring information and expertise to the area.

) A cadre of leaders with greater understanding of complexities of metro-
politan area planning and policymaking processes, and effective strategies
for intervening in those processes.
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o A process for documenting and assessing cooperative activities among

schools, businesses, higher education institutions, and labor organizations,
governmental agencies and individuals,

0 Tangible examples of results gained from cooperative efforts, visible to
the general population.

0 A small network capable of disseminating experiences gaiaed through Metro-
Link to additional metropolitan areas,

Procedures

ion icipati S. IEL enlarged the originally planned scope of
MetroLink by identifying eight geographically diverse metropolitan areas where
multi-sector collaborative efforts were being attempted or planned. The com-
munities -- Atlanta, Boston, Hartford, Indianapolis, Louisville, Minneapolis,
Saint Louis, and Portland, Oregon -- each had a distinct focus for issues and at
least a beginning structure for developing collaborative leadership.

IEL sclected the final sites informally, starting with an announcement of the
Danforth Foundation grant to its national network, and in the IEL newsletter,
and asking leaders in several cities if they were interested in participating.
IFL applied five criteria to selection:

. Geographic diversity;

2. Evidence of commitment of community leadership to developing collaborative
solutions to local issues;

3. Assurance from an education agency of involvement in the project;

4, Availability of a coordinator with access to area leaders; where possible,
coordinators were established in area organizations which included and
fostered multi-sector leadership; and

5. Diversity among sectors/institutions sponsoring  MetroLink:  business,
education and government.

Documentation, IEL contracted with an independent analyst, who was familiar
with public-private partnerships and school improvement issues, to develop a
framework for documenting MetroLink and to work with the IEL project director in
monitoring and documenting the project. Site coordinators modified the framework
in light of practical constraints of time required to organize materials and
write reports.

It quickly became clear that by and large the site coordinators, and all of whom
had full time positions with major responsibilities could not reasonably be
expected to gather and analyze information in the many categories outlined in the
original documentation plan. IEL decided that coordinators should send documen-
tation whenever possible or convenient, but minimally prior to each meeting
for the Coordinators. IEL organized and analyzed the information according fo
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the main themes and issues emerging across programs,
There were four types of documentation:

l.  Reports and information exchanged at quarterly meetings among the site
coordinators. These meetings were the richest source of information about
the process of collaboration within and among the sites. Travel and
rclated expenses were often provided by the coordinators’ organizations,
Mectings were held in Indianapolis, Atlanta, and Louisville as well as in
Washington, D.C. in order to expose coordinators to each others’ settings,

2. Documents provided by each coordinator describing or related to site
projects. In addition to interim written ieports about the progress of
collaborative efforts, documents included newspaper articles, memoranda,
minutes of meetings, etc.

3.  General information relating to all projects, provided by IEL, such as
recent national reports, current research Papers, expertise provided by IEL
specialists.

4, Coordinators’ interviews of leaders of local collaboration,

IEL developed the outline and drafts of this report in consultation with the
site coordinators,.

dv isti IEL decided to investigate existing or
newly evolving processes and structures rather that to establish new forums. The
first meeting of coordinators took place in December, 1983, in Washington, D.C.
The specific focus of activities in Atlanta, Minneapolis and Boston was deter-
mined beforehand; the focus and structure for the other sites’ project activities
took shape during project planning.

The coordinator from each site largely determined his or her project issues,
participants, and methods. [EL's decision to build upon existing initiatives
and resources for collaboration stressed analysis of behavior in each setting
and comparison of contrasting patterns and trends.

The first meeting of coordinators was devoted to developing a sense of "owner-
ship" of the project, agreement about definitions of overall objectives and the
role of IEL, and a framework for documentation. The coordinators distinguished
their MetroLink role from their normal professional responsibilities. They
quickly established rapport, working through questions and concerns openly and
ecasily.

The limited percentage of time available for cach coordinator to spend specifica-
lly on on-site invoivement in the MetroLink project -- on average, about five
percent -- emphasized commitment among coordinators to explore the anatomy of
collaboration. The coordinators themselves strongly agreed that the successes
of their own local efforts to achieve project objectives depended upon their
establishing and using their own networks.
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The need for knowledge about the process of collaborative long-range planning
has increased significantly in the Eighties. Encouragement of collaborative
activity has been a theme of this era of reports and recommendations about the
state of the nation’s institutions and policies. The reports recognize that our
nation’s human resources are one variable in the economic equation to which we
must pay increasing attention. Most of ‘he reports claim that public-private
partnerships are useful vehicles for bringing coherence to fragmented systems
and to initiatives for improving the state of education and training at all
levels.

Many recommendations reflect the leadership and style of prominent business
executives, who by nature speak the language of products and results, The need
to understand the process for developing effective and lasting products -- that
is, collaborative partnerships -- has been neglected.

This report examines development of multi-sector partnerships as a continuum of
five phases. There are two thematic issues. First, how do partnerships move
from particular programs to involvement of a whole delivery system? Second, how
is consensus developed to improve policymaking and long-range planning?

The analysis of themes, available resources and conditions for collaboration
across the eight metropolitan sites is based on the eight case studies which
conclude this report.

The case studies should not be regarded as appendices tacked on to the analysis.
They comprise the substance of the project. Based on the actual experiences in
the cight sites, our fundamental recommendation to metropolitan leaders who are
attempting collaboration is threefold, namely:

o To document what is happening,

o To provide opportunities for systemic reflection about the process of
collaboration, and

o To strengthen their collective efforts through exchanging information about
goals, activities, successful strategies, policy issues, and problems with
others engaged in similar initiatives.

There are three reasons why we feel unusually confident about drawing conclusions
and indicating directions for metropolitan multi-sector collaboration. First,
the central ideas grew from the projects themselves rather than from preconcep-
tions. Second, a MetroLink coordinator worked in each site and had access to
central actors in the collaboration. Third, the site coordinators met quarterly
to discuss experiences and to exchange ideas and resources. The themes and
issues identified by IEL and the MetroLink site coordinators emerged from the
discussions at meetings and through the documentation.

ic es. Metropolitan leaders are increasingly aware of systemic
issues in human resource development. They are aware of hundreds of studies
about public schooling, higher education, shifting demographic patterns, and
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future labor market needs. They seck ways to mobilize and direct local leader-
ship, resources and policies toward improving the public schools and increasing
youth employment. They are holding conferences to explore how high school
graduates can be assured reasonably good chances for employment, and local
employers can be assured at the same time that high school graduates will be
employable. They are asking where local business and industry will {.ad the
labor force to fill rapidly cxpanding needs, what can be dome about the rapid
decline in the appeal of higher education to young people?

Because these issues broadly affect organizations, institutions, and individuals
throughout the private and public sectors, it seems imperative for leaders to
collaborate in addressing common problems. We do not yet know, however, how
important such concerns actually are to organizations and institutions which
have not cooperated in the past. What would they be willing to sacrifice in
order to come to agreement about common interests, goals, and procedures for
addressing complex social problems? What are the barriers to collaboration?

There is no shortage of compelling reasons for strategic policymaking among
metropolitan community leaders. The statistics alone are as alarming as tabloid
headlines:

o Each dav forty teenagers give birth to their third child!

o Senior citizens already outnumber teens, and their numbers will continue to
increase past the turn of the century.

o In 1950, 17 workers paid the benefits for each retiree, whereas only 3
workers will provide those funds in 1992 - and one of those will be a
minority.

Long-range social issues are especially important in this period when the
national mood has shifted away from the social agenda. A number of metropolitan
leaders and scholars believe that the American preoccupation with aggressive
competition is seriously jeopardizing our sense of community. Some warn that
Americans are seriously in danger of isolation from one another and from their
social institutions.!

One Portland, Oregon leader expressed this idea in an interview:

Some of the business leaders..are worried about some young people’s
lack of academic as well as job skills. [ worry more about their lack
of values -- traditional American values -- How can we help young
people learn that they are g Rart of a free society; about the value
of a free society?

Our society does a good job with youth who are aggressive and ener-
getic, bur we do not do well with helping them learn sharing and
caring. Here we have an opportunity to develop the sense of community

1 Especially see Bellah, R. and others, Habits of the Heart. Los Angeles.

University of California Press, 1985.
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that we need to transmit fundamental values.

The provocative rhetoric of the first prestigious report on the state of public
¢ducation -- A_Nation At Risk -- compared the nation’s public schooling system
to "an act of war" by a foreign power. Subsequent reports were less strident,
but they also blamed the schools for America’s economic malaise. There seems to
be broad agreement that if our communities fail to develop local capacities for
developing the potential of our people, the social and economic prospects for
all of us will significantly diminish as we enter the twenty-first century.

Governor James B. Hunt, Jr., speaking for the Task Force on Education for
Economic Growth of the Education Commission of the States said, "We have had an
abundance of research, a plentiful supply of anmalysis and an impressive piling
up of reports. Public concern is rising. What is needed now is action: action
for excellence.”

Many reports reinforce and publicize activities that are already in progress by
the time they are issued; many school systems were tightening standards at least
three years before A_Nation At Risk sounded the general alarm, and action had
begun in local business communities nationwi. . well before Governor Hunt spoke.
The school reform movement had been stressing testing and regulation of teache:-.
Communities were shifting public attention toward "excellence." Reports continue
to pile up -- so many that a small industry has sprung up to interpret them. One
new trend: while College Board and other test scores have risen, the percentage
of minorities taking the SAT has declined. Another trend: even though higher
percentages of black students have been graduating from high school since 1975,
their rates of attending and completing college have declined.

In its report vesti i i : i i i s, the
Committee for Ecomomic Development recommended increasing funds for school
improvement. Why? American has lost its competitive edge in business and
industry because its educational standards are lcw.

Since the turmn of the decade, IEL, through its
national network of education leaders a: all levels, had identified signs of a
growing consensus in several metropolitan areas around issues of human resource
development. No matter how sincere or ambitious, piecemeal, short-term programs
aimed at such problems as conflicting and counterproductive policies, or ineffec-
tive deployment of resources generally result in continual frustration. The
consensus was that many of the critical issues affecting organizations, institu-
tions and social policies concerning human resources could best be addressed
through leaders who collaborate to define mutual objectives and shared stra-
tegies, and to share programs and resources.

IEL determined that understanding of processes underlying collaborative leader-
ship is weak in two ways. First, there is little solid analysis -- that is,
based on concrete information in specific settings and gathered by informed
participants -- about how effective collaboration takes place. Second, there is
little acknowledgement of the complexity and difficulty of leadership in collabo-
rative activities.

It is common sense, for example, for urban decisionmakers to integrate programs
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and policies intended to reduce youth unemployment. Yet the mayor’s office, the
superintendent of schools, the employment and training administrators, the
business leaders and such organizations as the Private Industry Council face
classic problems. There are precious few examples in our cities that can be
used to guide decisionmaking. It is quickly discovered that the formulation of
comprchensive policies is complex. The process involves interconnected factors:
demograghics, technological change, changing job requirements, data gathering
and analysis, overlapping and conflicting incentives and rewards, institutional
and organizational friction, to name a few. Furthermore, new proposals are not
written on a blank siate. They must be negotiated in the context of existing
policies and practices, informai understandings and vested interests. Some of
these are governmental, some institutional, some individual,

These observations led to [EL’s conclusion that there was a need to study
collaboration in specific contexts. Depending on circumstances, different types
of leadership may be necessary in order to reach collective agreement about goals
and objectives, to identify resources, to determine strategies, to refocus and
adjust next steps in light of experience. Leaders may be located at various
levels of several sectors, and their talents may come to play at different points
during the planning and development of a joint effort. Yet, institutions and
organizations rather than individual leaders may be most instrumental in success-
ful collaboration. The effects of joint efforts by representatives of govern-
mental agencies, community-based organizations, educational institutions and
corporations may combine to expand and apply strategic thinking. On the other
hand, an intermediary person with access to key decisionmakers and the trust of a
range of people who influence decisions may be in the ideal position to help
transiate and synthesize policies at the community level.

What do leaders need to know in order to collaborate effectively and over time?
What can be learned from the experience of others? Are there characteristics or
critical elements of effective collaboration?

Overview of Collaborative Metropolitan Leadership in the Eighties

te Reverend Sullivan’s parable about the boy trapped in a
hole, cited in the introduction, is even more persuasive nearly a decade later.
Some 200 state committees and commissions, public and private, agree that there
is a national crisis in public education. Many other organizations are attempt-
ing to deal with youth unemployment and related problems.

It is not entirely facetious to obseive that the ecnergy, time and talent that
have been expended in analysis and exhortation about improving the state of
employment, public schooling, higher education and training could keep hot air
balloons afloat over major metropolitan areas coast to coast.

image of a deep hole to the sky a

occurred. At the same time, "hot ajr" suggests that there is Jess to many
partnerships than meets the eye.

These balloons -- of varied sizes, colors and durability -- may be analogous to
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partnerships. Some of them are flimsy, temporary confections to decorate the
horizon. Yet a closer look reveals that a Tew of them have evolved into some-
thing extraordinary. They are not hot air balloons at all, but transport
dirigibles -- substantial, hardy vehicles capable of carrying weighty and
massive burdens, reliably and over time, to serve a metropolitan area.

John McPhes describes some actual lighter-than-air vehicles in The Deitoid
Pumpkin Seed. He tells a story of a few dedicated amateur and professional
engineers, who started with model planes and makeshift wind tunnels, often
sacrificing their own money, time and other resources, and designed and demon-
strated with innovative technology a dirigible shaped like a pumpkin seed.
McPhee concludes that if it were implemented on a large scale, the invention
would be capable of sustaining more cost-effective regional and national air
transportation system than anything that exists.

Like lighter-than-air technology, public-private partnerships have significant
potential applications, but their full development depends on the sustained
commitment of knowledgeable, dedicated leaders, together with a collective will
to make significant changes in the usual way of doing business, even if that
entails sacrifice, inconvenience and discomf ort.

The concept of genuine give-and-take partuerships is experimental -- a trial
balloon. The growing consensus among reports from various public and private
sector leaders -- that local community lcaders nationwide must coflaborate as

partners willi ._Dow v i to achieve a common
overarching goal -- remains generally untested.

Multi-sector partnerships are among the first
highly visible structures for collaborative effort. Partnerships have been
constructed between schools and companies, school systems and organizations of
corporations, and they often embrace governmental agencies, private non-profit
organizations, religious institutions, colleges and universities, and community
based organizations for training and cmployment. Whether they are intended to
improve public schools, provide employment and training for youth or address
problems of housing and crime, partnerships offer a way for public and private
sector leaders from different organizations and institutions to view community
problems collectively and with an unusual perspective, high above the terrain.

Many if not most partnerships are in the "balioon” stage. This stage involves
many people joining together, contributing their knowledge, experience, coopera-
tion and mutual trust and commitment. Launching and guiding balloons requires
tecamwork, hard work and courage. What'’s more, the hot-air balloons of today are
fairly sophisticated -- far safer than they look; there are few disasters. They
ar¢ an excellent way to uplift spirits for a while, especially when the outcome
of the exercise is a highly visible event -- a bright and colorful, sometimes
exhilirating demonstration of what people can accomplish together.

Attractive as some of these contraptions are, though, they cannot yet carry much
more burden than the participants themselves. Designed for short excursions
rather than long hauls, they are fragile and hard to manage in a breeze. A gust
can push them miles off course. Apart from recreation they are useful mainly
for publicity and advertising. In order to improve the capacity, power, sta-
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bility and steering mechanism of these vehicles to achieve different and more
ambitious gouls, people must combine efforts, emlist help from others, commit
resources and apply special expertise and knowledge from outside sources,

Likewise, multi-sector partnerships are intended for no less than developing,
marshalling and deploying human resources long-range -- resources capable of
met ng the changing cconomic, social and political needs of metropolitan
communities. Among the persistent and urgent issues that they must address
through local action are youth unemployment, long-lasting employability of
non-college-bound high school graduates, and improvement of public schooling at
all grade levels.

The debates surrounding numerous educational standards, commitment to more
resources to public education, and innumerabie measures are healthy and impor-
tant. These decbates highlight the need to take action, to invest in our chil-
dren, to develop our human resources. It is useful to critique as wel; as to
promote multi-sector partnerships -- to knmow the size, shapes and strengths of
the balloons, to know which way the wind is blowing, and applaud promising
experiments.

IEL undertook MetroLink in the belief that it is not cnough to take action --
whether for excellence, for equity, or for both -- or to increase invcstments to
improve public education. Improved strategic thinking and concerted action
depends on understanding of how collaboration takes place. The fundamental need
is therefore to improve our understanding of how our metropolitan communities
develop collaborative leadership. After two years of operation, MetroLink has
shown that reliable, efficient vehicles for developing human resources may be
feasible for all metropolitan areas.

What is Collaboration?

Mc roLink Coordinators tended to spend little time defining terms. They agreed
that it is most useful to think about collaboration as a continuuwa, and that
progress along that continuum occurs in phases.

The definition of what metropolitan area activities are meaningful or substantive
varies accocding to the phase of development.  Factors affecting the phase
include the history of inter-sector cooperation in the area: Political, cultural,
economic circumstances; community expectations; leadership available in the
rele.ant organizations and institutions; and the number and importance of
factors that distract attention from collaboration. The urgency of problems
creates pressure for collaboration; if the problems are not severe, the community
may be inclined to maintain the status guo; yet if they are too severe, a
climate of crisis and distrust many inhibit creative discussion.

The experiences of the coordinators in the cight projects within MetroLink
indicate five phases of collaboration for metropolitan human resource develop-
ment.
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Bhase One: Community Leaders from different sectors agree upom a need to
colizborate and create a structure for action.

Many metropolitan communitier are familiar with this phase, which entails
initiatives by local political leaders, business leaders, and top-level educa-
tional administrators and boards. While the public may be only marginally aware
of the first part of this phase, the structure for action is often well-publi-
cized . It may be the formation of an office to coordinate school-business
partnerships or an adopt-a-school program, it may be a statement of new goals
for a prominent existing organization, or it may be a new entity.

o The Saint Louis public schools have participated in numerous work-study
programs, including classes conducted on site in companies, since the late
sixtics. The Chamber of Commerce, using seed money provided by the Danforth
Foundation, enlisted cooperation between the schools and the local business
community, using Raiston Purina as the lead company.

o In 1975 the Hartford superintendent of schools asked the Chamber of Commerce
to help the school system prepare youth for local jobs. The Chamber
offered to pay half of the salary of a coordinator to create a plan linking
schools and the business community. In 1981 the Chamber organized a
School-Business Collaborative including the deputy superintendent of
schools, school principals, directors of the Urban League and the Puerto
Rican Forum. The goals of these efforts were to raise the academic achieve-
ment, improve employability and reduce school dropout rates.

o Atlagra's formal organization of partnerships can be traced to 1974-1975,
when the business community first approached the school system. As recently
as 1973, the habits of segregation were strong: there were separate Parent--
Teacher Association councils for blacks and whites, even though the two
groups had merged at the state level. Mectings held throughout Atlanta to
survey public opinion about the school system involved over 10,000 citizens,
who collectively suggested priorities that included basic academic skills,
career education and job placement, and improved communication throughout
the school system and with the public. In August, 1980, when Superintendent
Alonzo Crim announced the systemwide goal that every student would achieve
the national norm in literacy skills by 1985, with 20 percent of the gain
to be realized in the 1980-81 school year, he established the terms for
long-term muiti-sector collaboration: the educational goals could not be
achieved without support and cooperation of all groups in the community.
He also enlisted executives of all the major media organizations in Atlanta
to help him inform and involve the public in his plans, and began to involve
deans of schools of education to plan staff development programs. The
formal structure for collaboration among the schools, higher education
and the business community was created in January, 1981 -- the Atlanta
Partnership of Business and Education, Inc.

o In December, 1983, Indianapolis community leaders, under the auspices of
the Greater Indianapolis Progress Committee, created a Subcommittee for the
Employment Opportunities Task Force, whose purpose was to begin working on
the problem of enlisting the business community to provide summer jobs for
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disadvantaged youth. The mission statement emphasized that its task was
greater than the immediate challenge of identifying jobs for the coming
summer. It was to "develop an apparatus that will maximize emp.oyment
opportunities for youth..in 1984 and future years." Representatives from
the Private Industry Council and the school system, City of Indianapolis
and the Chamber of Commerce agreed that the roles described in the concept
Paper were acceptable to each organization.

Phase Two: Leaders’ commitment becomes visible as multi-sector activities,
short-term and long-term, are publicized. Depending on circumstances, public
awareness of their commitment may grow swif tly, or it may take yea to deveiop.

0 In past Saint Louis muiti-sector programs, Ralston Purina provided classroom
space and equipment, matching students screened by the school system to
training supervisors for clerical positions, data processing, printing and
other jobs. The Board of Education assigned and paid certified teachers to
teach academic and business courses on company premises. A consortium of 10
banks offered training in entry level positions; service stations offered
automobile service training in trailers located at the stations; city hall
coordinated positions in government agencies.

0 In Hartford, the result of the planning effort jointly funded by the Board
of Education and the Chamber was Workplaces, an alternative careers high
school program for grades 10-12, where young people could develop marketable
skills, have work experiences, career development and remediation programs
along with their academic piogram. Workplaces conducted eight demonstration
projects funded by the Department of Labor’'s CETA youth titles in 1980.

0 Among several initiatives in Atlanta, Adopt-A-School has provided a broad
range of activities enabling people in ail sectors, including small and
large companies, religious organizations, arnd cultural agencies, to help
the schools. Religious, business and community leaders have not suggested
that they are content that these activities will accomplish the ambitious
goals of the community. Leaders have made it clear that their aim is not
merely to tinker with the school system.  Specifically, business leaders
were asked to clarify their standards of employability, and the school
system committed itsclf to meecting those standards regardless of race,
poverty or other circumstances.

Phase Three: Leaders agree that collaboration must confront long-range systemic
problems, and they identify barriers to further collaboration.

0 In 1984 the leaders of the Atlanta Partnership could have rested on their
laurels, a well-deserved reputation. as a national prototype of cooperation.
They openly acknowledged, however, that they were struggling with several
problems. The most obvious was that the strength and reputation of the
Partnership apparently dspended upon its major leaders. In the eyes of the
public, the Partnershir wag those caders, most notably Superintendent
Crim. The Partnership, partly to establish a separate identity, moved its
office to the Georgia State University campus.
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Partnership leaders had identified at least three other barriers as well:
First, tcachers, parents and others at the grassroots level were relatively
inactive in the Partnership. Second, the potential worth and specific aims
of the Partnership were not apparent to people in parts of the community
whe should actively feel a major stake in its work -- the low income black
community, which comprises the great majority of the school population.
Third, the Partnership had made little headway in its promise to improve
staff develepment in the school system.

Leaders in Portland, Oregon, attempting to reduce the high rate of youth
unemployment, particularly minority youth unemployment, had consolidated

several major political and sconomic segments of the metropolitan area.
The agreement inciluded the city government, the school district and the
Chamber of Commerce, along with the local Urban League. A consortium of
these groups was approved for participation in the Urban Network Project of
Brandeis University, which links multi-sector youth employment collaborative
projects in several urban areas across the country. The Project combined
resources for improving existing in-school programs of work experience,
career education, pre-employment skill development and job placement,

The city, school district and Chamber of Commerce designed a policy com-
mittee at the start of MetroLink in Portiand called the Leaders Roundtabie,
composed of decision-makers from aii major segments of the community,
including the mayor, the superintendent of schools, the vice chairman of
U.S. Bancorp and others, who specarheaded the business community efforts.
Their common purpose was to coordinate and synthesize policy development
around youth employability and employment. The Leaders’ Roundtable strategy
was and is to bring freshness of thought to the issues, coupled with an
ability to make decisions -- to act. A coordinating group of staff was
established to solve problems and set agendas.

The Roundtable is stimulating a broadening of collaboration in two ways --
first, by including many additional segments of the community in a planning
process; second, by creating a means of accountability among all the
participating partners. They must define their relationships clearly,
making distinct, "who does what, who provides what resources.” A business
leader on the Roundtable said:

Business will supply more opportunities and will show more
care in what it does so as to fit in the overall plan and not
waste resources.  Public institutions will better de fine what
they do. They will also be better able to assign their
resources. The PIC should be in a better position to serve
the private sector. [to] serve their goals and legislative
mandates [and] make a greater commitment 1o the in-school
population..we skeuld  see  more coordination within the
schools.
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Rhase Four: Leaders and their constituents sacrifice "turf”, authority/power,
resources, status, priorities and traditions in order to overcome barriers to
collaboration.

The people designated to lead a collaborative effort are tied to their roles in
specific organizations as well as to their overarching roles in addressing
social and economic dilemmas. Their responsibilities include helping others to
transcend their habitual, parochial loyalties. The occasions that force these
leaders to set aside their usual loyalties in order to carry out their transcend-
ent roles subject them to stress. Collaboration in which participants are able
to withstand significant conflict between these roles has reached an advanced
level of development.

o The Portland, Oregon |5-member Leaders Roundtable had reached some particu-
larlv significant and hard-earned gains in coming to agrecment around ways
to address several issues, when unexpectedly, in May of 1984, Portland
unseated its mayor. It is a tribute both to the incumbent outgoing Mayor
and to the then Mayor-clect, J.E. "Bud" Clark, that Clark’s transition to
the Leaders Roundtable was both smooth and immediate. It also confirms
the commitment among all major participants in the metropolitan area to put
aside short-term conflicts and tensions im order to facilitate movement
toward long-term goals and objectives. If Mayor Ivancie had insisted upon
his prerogatives as incumbent Mayor to participate on the Roundtable until
the moment he had to leave office, or had Mr. Clark sought to reject or
undermine the Leaders Roundtabie, years of progress would have been undone.

Hartford’s School-Business Collaborative had lost momentum as leaders in
all sectors had difficulty reaching common agreement about how to improve
the transition from public school to long-term employment, and about what
the role of the School-Business Collaborative should be.

An informal consensus of the Hartford business community held that a top
community priority must be to restore employers’ confidence in the Hartford
Public Schools diploma as a reliable measure of employabilitv. Effective
collaboration between business and educational leaders required that they
reach general agreement about some minimal levels of competencies of
graduates that the business community would accept, and that the schools
could reasonably guarantee.

While all parties agreed that a high school diploma did not assure that a
graduate was "ready for work,” a major obstacle arose around the issue of
testing in the School-to-Work Transition Project, a joint effort of the
Hartford Public Schools and the School-Business Collaborative undertaken
during the MetroLink project. Much suspicion and misunderstanding between
the business community and school people had subsided under the Collabora-
tive, because the project brought curriculum staff from the school system
together with business representatives, but basically to do things that did
not cause discomfort for either party. Nonetheless, the Chamber of Com-
merce, the Private Industry Council and the Superintendent of Schools held
opposing views that recalled ancient batt)es. Educators felt that the
schools are being unfairly blamed for not having taught students the skills
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for success in the world of work. Private sector representatives felt
that schools resist change so strongly that no progress can occur without
sustained and intensive external pressure.

Should seniors be required to take an "exit" test of basic skills? Could a
test for emplcyability become, in effect, an "exit” test? What level of
test performance is reasonable to demand of a school system whose graduates
are largely poor minorities, whose first language in many cases is not
English?

The emotional and value-laden issues could be resolved only through extended
mediation behind closed doors. Building on its recent achievements within
the Collaborative, the group was able to create its eventual compromise
document establishing the expectation of an cighth grade level of academic
skill. They succeeded primarily because ajl participants realized that they
were obliged to reso!ve their differences or else reach a permanent impasse.
They knew that such a standoff would have been disastrous for the business
community and the cducation community alike.

Phase Five; Long-range commitment of persons in leadership positions is assured,
and authoritative structures for collaborative decisionmaking for long-range
collaboration are securely established.

Risky as it is to state that a community has created structures and processes
that assure ongoing collaboration, it is clear that the efforts in some of the
MetroLink communities will continue and will probably improve over time.
The most straightforward example is the Indianapolis partnership, which developed
Partners 2000. The strength of the partnership has grown rapidly and steadily
in the past two years. In 1985 it placed well over 3,000 disadvantaged young
people in summer job experiences, a major increase in private sector participa-
tion. The working relationships among the schools, the City and the private
sector are strong. The most significant success story:  virtually every eligible
young person in Marion County signed up for the program, and in fact, was placed
in a summer job experience.

Planning for the 1986 program has already begun among the Chamber of Commerce,
the Progress Committee, the Private Industry Council, the Alliance for Jobs and
the City. Integration of operations of JobNet (volunteer effort to recruit
private sector jobs) with the Alliance for Jobs has also begun. Finally, the
consultants for the prosram are packaging the programs in the form of "JobNet
US.A" - a for-profit venture endorsed by the major participants in the
Indianapolis program -- to market the successes in  ther cities attempting to
launch improved summer youth employment programs.

The metropolitan areas in MetrcLink offer many similarities and differences
among barriers to collaboration, opportunities for multi-sector  activities,
planning structures, leadership persons, the business and education/training
communities, and relationships among public, private and non-profit sectors.
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The following working definitions serve as a framework for comsidering comg :ri-
sons and contrasts across the eight sites:

Metropolitan: pertaining to actual and potential resources of education,
training, and employment of any region surrounding a large core city, and
therefore not confined within a conventional political, legislated or geographic
boundaries.

Human Resources: People, including children and youth, currently residing in a
metropolitan region, and those who will be entering the region or may be attract-
ed to it, who are capable of contributing to the ecomomic, cultural and social
well-being of the metropolitan comrzunity. This definition emphasizes that
long-range planning must consider demographic projections.

Developmept: The process of providing access to and use of resources in educa-
tion, training and/or employment in a metropolitan community; of learning new
skills, information and competencies which increase the economic and social
choices available to individuals, groups and organizations; and of building
capacitics among individuals, groups and organizations to conmtribute to the
community.

Collaboration: The process by which two or more di/ferent kinds of individuals
and/or groups cooperate in activities for mutual benefit. Collaboration requires
sustained joint commitments to accomodate to different ways of working and
communicating, and often to contrasting sets of values in creating productive
methods for accomplishing common goals.

Partpershio: An agreement among representative decision-makers in organizations
belonging to different economic sectors (public and private profit/non-profit)
to cooperate for mutual benefit. The Committee for Economic Development notes
two dimensions for cooperation: policy, in which goals of the community are
articulated; and operational, in which goals are carried out. "The purpose of
public-private partnership is to link these dimensions in such a way that the
participants contribute to the ben=fit of the broader community while promoting
their own individual or organizational interest."?

z. tal iv , ,
(Commuttee for Economic Development [CED}, New York, Washington, February
1982), p. 2. The Appendix, pp. 104 and 105, emphasizes political interdependence
between sectors, versus conventionsl views that the public sector is primarily a
support function for the private sector or that the private sector is a homo-
genous grouping of profit-making organizations. Non-profit and voluntary
private sector actions also have an important public dimension.
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MetroLink coordinators’ reflections about a range of issues and trends arising
from their projects ciustered around twelve themes:

Theme # | Inter-sector collaboration is a process. Ailthough
processes used to achieve similar aims may result
in similar structures and methods, genuine collabo-
ration cannot be bottied for replication, codified
into formulas or mechanical procedures.

MetroLink coordinators feel strongly that collaboration evolved in very distinct
ways peculiar to the political, economic, demographic and institutional circum-
stances, individuals, and changing events in each of their metropolitan regions.
Common elements appeared across sites; similar aims and methods used were the
result of parallel processes. Structures, policies, and compromises have begun
to converge in each site as participants devise ways to create, for example,
comprehensive long-term employment systems for youth.

Exchanges of information and materials among MetroLink coordinators often
stressed generic resembiances among project components, but collaboration res.sts
being reduced to a replicable formuia. Coordinators agreed that a svstematic
approach to collaboration - 2 way to manufacture rather than grow the solutions
to long-range metropolitan probiems -- is simplistic, short-sighted and mechan-
ical.  In contrast, a sYstemic approach to collaboration will acknowledge the
complexities of institutional change, will be long-range, and will of necessity

focus upon the extensive political and social negotiations require” to address
persistent issues.

Theme #» 2 Many motivations combine to stimulate cross-secter
cooperative activities. They reflect needs,
expectations, and perceived self-interests.
People and institutions are moved to collaborate
bv 2 common view of am important perceived need.
It is when major participants have a common
interest or goal and are struggling hard to
overcome barriers to achieving the goal that
collaboration is most likely to bring progress
toward durable consensus for action.

Unless :ihere is a commonly perceived need, little can ke done to stimulate
collaborative activity. It is not difficult for most urban areas to find some
opportunities for cooperative projects involving different sectors, but these
are often superficial. But if participants are seriously committed to addressing
long-term social issues in their community, they must be prepared to sacrifice
cherished traditions such as access, power and information.
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When a partnership is consistently portrayed as free of significant problems or
tensions, it is probably superficial. A partnership that seems stymied by
dilemmas, but that grapples with resistance among individuals and organizations,
and shifting perceptions among its participants may be genuinely struggling to
overcome personal and institutional obstacles to collaborative effort.

One conventional response to major institutional obstacles is, "it can’t be
done” because of vested interests, political, social, cultural and economic
problems to become. A related response to public pressure for action is public
relations exercises in the name of partnership. Such exercises can be casily
recognized by their excessive rhetoric, lack of chalienging goals and insubstan-
tial achiecvements in the face of the problems that they are supposed to address,

The difficulties that participants must work through in resolving issues of
coliaboration -- the tough job of hammering out new working relationships among
individuals, organizations and institutions -- are rarely made pubiic.

Theme #»3 It is critically important to maintain as many of
the elements needed in the infrastructure of
metropolitan collaboration as possible.

At times, publicly visible results may be disap-
pointing, amd collaboration may appear to be
moribund; nevertheless, hoiding potential pieces
of a comprehensive system in place for the future
is important.

The generalized iceburg theory -- that seven cighths of everything can’t be seen
- definitely applies to collaboration. The publicly visible outcomes of
effective collaboration occur at the end of the process. Aithough many necessary
ingredients of effective collaboration may be present, various circumstances --
lack of leadership, political events -- may hinder the momentum for coliaboration
for a period.

Yet this does not mean that collaboration is not happening or that structures
designed to stimulate joint efforts should be dismantled because they are not
achieving an immediate goal. To the contrary, they should be maintained so that
they will be available when they are needed. When the right elements are
finally present -- a change of leaders, a change of attitude -- coliaboration
will proceed.

The mix of factors affecting the cquilibrium of power, influence, funding,
visibility, and other characteristics of metropolitan community groups is
increasingly complex. The mix also changes frequently. Many forces affect
change and stability -- political, .demographic, institutional, individual,
systemic, accidental.
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Theme #4 Like it or not, events of the "real world" are
bound to affect structures, goals objectives and
processes of collaboration, positively and nega-
tively. In order to weather these events, those
who facllitate efforts around human resource
development must maintain a range of strategies
and tactics for ccmmunication, problem-solving and
fccusing attention on long-range aims.

Sometimes unforseen events can delay, sven wreck the progress of well-planned
collaborative efforts. As we have seen, the selection of the new mayor could
have scotched the city’s participation on the Leaders Roundtable in Portland.
For reasons no one can fathom, a key decisionmaker or organization may decide to
stand pat, or change priorities. In the case of Minneapolis, an external event
may distract the community -- the threat of a proposed $1.3 billion "Mega-Mall"
to be built outside the city.

Any number of events, large and small, are capable of distracting attention from
the long-range aims of collaboration -- for example, the temporary imperatives
of local government, the crises that grab local headlines, the whims of political
leaders, national events, changing personal priorities of key decision-makers.
A group or individuals must be willing and able to maintain the course of
collaborative efforts.

Theme #5 Collaboration  changes participants’  viewpoints
about the roles, functions and capacities of other
groups and individuals during the process.

Collaboration requires ail parties to realize and accept that there may be
several issues of genuine mutual concern, and to work toward resolving them.
Nevertheless, they cannot reasonably be expected to concur about these issues
most of the time. Therefore, in order to succeed in reaching consensus about
collaboration, the parties must engage in a process that fosters acceptance of
differences (agreeing to disagree) and tolerance for a wide range of acceptable
compromises.

Participants must be able to fashion a goal that all can find a way to agree
upon. That is, they must invest energy in finding a legitimate common goal, not
in disagreeing that one ought to be found.

IEL's conception of MetroLink was to explore broad issues and strategies of
collaboration which might not have a programmatic goal, but which would require
changes in the ways that leaders relate to one another, define and perceive
their aims and methods. Successful collaboration therefore might not result in
everyone implementing a specific project: instead, it would probably result in
rethinking goals or finding ways to do a job better. The main feature of
collaboration is that key participants change the ways that they perceive and
behave toward one another and the environment, As they attempt to design ways of
responding to needs for collective well-being, they constantly redefine the
terms of their agreements in order to reflect their growing understanding of
mutual interests and goals.
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Theme #6 Intermedlary groups and individuals can facilitate
multi-sector collaboration without always being in
politically neutral organizations or positions.
They can be effective if they are trusted by key
participants to promote collaboration rather than
lastitutional or organizational vested interests.

MetroLink site coordinators often served in this role. Two coordinators who
were formally affiliated with school Systems or universities noted that they did
not view themselves as sharing the vested interests of their institutions. Some
were not generally perceived as partisan, whether -- representing the “higher
cducation establishment,” the mayor, or the superintendent of schools. One
coordinator reported never feeling a sense of "territoriality” when exploring a
topic of general community concern.

Atlanta and Hartford illustrated this theme repecatedly. The MetroLink coordina-
tor in Atlanta is an employee of Georgia State University, but in his work with
the Atlanta Partnership he has never been identified primarily with the Univer-
sity, for example, in his developing the Principals’ Institute. On the other
hand, it was extremely important to locate the Partnership office at the Univer-
sity in order to stress that it '¥as not coatrolled by the business community or
the school system.

The Hartford MetroLink coordinator came directly from the business community, to
the Chamber of Commerce, yet siac constantly mediates between the major represen-
tatives of the school system ard business leaders. Her work in reconstituting
the School-Business Collaborative involved- as much informal negotiations with
business people as with school people. Her role as Vice President of Human
Resource Development within the Greater Hartford Chamber of Commerce requires
that she maintain a multi-sector perspective. If she were to adopt a conven-
tional "business® perspective she would never be able to understand, much less
Sympathize with the school system. A telling example: the employment special-
ists working in the schools with the School-To-Work Transition Project were hired
by and are responsible to her.

Theme # 7 Facilitators of co!'aboration need and Dbenefit
from opportunitles to communicate across projects
and to reflect upom the experience of others in
similar or contrasting situations. They learn
from each other.

This is a significant need met by MetroLink, especially evident in cach of the
quarterly meetings among site coordinators. The coordinators repeatedly stated
that they had shared specific information -- for example, instruments and
methods of tracking the employment history of recent high school graduates --
and had identified other resources that were useful to them. Business represen-
tatives from one site visited another. The site coordinators stated that the
opportunities to reflect upon the implications of similar patterns and experi-
ences of collaburation in other sites was invaluable in two ways. First. people
who have the special roles and responsibilities of the MetroLink coordinators --
strategic fostering and monitoring of metropolitan collaboration -- are not only
unusual, but they rarely have the chance to exchange views, deliberately to
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step back from what they are doing and attempt to understand it in a larger
context. Second, because the coordinators occupied other roles practically 95
percent of their time, the main occasions they had to focus their attention for
a while not on the details of collaborative activities but on the process of
collaboration itself were the MetroLink documentation assignments and meetings.

One coordinator explained the importance of MetroLink as a "resource for informa-
tion, msterials and for people resources,..and equally important, as a reflec-
tion of the views of other sectors of the community, even though each city
is unique in its make-up and chemistry." In addition, "coordinators can’t
’connect’ without personal contact with the other coordinators,” and “even
though local styles and project goals are very different, there are a lot of
questions [to] be discussed together.” For ¢xample, in determining the degree
of participation required by those in a partnership, "How do we get rid of token
efforts without alienating the participants? Should schools be the sole judge
of what curricula are appropriate? Are there necessarily built-in biases of
education presented by the business community?"

Coordinators were also able to observe commonalities among projects and to draw
implications from :%sir own efforts. The Saint Louis coordinator, for example,
benefitted enormously from exposure to the Atlanta Partnership and the Hartford
School-Business Collaborative.

In addition, comparisons and contrasts among projects became increasingly
well-defined as ideas and experiences are exchanged. To name only a few:

o The importance of a top-level leader whose attention and concern are
focused on the central issues for collaboration: When the contact in the
Saint Paul Mayor’s office left for another position, there was no one
available to maintain interest iz the project. When the leadership of the
Saint Louis Civic Progress group changed, so did the priority.

0 The kinds of people involved in collaboration are more important then their
positions. However, the people must also be capable of making decisions
or have quick and reliable access to key decisionmakers. The chemistry
among these people, who are often powerful and charismatic, is critically
important and must be nurtured. Therefore, for example, it will not do to
send substitutes no matter how capable, to important collaborative meetings.

o In addition to the key decisionmaking participants in collaboration, there
must be people skillfful in handling logistics and tasks for carrying out
the ideas of higher level decisionmakers -- people who understand the
dynamics of collaboration, who take care of interruptions, who set climates
that allow others to work well together.

Theme #8 A "culture of collaboration" -- special ways of
communicating, especially through widely-recognized
and respected informal chazonels -- evolves during
a project. Participants develop special ways of
communicating, a history of relationships, and
informal understandings that respect but extend
beyond their formal roles and functions.
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Collaboration among people and institutions is a
function of the personalities of the actors, and
political opportunism, as well as common recog-
nition of long-range community needs.

Portland, Atlanta and Indianapolis illustrate how distinct habits, expectations
and special relationships have developed.

Clear criteria for membership in the Portland Leaders Roundtable have developed
in order to assure that members’ actions will have maximum influence on community
policies and institutional practices. A central tenet of the Portland Roundtable
has been that the interaction of the powerful actors engaged in collaboration
will largely determine the direction of collaboration. Because the Roundtable
is intended to promote fast action when it is desired, decisionmaking power is
essential for membership and attendance. Consequently, members may not designate
staff to attend in their place. Similarly, a person is not automatically
entitied to membership in the Roundtabie solely by virtue of his or her title.

In Atlanta, Superintendent Crim holds an informal breakfast meeting each month.
Participants share and freely explore a range of concerns and interests. It is
a critically important means of maintaining informal lines of communication
between educational, business, religious and political leaders.

For the past two years in Indianapolis, major collaboration around youth concerns
has consisted of bringing together business, civic, political, school system,
and community leaders around the issue of employing disadvantaged youth aged
14-21 in Marion County, the Indianapolis Metropolitan area. The collaborative
effort, Partners 2000, focused on summer jobs for youth, but the structure for
collaborative activities was largely informal. The coalition was not operated
by one organization or identified with one group. Informally, the Greater
Indianapolis Progress Committee (GIPC) -- the private sector advisory arm to the
Mayor’s office -- functioned as an intermediary. GIPC has been called the
"glue” for the collaborative endeavor.

Theme #9 Muiti-sector partnerships respond to the new
politics of education created by the federal
government’s exit from the educational scene.
Shifts in roles of state legislatures and education
agencies have strongly affected metropolitan area
priorities in human resource development.

In  Louisville, private sector resources are supplanting government largesse.
Corporations are currently playing a significant role in providing computer
¢ducation. Computers have proliferated throughout the schools because local
firms have contributed equipment and funds, A statewide conference to promote
partnerships between local public schools and community organizations and groups
emphasized compensation for the lack of federal resources through creating links
with community businesses and agencies. State legislation in Kentucky supporting
the development of school-community partnerships reflects local efforts to
create new sources of support for local public schools.
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In Portland and Hartford, the Private Industry Council’s (PICs) remain the only
significant source of funding for employment and training of the economically
disadvantaged. These Councils, originally formed under Title VII of CETA, have
become the conduit for funding from the Jobs Training Partnership Act, but
without collaboration with other institutions and organizations dealing with
youth employment they merely contribute to fragmentation of policies and ser-
vices. In both cities, the roles and resources of the PICs have affected and
been influenced by collaborative activities. The unanimous approval ty the
Portland City Council of a collaborative decision te consolidate and assign to
the PIC hundreds of thousands of local dollars in sumnisr youth employment and

training funds illustrates how collaboration has changed local priorities in
funding patterns.

Initially the Saint Louis project attempted through a local Member of the House
of Representatives to have someone from the Department of Education visit Saint
Louis to speak about the implications of A_Nation At Risk. Far more significant
than that kind of activity, however, have been visits to the Missouri State
Department of Education to acquaint business and other leaders with the nature

and significance of state policymaking on local educational policies and prac-
tices.

Atlanta’s Principals’ Institute offers another illustration of a local
to a problem whose most immediate solutions would previously ha
through federal funds. The Atlanta Partnership itself has grown in large part
because of increased awareness among local leaders that resources for addressing
the region’s problems are indeed finite, and that there is little that can be

expected in federal funds for new initiatives. As Superintendent Crim expressed
it

response
ve been sought

Collaboration is going to be of paramount importance in the next five to
ten years. The Atlanta Regional Commission indicates that human needs in
the metro area are increasing geometrically whiles resources are increasing

linearly. The only solution is for collaboration of both public and
private resources.

Theme #10 Access to reliable information and the reporting
of data are fast becoming critical issues for
collaboration. Data about education/training

institutions, practices and results are not
politically neutral. They are often controversial,

and their collection and dissemination may have
many unexpected effects.

Collaborators need to analyze the possible con-
sequences of disseminating data-based information
and think through the conditions for effective
collaborative decisionmaking. Data-gathering and
decision-making must be undertaken by the right
individuals and organizations, shared among
participants and with the public at the right
times, and by the right people.
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What groups need what kind of information? For what purposes? How essential
for decisions about education and training -- policies and practices -- are
specitic kinds of data? Who gatiers, shapes, interprets and reports data?

Such questions are critically important. For example, what political credibility
is at stake for school people in researching pest-high school unemployment rates
of graduates and dropouts? When and in what form should research outcomes be
publicized?

Mc¢ .coLink coordinators found that onc major task in collahorative efforts
appears to be the development of compatible systems of gathering and sharing
information -- systems that ef fectively communicate to all sectors.

This theme has been insistent throughout the Hartford project. It reflects the
fundamental temsion at the heart of the collaborative process involving the
school system and other organizations and institutions concerned with youth
employability. Is insistence on confidentiality of all data about students
simply an exercise of educational and administrative responsitility consistent
with the spirit as well as the letter of the Buckley Amendment? When does it
become a gatekeeper’s tool to defend turf ?

Hartford officials found that the best source of information leading to data
essential for tracking the employment records of high school graduates turned out
to be classmates. They could track down former students through the grapevine
much faster and more reliably than others could through institutional channels.
This illustratei once again how important interpersonal trust is in achieving
results involving potentially sensitive information.

Theme # 11 Collaboration is affected by a community’s "social
merories” -- of politically traumatic events, of
¢r utroversial, powerful or widely-trusted and
influential organizations, institutions, indivi-
duals and groups. These shared memories constitute
positive and negative community perceptions of
capacities and trustworthiness which stimulate or
present barriers to multi-sector consensus about
goals, objective:, participants and activities.

It has taken one MetroLink community over five years to recover from the turmoil
surrounding the office of superintendent of schools so that the school system is
perceived as stable. Conversely, another MetroLink community has enjoyed such a
reputation for stable urban institutions of relatively high quality that it
often seems difficuit to mount a case that there are problems serious and
pervasive enough to warrant concerted metropolitan efforts to solve them. Still
another MetroLink community has so increased public confidence in its leaders
over the past several years that occasional social turmoil is seen as an aber-
ration.
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Communities, through persons in opinion-setting positions, retain memories that
often span several decades. Past failures, old agendas, and ancient hurts are
casily resurrected. It is an almost universal defense mechanism for leaders tu
call up previous trouble spots when new ventures are suggested. This history
must be dealt with before new processes can be developed with widespread support.

Theme #12 In order to pursue long-range goals over time,
multi-sector collaborators must gradually cease to
depend greatly upon individual feaders and must
broaden the capacity and share legitimacy among
organizations and  institutions for assuming
leadership and taking action to solve problems.

To ‘"institutionalize® seems: like such an attractive catch-ail solution, practi-
cally ecliminatiag the messy complexities of personalities, turf, shifting
political agendas and changes in leadership. The term implies that once a
special organization such as the Atlanta Partnership or Hartford’s School/Busi-
ness Collaborative (SBC) or Portland’s Leaders Roundtable is created to sponsor
and coordinate collaboration, the most intractable problems will be over.
Leaders interviewed in Saint Louis reflect this view. They claim that a well--
established and respected institution designed to foster collaborative activi-
ties would reduce institutional battles over "turf” and would reduce the effects
of unpredictable personalities and political agendas of various leaders. The
view is that "function follows form" -- that is, if the institution for collabor-
ation is well established, the rest will foilow.

Whiie such an institution may serve this purpose admirably, development of a
formal umbrella structure responsible for multi-sector activities is not neces-
sarily effective. Such a structure might even inhibit collaboration if it were
not fully recognized among ajl participants as legitimate and effective -- an
adequate and desirable replacement of individually powerful or influential
leaders, The first attempt to create an umbrella structure for mobilizing
Hartford’s community leaders -- the School-Business Collaborative -- was estab-
lished precisely to stimulate and oversee multi-sector collaboration. When it
failed to realize its early promise among Hartford’s business and community
leaders, it had to be reconstituted.

Perhaps the greatest attraction of institutionalization is stability of leader-
ship.  Participants in collaboration must constantly deal with the anxiety of
whether a change of leaders would mean that their accomplishments would collapse.

No one in Atlanta likes to contemplate what might happen if Alonzo Crim leaves in
the near future, yet the Partnership may well be strong enough to sustain its
influence without Crim. As Portland’s Leaders Roundtable illustrated in ijts
smooth management of an abrupt transiticn of mayors, commitment to structures for
collaboration can help them prove to be very resilient.




F Possibiliti

The possibilities for stimulating collaboration in these and other metropolitan
arcas around issues of human resource development are plentiful enough that
communities can take advantage of a number of opportunities as they arise.
Resources within and outside of MetroLink are evident and can be enlisted to
assist the d~velopment of collaborative enterprises whenever appropriate.

The MetroLink project created a national network of coordinators whose knowledge
of issues and processes of collaboration is combined with first-hand experience
with spet.fic efforts conducted over « period of two years. This network is
already tied to other networks concerned with similar policy issues, efforts
to overcome barriers to cooperation, and potential sources of metropolitan
leadership.

Characteristics and conditions for nurturing and supporting leadership have been
identified and developed among the cight sites. Networking, building skills for
change agents, and other processes have also teen developed and examined regular-
ly through IEL.

One of the main lessons of MetroLink has been that it is practically invaluable
to simply gather a number of people who are engaged in continuing efforts to
collaborate so that they can exchange ideas and resources, and discuss the
process. The opportunity to step back, to reflect on what is happening along
with others who are undergoing similar experiences afforded the Coordinators
special perspectives that they could and will continue to use.

It is clear that a wide varicty of leaders also would benefit from opportunities
to exchange ideas, strategies and resources with peers. It is especially
noteworthv that the percentage of time that MetroLink site coordinators devoted
to this work was extremely small in =lation to its potential effect.

National attention has been focusing intensively for at least two years on the
policy issues surrounding human resource development. OQur understanding of
collaboration as an extraordinarily effective and probably most cost-effective
means of addressing long-range social issues has improved. The most encouraging
news is that an enormous amount of collaborative activity is going on at dif-
ferent levels. Even in places where collaboration is not readily apparent, many
resources and potential leaders of effective activities are in place.

We know a great deal now about the skills that promote desirable change in
institutions that as recently as a decade ago seemed impervious to reform --
notably school systems, employment and training agencies, and entrenched politi-
cal structures. In many instances where collaboration has not yet accomplished
visible systemic change, essential elements of significant change are in place:

resources for informal as well as formal communication around complex issues, 2
community power base, leaders who can put aside short-range self-interests to
identify mutual interests, public awareness of a clear, important social problem.
Ironically cne of the best ways for communities to address their long range
neceds for human resources is to develop the human resources required to attend
to the problem. This means recognizing the need for someone regularly to
concentrate some part of his or her attention on the process of collaboration,

Page 26 4 3




to devote time and energy ioward participation in a network of others who share
that responsibility, and to consciously address development of calloborative
leadership.

This report itself offers evidence to support a fundamental recommendation --
that leaders engaged in collaboration take steps to document the process,
assigning someome who is close to the action and has access to Key actors.
Ideally the person documenting the process should have opportunities to exchange
ideas and reflect with people in similar situations,

There are four future steps for MetroLink. The first is to maintain linkages
among existing sites of collaborative activities. The second is to identify
other interested sites and enlist their key representatives in a growing network.
The third is to enlarge the network by sharing its resources widely with related
networks concerned with the same or related issues. The fourth step is to
maintain structures for broad-based communication among all of these participants
to understand and improve the process of collaboration itselif.

WWMEN}WQ&MMMMM
WMMMMMMLMVI D, SAINT LOUIS.
Atlanta, Georgia

Atlanta has a reputation for cooperation even in the worst of times. In the
sixties, when the cavil rights movement reached its peak in confrontations
across the South, a group of white civic leaders in Atlanta began a campaign of
accomodation. They called Atlanta "the city too busy to hate” and joined local
black leads like Revercsd Martin Luther King, Senior, to remove legal segrega-
tion witl sruption. Their slogan captured a spirit that still prevails in
Atlanta, trife is bad for business. Today the city of 427,000 -- two
thirds blaca is a financial and commercial boom town, and cooperative e forts
have extended into the :: ¢n-county metropolitan area, whose population has
grown rapidly over the past two decades to more than two million people. Many
middle class blacks as well as whites have left for the suburbs, and 28 percent
of the city now lives below the poverty line. Large numbers of unemployed
lower-class blacks can show few economic benefits stemming from the political
gains of the civil rights movement. They can sit down to eat at the Peachtree
Plaza Hotel, but they can’t F7y the bill. Finally, as in most urban areas, a
large percentage of the noorest people are children.

The city’s schools, which were 35 percent white in 1970, have lost more white
students than most other major school systems. There are about 12,000 white
students in local private schools; 7,000 white students comprise only 6 percent
of the public school enrollment. In recent years the challenge facing Atlanta’s
metropolitan leaders has been to assure that Atlanta can guarantee all of its
children a decent public school education.

Since its founding in January of 1981, the Atlanta Partnership of Business &
Education, Inc., has drawn national attention as a model for success in enlisting
community support of public schocis. The Partnership is actually the second
attempt at a "metropolitan cooperative® program. The first, a program sponsored
by Geor~ia State University and the Atlaata Public Schools, pro~ided a summer

E l{[lc‘ Page 27 4 4




program for gifted youngsters under a grant obtained by the MetroLink coordinator
and Superintendent Crim. Within two years that program had attracted students
throughout the metropolitan area. The MetroLink coordinator subsequently
joined in expanded more formalized cooperative associations -~ Dr. Crim’s
"Superintendent/Dean’s Breakfast Club" (regular meetings with representatives of
higher education) as well as the Partnership -- developed to encourage "informed
sharing of mutual interests.”

The Partnership consists of a formal "network” that includes the business
community, higher education, the public school system and individual citizens --
"a community of believers." This community also includes many civic, education-
al, parent, religious and political groups. The Schools/Neighborhood Religious
Coalition, initially focused on improved communication with the school system
and increased child advocacy cfforts, has expanded activities to include shelter
for latchkey children, food and clothing banks and tutoring. Student tutorial
services are promoted within the churches, and coordinated with the Partnership.

The central goal of the Partnershio is "to improve the quality of life for
the people of our area by improving their educational attainment level®” The
major strategy to reach this goal is through collaborative efforts of private
businesses, public schools and higher education (primarily Georgia State Uni-
versity). More specifically, the Partnership has sought to raise average
standardized test scores of students in basic literacy skills at or above the
national norm. The philosophic 14tionale for the Partnership is that in order
for all of the children in Atlanta to be given the opportunity to have quality
education, people whom students perceive as influential must participate actively
in encouraging educational achievement. Students mus: understand that those
who.a they respect and admire value learning, and that school pPays off in the
“real world” of jobs and social mobility.

The goals of the Partnership were highly compatible with the purposes of the
MetroLink project. The goals of the Paitnership, defined in three Atlanta
publications, are educational and €conomic: to raise mean standardized test
scores to the national norm, to enhance the economic development potential of
Atlanta, and to improve the Atlanta standard of living through economic and
educational development. The interests, goals and objectives of the different
parties are therefore both conmsistent and mutual, and participants were generally
committed to achieving five objectives of collaboration. These goals included:
(1) "Adoption" of all public schools by companies; (2) Development of affirmative
action/job placement programs for 1000 students in the bottom quartile of the
junior and senior classes; (3) Assembling of an ongoing group representing
agencics and organizations to build school-business networks around the use of
technology in education, including magnet schools; (4) Expansion of student
tutorial /parent-teacher associations; and (5) Establishment of the Metro-Atlanta
Principals’ Institute, including an assessment component based upon the National
Association of Secondary School Principals model for assessment.
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Adopt-A-School currently includes nearly all schools and more than 150 organiza-
tions. The Partnership matches identified school needs with business resources.
Activities must be student-centered. Dr. Boyd Odom, the Executive Director of
the Partnership, says, "We must get out of our thoughts the idea that business is
helping schools or that schools are helping business. Our approach is, 'There
are things we would like to see happen. If we work together we can make them
happen.”

The affirmative action/job placement program has expanded to include all 20
Atlanta city high schools. The Principals’ Institute has been created for
assessment and training of school priacipals and the Partnership concepts have
begun to expand into the metropolitan region. The Partnership moved its office
to Georgia State University to signify its independence of major corporate
sponsors and of the school system. In addition, the Partnership coordinates
several other programs, such as Distinguished Scholars, Work-Study, and a
Speaker’s Bureau.

The most visible leader in estzpiishing the Partnership has been Superintendent
of Schools Alonzo Crim, who has the trust and confidence of Atlanta business and
community leaders. The relationships undergirding the Partnership seem to
reflect Dr. Crim’s open style of leadership. The partnerships that have de-
veloped during his tenure have been based on mutual trust. In particular, Dr.
Crim’s strategy of exposing both the strengths and the weaknesses of the school
system to public scrutiny has succeeded in capturing broad support among the
leaders of Atlanta’s business community.

Collaboration in the metropolitan area includes business chief executive offi-
cers, university administrators and faculty, members of metropolitan area boards
of education and superintendents of schools, religious 2nd community leaders.
Linkages among these groups have strengthened during the past five years, with
community leaders from all sectors participating actively on the Partnership
board of directors, its board of officers, steering committees, and the actj-
vities themselves.

There are 125 semior level putlic sector individuals and 40 Chief Executive
Officers involved in the Partnership itself, and almost ali private sector
participants are "for profit.” They include large (60%), medium (25%), and small
(15%) companies. All told, more than 185 organizations and over 90 religious
groups are involved.

Dr. Odom maintains and develops new contacts with the various leaders throughout
the Atlanta community. He works with a Planning Group which includes the
MetroLink site coordinator, who is based at the School of Education at Georgia
State University. The coordinator, during the MetroLink project period, together
with two University colleagues in research, has focused upon expanding communi-
cation with metropolitan school leaders and upon developing formal working
agreements to plan and implement such projects as the Metro-Atlanta Principals’
Institute.

The stability and future growth of the Atlanta Partnership may depend upon how

well the various leaders come to rely upon this structure as a trustworthy forum
for addressing complex educational and social issues. Ongoing uncertainties
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include grassroots involvement, and public relations with the low-income black
community. The MetroLink coordinator and his cclleagues are helping the various
individuals and organizations in the Partnership to identify and focus --
formally and informally -- on how the Partnership can become such a forum,

Dr. Odom is ootimistic about the future of collaboration in the Atlanta area and
elsewhere:

In five (o ten years th: exception will be sites where collaboration is not
taking place. We are experiencing an exponential growth in knov:edge...I
am encouraged by what [ see happening over the country. It used to be hard
to find a model, even a bad one. Now that there are partnerships. collabor-
ative efforts, in many places, especially since the President picked up on
the idea...

Collaboration needs to be understood by le.ders and reinforced in public
schools. Businesses are now having to train employees in things that
educators (schools) should be doing. To develop more community leaders. I
Javor the seminar approach. We need to bring in people who are not in
partnership with those who are and have the group share concepts.

The aims and objectives of the Partnership are conceived to reflect the combined
resources and talents of Atlanta’s "believers® - a community that has demonstra-
ted commitment to sharing expertise and offering other fcrms of in-kind contribu-
tions. The major task of the Partnership is now to assure that the venture
would not collapse if leadership or priorities of existing groups change.

Dr. Crim is convinced that the school system has improved its capacity to
deliver instruction because of increasing collaboration over the past five
years. "l anticipate continued growth,” he says. “This is not a one-shot
effort." He thinks that a focus for future collaboration must be to develop
leadership:

Leaders of the future have to be taught.  Leadership is communication and
collaboration. To borrow from Eisenhower. you cant push a string, you
have to pull it. We have to teach how to gain consensus and rooperation.
Internship is also necessary. Present leaders have (o take on ite responsi-
bility of training other leaders.

It has been said that great people are just ordinary people who pursued
great ideas..There are two delibercte approaches 1o training new leaders.
One is through Leadership Atlanta in identi fyving persons from business and
government and make them cognizant of the needs of the community and the
community purpose. We have to aid them to give of themselves. Secondly,
each institution must take on the notion that leadership is the most
important commodity and must come about through deliberate design.

Boston, Massachusetts

It is a fact that Massachusetts generated more new jobs in the past year than
the Great State of Texas did. Boston itself is undergoing an economic boom that
is providing unprecedented opportunities for every segment of the labor force.
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As women enter the workforce in increasing numbers in the Boston metropolitan
community, it seems clear that business and industry, education and training
institutions, and policymakers must collaborate in order to avoid traditional
workplace stereotypes, particularly in the growth industries of the eighties and
nineties. The Boston arez MetroLink project, located in the Office of the
Massachusetts Secretary of Economic Affairs (OEA), aimed at addressing issues of
policy and practice for reducing and preventing sexual segregation in emerging
and growing high-technology occupations, particularly in the metropolitan area
surrounding Boston.

The coordinator noted that in creating the Boston Compact, the Boston community
had already established a national reputation for cross-sector collaboration aad
partnership strategies to address issues of public concern. The Compact, a
bargain between the school system and the business community, demonstrated that
business and educational leaders could reach consensus around objectives,
policies and desired programmatic changes. The Compact “could serve as a
valuable analogue® for an effort to address occupational segregation in expanding
technological industries.

During the carliest stages of the project the courdinator (a former educator who
was then a legal intern within the Office of the Secretary), identified specific
areas where data-gathering and analysis -- essential tools for policy formation
and program planaing -- have been practically non-existent in this rapidly
growing field.

The coordinator sought to develop a cross-sector policy development effort
focusing upon some aspect of dccupational segregation; improvement in women’s
cmployment is an area of special interest to the Secretary. On the strength of
the Secretary’s endorsement, the coordinator approached staff of the Executive
Office of Economic Affairs (EOEA), individually and in groups, to create a
planning group. She maintained close touch with staff who would crucially
influence such matters as staff ‘ime, availability of interns to do research,
etc. -- especially important because the project had been added to an already
heavy workload.

Political considerations were important in the earliest stages of this project.
Potential direct practiczl benefits to projects funded under the federal Job
rraining and Parctnership Act (JTPA) and Bay State Skills programs would avoid
the "Golden Fleece” image of impractical research. In seeking a place to locate
the project, the coordinator also tried to preserve an image of neutrality.

Plans for specific applications of new information for policy development were
approved, and staff clarified project goals and definitions of occupational
segregation. Decisions on where to locate the project depended on three criteri-
a:

I.  Ability to address the possibility tha* research reviews of occupational
segregation within JTPA would produce limited data and possible resistance
from colleagues who might feel that the coordinator was monitoring them.

2.  The project had to be narrowed to a problem which could be addressed by
cross-sector collaboration that would also be visible and innovative.
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:.  An emerging industry had to be selected -- something which has developed
beyond the research and development stage, where workforce trends can be
identified and examined.

Two simultaneous events helped planning staff focus on microelectronics. First,
the fiscal manager and the senior staff manager for policy and research agreed
on the priority of this project. This fiscal manager agreed to assign and
direct research by a junior staffer. Second, the press highlighted analysis of
the impact of high-tech upon employment in Massachusetts, and the Secretary led
public coutroversy about interpretation of statistics. A formal response stated
that high technology employment is for more significant in Massachusetts than in
most other states, and that there is a much higher concentration of professional
and technical workers in Massachusetts than the U.S. data indicate. Furthermore,
the Undersecretary stated that the MetroLink project could create a good image
helping to stimulate cross-sector collaboration between industry and govern-
ment to improve women’s employment.

The main long-range strategy was to promote further understanding of strategies
used by firms successful in retaining women in non-traditional occupations
currently dominated by men, and .y explore possibilities for integration where
traditional jobs are strongly male or female. A new “high-tech” industry was
defined as one involved in research and development of new knowledge-based
technologies where jobs are still being defined and career patterns are still
flexible and undeveloped. The research was designed to generate policy data for
two purposes: first, to encourage industry to identify jobs that will be
generated and to develop sex-integrated career ladders and sex-neutral hiring
and promotion practices; and second, to design and develop education, employmert
and training programs reflecting industrial projections of jobs so that women
might take advantage of emerging work opportunities.

The project was designed around two phases: first, research and analysis;
second, planning seminars that would involve meetings with key policymakers in
the targeted industry, education, government, employment and training. EOA
sought to focus on an industry in which affirmati-= intervention and influence
on the development of a stable, integrate. workforce would be feasible. The most
reasonable type of industry would be one in the development stage, where an
Occupational spectrum or hierarchy could be clearly discerned. The potential
impact of research and development applications on projected employment was seen
as an especially rich area to explore. An unknown: how receptive would indus-
trial policymakers be to collaboration, negotiation and policy development to
increase women’s entry into and retention in the full spectrum of industrial job
classifications? Indeed, how willing would they be to share potentially contro-
versial aata?

A questionnaire for a sample of area microelectronics firms was created for
distribution and analysis in spring of 1985. A workplan prepared in February
focused on the strategy for completing the research phase. A staff intern was
assigned to the coordinator one day per week to develop a mailing list of
microelectronics firms and to prepare a final draft of the survey instrument.
The instrument was prepared in close consultation with the agency’s research
staff and the Secretary, and mailing materials were reviewed thoroughly in order
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to assure a clean, manageable set of materials capable of eliciting responses
from industry.

The mailing was sent on March 1, 1985 to 75 Greater Boston microelectronics
firms -- practically every firm in the areca. The mailing included a cover
letter from the Secretary, the survey instrument, a statement of purpose of the
survey, and a brief description of the project.  Confidentiality for responses
was strongly emphasized.

At the same time, the Boston press carried a series of articles about gender
segregation, particularly the bottleneck for women in high tech jobs. The
Boston Globe data presented a disturbing profile and siated that men’s salaries
rise over the years of employment, while women’s salaries *remain flat and go
down.”" Furthermore, "Women in high technology do poorly in promotions.”

There were only two completed responscs returned by the response date. Phone
calls to the firms requesting that the survey b+ completed resulted in about 20
direct refusals to participate in any surveys. Fourteen firms that said they did
not recall the materials were sent a second set. In the end, of the seven
surveys that were completed, only two were sufficiently complete to yield
helpful data.

Several firms stated that they thought OEA was doing an affirmative actjon
follow-up. The coordinator speculated that perhaps the study would have been
perceived more necutrally if there had been a private sector base. The micro-
clectronics industry is in great flux, hungry for ideas and talent. Many firms
are small and new. High turnover of the workforce may be a normal response to
market pressures for innovation and new products. The high turnover of women may
reflect the numerous options available to them. Mobility may benefit women’s
progression in carecers and companies themselves, especially when international
markets force rapid fluctuation. If this is true, then inquiries about rates of
retention in the workforce would have low priority.

Limited as the responses were, they were informative. For example:

o] The length of employment for men and women was relatively short (two to
three and a half years) and was comparable.

0 Percentages confirmed the sinall number of women in higher workforce eche-
lons.

o] Programs and policies did not target women; companies stressed overall
retention of all employees through training, monitoring programs, benefits,
opportunities for advancement, excellent working conditions.

0 One major firm reported effective use of women’s networks in hiring; 77% of
referrals ere for engineers and other technical professions.

o Programs to accomodate special needs of women included a corporate child
care center nearby; personnel rpolicies that included gender-neutral poli-
cies; an open-door policy to ensure communication between supervisors and
employees, and a work environment free trom sexual harassment.
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Hartford, Connecticut

Despite its prosperous appearance and its reputation as the insurance capitol of
the nation, Hartford, Connecticut is the fourth poorest city (per capita) in the
United States, according to the U.S. Census Burecau. The contrast between the
image of Hartford and its neighborhood communities is especially startling
because Hartford is booming cconomically. Office development has added nearly
three million square feel of office space in the last two years. The area is
expected to generate over 70,000 jobs in the next few years. By 1990, openings
within a total employment of 491,000 will be 127,000. In the past four years,
there has been anm increase of 10,000 people employed in the fimancial, insurance
and real estate industries ~ currently about 70,000.

Hartford, in essence, is a tale of two citiss: a daytime city of economic boom
and a nighttime city of poverty, unemployment and underemployment. Despite
predictions of shortages of ooth entry-level and skilled workers in the region
for the next 20 years, large numbers of city residents -- particularly the black
and Hispanic residents which respectively comprise 40 percent and 25 percent of
Hartford’s population -- too frequently find themselves unable to participate in
the labor market expanmsion created by the region’s economic growth. A recent
study of the structural unemployment in the Hartford Labor Market Area (HLMA)
conducted by the Community Council of the Capitol Region estimated that there
are 35,000 unemployed or underemployed individuals in the region who could
benefit from employment and related services.

Demographic data about Hartford’s poor and unemployed generated during the
course of the MetroLink project illustrate this city of contrasts:

o] Approximately 55 percent of the unemployed in the HLMA -- almost 20,000
people, and more than 62 percent of Hartford’s General Assistance recipients
and 'J percent of AFDC recipients participating in the Work Incentive
Program (WIN) -- lack a high school diploma.

0 More than haif of the Hartford area unemployed who seek to enroll in skills
training programs funded by the Jobs Training Partnership Act (JTPA) must
be turned away because they cannot read, write or compute well enough to
enter training,

o Almost 46 percent of the 16-19 year-olds in Hartford who are no longer in
school left school prior to graduation and are now uncmployed.

o More than 95 percent of the students cnrolled in the city’s three public
high schools are minorities.

0 58 percent of Hartford public school students are from households receiving
welfare benefits.

0 Mcre than 20 percent of Hartford public school students are enrolled in

bilingual classes, 10 percent in special education programs, and 33 percent
in compensatory or remedial instruction.
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One key public policy question in Hartford is who will benefit from the region’s
economic vitality. How will current city residents become better educated and
trained for this emerging prosperity? Aad how will the public school system
prepare its graduates for the increasingly sophisticated needs of Hartford’s
financial institutions?

There are three groups addressing Hartford’s efforts to deal with human resource
development and the spectrum of education, training and employment: the Greater
Hartford Chamber of Commerce, the Private Industry Council (PIC), and the City
of Hartford’s Employment Development Agency.

The MetroLink coordinator, the Vice President for Human Resource Development for
the Chamber, has been instrumental in helping the business community and the
public schools to reconstitute collaborative activities that had begun over a
decade ago. The Hartford School-Business Collaborative (SBC), in particular,
has offered a potentially effective means of planning and carrying out long-range
cfforts involving several groups. The SBC, which began in 1982, was originally
intended to develop strategies to reduce dropout rates and improve students’
scorcs on standardized tests. As most observers would agree, the original SBC
set important goals, but organizing to achicve those goals proved difficult and
the business community’s attention ebbed over time.

An evaluation of SBC activities was conducted between December, 1983 and March,
1984 by an independent organization. Leadership Greater Hartford. The coilabora-
tive process used to strengthen the SBC exemplified how evaluation data can be
used to shape policies and programs.

The original goals of SBC offer a useful reference point in assessing the extent
to which interests, goals, and objectives of different participating parties are
consistent and mutual. The evaluation identified six functional areas that
der~rve attention:

(1) stimulation of new programs,

(2) evaluating and documenting results (the weakest area),

(3) acting as resource-f acilitator/broker,

(4) coordination of collaboration (no re.l role existed),

(5) improving communication (wide agreement was evident), and
(6) providing access to resources outside Hartford.

There was consensus that "there is a deep and genuine interest in working
toward shared goals;" equally important, "people are just no longer willing to
give serious attention to the [non-substantive] work plan outlined two years
ago." (The Mission Statement of 1982 was "to support and optimize basic educa-
tion in Hartford Public Schools, K-12, with specific emphasis on increasing
youth employability." Typical specific objectives: (a) to increase the number
of businesses in teacher partnership programs from 0 to 2; (b) to acd one school
to the one school engaged in computer assisted instruction.)

The latest phase of the School Business Collaborative -- sometimes called SBC II
-- is co-chaired by the Superintendent of the Hartford Public Schools and a
prominent Hartford corporate executive who had also been a school board president
in a neighboring Connecticut town. The President of the Greater Hartford
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Chamber of Commerce, together with the co-chair of the SBC, and the Vice Chair
of the Human Resource Development Department, serve as links to the Chamber’s
Board of Directors, and, hence, the business community. The MetroLink coordina-
tor placed top priority on the linkage because all major stakeholders who were
missing from the original group (SBC I) - even representatives from the Gover-
nor’s Office and the State Department of Education -- were included. In addition
to Chamber members (primarily decisionmakers in the human resource development
area), the SBC includes school system administrators, city and state off icials,
and representatives of parents’ organizations, labor unions and f oundations.

Major strengths established at the outset of the effort included decisions that
there would be no representation by substitutes at meetings, there would be a
formal membership selection process, and that standards for attendance at SBC
meetings would be strictly enforced.

Eager to avoid spreading its resources too thinly, the group settled on the
issue of youth employment as a focus for reorganization. Through the use of a
professional third-party group facilitation form - which used a collaborative
probiem solving method (reaching “"consensus” posed the first obstacle for the
newly-constituted group to overcome) -- SBC II lauached its latest evolution in
January, 1985.

The mission statement of the SBC defines its primary purpose as ensuring that
entry-level employment opportunities are available to all graduates of the
Hartford Public Schools (HPS) who have mct or surpassed competency standards for
"work-readiness.” Toward that end, the SBC has worked with the Hartford Public
Schools (HPS) to implement programs designed to help Hartford youth attain these
competency standards.

The outstanding visible result of this new brand of collaboration has been the
School-to-Work Transition Project, an innovative joint effort launched in March,
1985 to assist job secking members of the HPS class of 1985. With a $60,000
stari-up grant from the Hartford Foundation for Public Giving, two employment
specialists (hired as Chamber staff) were placed in each of the city’s three
public high schools to provide carcer assessment, testing, referral and placement
services to the job-seeking senmiors considered to be "at risk® of long-term
unemployment. The School-to-Work project linked . * results of prior youth
conferences, sponsored by the PIC, and other initiatives in an intensive effort
to address a clear need demonstrated by the in-depth graduate follow-up study of
the HPS Class of 1984. This study found that 20 percent of the Class of 84 was
uncmployed or underemployed.

The pilot phase of the School-to-Work project lasted from March to June, 198S.
By November, 1985, the School-to-Work staff succeeded in placing more than 60
percent of the program participants in full-time employment and achieved an
overall positive termination rate of almost 80 percent. Over 40 firms in the
Hartford area hired the School-to-Work graduates.

From the perspective of the MetroLink coordinator, the School-to-Work pilot is
scen as an overwhelming success achieved in a brief period of time. The reasons
for this success are numerous:
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0 The excellent working relationship between SBC staff and the HPS; despite
many problems, these various personnel weathered many storms together;

0 The high degree of cooperation between the program’s cmployment specialists
and each high school’s guidance and vouth employment staff:

o The support and technical assistance from the youth employment division of
the school system;

0 The ready availability of funds needed to implement the pilot phase of the
program;

o The caliber of employment specialists;

0 The direct involvement and commitment of local employers; finally, and
perhaps most importantly,

o The School-to-Work program filled an obvious gap in the services avajlable
to job-seeking seniors.

The MetroLink coordinator aiso stressed that the pragmatic leadership of the SEC
co-chairmen and their sound working relationship aided the project’ success.
The School-to-Work project was also adopted as a Community Action Project by
participants in the American Leadership Forum, a group of top executives in
Hartford who provided a wide array of support services, as well as numerous
jobs, for School-to-Work participants.

The first fuli-year cycle of the School-to-Work program began in September,
1985, with over 300 job-seeking seniors in the Class of ’86 participating. The
1985-86 program specifically recruited those students in the lowest quartile of
their class who have not been receiving services from other cmployment-rejated
programs,

In February, 1986, a new dimension was added to the School-to-Work program.
With a second grant from the Hartford Foundation for Public Giving, stipends
will be available for after-schecl jobs in the public and nen-profit  sectors.
Placement of about 75 of the nearly 300 participating students in after-school
jobs is an important componment, for it reflects research showing that the best
predictor of a young person’s ability to find, secure and keep a job is prior
work experience.

In 1986, the SBC staff is working with staff at one of the city’s middle schools
to implement Project SAVE, an employment-oriented program for eighth graders who
are deemed most likely to drop out of school.

The outcome of all these coordinated efforts is to build on the focused success
of "SBC II" and create a sturdy bridge for iigh risk students making the transi-
tion from school to work.

Indianapolis, Indiana
Indianapolis is a city whose quict but steady growth has not until “ecently
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included large scale youth employment programs. The initiative called Partners
2000 was the first m~ior collaborative effort in the Indianapolis-Marion County
area that attempted to deal with long-range problems affecting at-risk youth.
While its fundamental goal was to place disadvantaged Marion County youth in
summer job experiences, another purpose was to explore the nature of cross-sector
collaboration in the Indianapolis area. A great der! of effort and attention
was therefore devoted to evaluation of the process as well as the results over a
two-year period.

The MetroLink coordinator is the Executive Director of the Greater Indianapolis
Progress Cowmittee (GIPC) -- a non-profit, bipartisan advisory group to the
mayor’s office and sponsored 2y the business community. When GIPC created its
Subcommittee for the Employment Opportunities Task Force, its main purpose was
twofold: first, to provide summer jobs, and second to involve business people in
wddressing 2 long-range issue, unemployment among disadvantaged youth, many of
whom are minorities. The broader mission to "develop an apparatus that will
maximize employment opportunities® for youth long-term was endorsed by represen-
tatives from the Private Industr Council, the school system, the City of
Indianapolis and the Chamber of Ca “-aerce.

For the past two years Partners 2000 has joined leaders from business, the
school system and the larger community to address the problem of high unemploym-
ent among disadvantaged youth throughout the Indianapolis-Marion County area.
The rationale for this effort was that early exposure to the world of work is
important in forming youths’ realistic expectations of the labor market and
their personal responsibilities in employer-employee relationships. The project
also stressed that successful transition between schoo!l and work depended
greatly upon prior work experience. The premise of the program design was that
summer employment cannot be merely a temporary job; it must augment a youth’s
formal educational experiences w ¢h an experiential learning environment,.

Therefore the program objectives included much more than placement of disadvan-
taged youth. Additional objecties were, for example:

0 To reward youth for remaining in school;

0 To expose participants to needed information for making informed and
deliberat~ choices about immediate and future employment and education:

0 To use existing community expertise in developing a well-orgunized program
design bty involving major orgrnizations and institutions representing
several sectors;

0 To establish a :cuad program approach which will result in successful
community linkages, administrative systems and program procedures which
will serve 1s the basis for future summer and year-round youth program
operations.

In other words, the process goals of Partners 2000 hac high priority from the
outsect of the effort. The structure for collaboration was largely informal, for
the coalition was never operated by one organization or identified with one
group. GIPC served as an intermediary and was able to maint2in a relatively
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neutral posture because of its 20-year operating history, nonprofit status and
advisory role.

While all accepted the initial concept of specific roles for each organization,
a number of issues persisted. For example, participants had to work out whether
the roles GIPC described in the concept paper were acceptable to each organiza-
tion in actual practice. For example, should the roles of GIFC and the Chamber
be confined to endorsement and giving advice, or should they iaclude operation
as well?

Certain issues persisted. The most apparent was who would pay fur the program.
This issue, though, reflected a larger problem in reaching common definitions of
the roles and responsibilities among participants. Among the troublesome areas
of planning were problematic staff relationships, a lack of group definition of
success, lack of consensus building, and a lack of flexibility in exploring
possibilities.

Many of these problems were resolved in the period following the 1984 summer
program but were seen as symptomatic of an underlying issue: "Is one organization
ultimately responsible for the actions of ajj others and the success of the
program?”

Disagreement about the definition of success, for exampie, could be traced to
contrasting views of the extent of community involvement versus qualified data:
numbers of businesses and students participating, number of youth hired.
Tensions around the issue of "success” hindered consensus building.  Related
issues concerned timely communication of information, the goal of the private
sector, and the relationship of the Indianapolis Public Schools to the other
systems within Marion County.

The performance of the partnership in placing over 3,000 disadvantaged young
peorle in summer job experiences (1,000 more than the original goal) testifies
to the growing strength of the private sector involvement ‘n enabling the
partnership to succeed. Particularly noteworthy is the system called JobNet,
designed for soliciting employers to participate in Partners 2000. Based on
analysis of the results in solicitation of employers of all sizes and types in
the first year, the project refined its system into a proposal to institutional-
ize the procedures. The result was a permanent data base of Indianapolis area
employers and their history of participation in Partners 2000. A related
objective was to build JobNet’s volunteer support functions within existing
staff of the Indianapolis Alliance for Jobs, GIPC, and the Chamber of Commerce.

In the second year, JobNet was integrated into the Chamber and was expanded in
order to coordinate all solicitation, climinating duplicate contacts of employ-
ers, allowing for common use of sales material and combining imechanisrs ¢o track
job pledges. Consultants coordinated the volunteers in a "three-tier" structure.
The three "tiers” were: (1) Renewal of 1984 employers, (2) Creation of a volun-
teer solicitation network, and (3) Partners 2000 staff phone solicitation. Each
tier was composed of specific tasks and responsibilities, including time-lines.

Student recruitment and intake, job matching and placement, marketing and public
relations were assessed through an evaluation process that included incorporation
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of evaluation strategies in the program design, inclusion of an independent
evaluator in all relevant planning stages and exposure of the cvaluator to the
participants and employers to gain understanding of their experiences. In depth
case studies of selected participants were also conducted.

The final evaluation cf Partners 2000 1985 expands upon the 1984 judgement that
the program was highly effective:

It is likely t%ut the summer of 1984 will bz remembered as the time when
Indianapolis youth employment turned the corner on programmatic effective-
ness..What was accomplished.,.serves as a prototype not only for how the
potential of youth employment can be developed in this city, but as a
dramatic example nation-wide Jor the potential of the Job Training Partner-
ship Act in facilitating youth development...

The theme of the 1985 evaluation is consistent:

It is astomishing, indeed, thar 3.040 students had meaningful work experi-
ence. Even more astonishing was the Jact that every eligible student under
the JTPA guidelines could have had a Job if they wanted ir.

The main reason for the program’s success, confirmed repeatedly in comments from
students and employers, was the "diligence of the Partners 2000 staff” combined
with that of the general support of the Alliance for Jobs and the PIC. ihe
experience of the MetroLink coordinator over two years, however, reveals that a
major task was to bring harmony between the PIC and the public school system.
The underlying conflict involved how to identify eligible students. The PIC
took the major initiative by selling the program widely under its own banner and
resisted having the schools heavily involved in the partnership. The relation-
ship improved when school officials permitted greater access to students by
outside agencies under the auspices of a neutral party.

Th: school system in the second year agreed to be the liaison to the county
school systems in order to reach youth outside the city limits.

Planning for the 1986 program will be conducted by the Alliance for Jobs. The
consultants for the program are packaging the program in the form of "JobNet
US.A," a for-profit venture to market the successes in other cities.

Louisville, Kentucky

Jefferson County, Kentucky, which includes Louisville, is a metropolitan area
which has only just begun to develop its potential resources for cross-sector
collaboration. The recent developments must be viewed in light of the events
since 1974, when the Louisville City School Sy:ztem and the Jefferson County

Schools were ordered to desegregate. In 1975, a merger between the two school
districts divided the community.

The merged board was also split, staff morale and the performance of the schools

were ecxtremely low for several years under successive former superintendents.
The current superintendent, Dr. Ingwerson, was hired in 198].
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Although a tax increase for schools failed at the polls, confidence in the
superintendent increased with the visibility of his activities to inform and
involve the community with the schools. For example, the superintendent organ-
ized a day-long seminar, beginning with breakfast and including visits to
specific schools and ending with a socia} hour for discussion of school needs.
The seminar included business Icaders, the Jefferson County Teachers Association,
university officials, local and state officials, and media. The attitude of
major community leaders toward the school system improved from that date onward.

The superintendent and staff met regularly with groups that had expressed
concern and support. The Junior League, for instance, offered financial and
volunteer support of individual schools, sonducted a rurvey of 50 chief executive
officers, and publicized excinplary school projects. This project identified
leaders willing to devote time and energy to school improvement. The goal was
to recruit assistance in the form of expertise, funds and other material re-
Sources, management, and training on behalf of school improvement, and to foster
ongoing dialogue between the schools and private sector groups.

Project momentum slowed during the spring of 1985 because of system-wide diffi-
culties involving court-mandated pupil re-assignments. However, the policies and
basic themes of collaboration were unaffected.

The superintendent and school board established the goals for addressing issues
and formed a planning committee. They hired a consuitant and developed a plan
for projects ranging from work-study to computer-assisted instruction.  They
also decided to match one or more businesses with each clementary, middle and
high schocl (a total of 153) in partnerships. A booklet of guidelines was sent
to each principal.

Superintendent Ingwerson brought into his administration as a special assistant
in charge of school/business partnership activities a person who had been on
leave from the Jefferson County Public Schools to work with the Kentucky State
Department of Education. This person became the MetroLink coordinator for the
Louisville area. He met with the clementary school principals as a group and
individually to discuss the School/Business Partnership effort.

The coordinator discovered that there Were many more activities connecting
school with community resources than anyone realized. He found that until
someone took the responmsibility (in this case to document activities for Metro-
Link) to assess the development of cooperative activities in the sciools, much
of the information about partnerships and other forms of assistance tc ‘he
schools remained impressionistic with little solid common information.

The responses of the business community and civic organizations have reflected
goals established by the Board of Education. In 1982, the Jefferson County
Board of Education committed the school district to helping each student become
"computer-literate.” This commitment required that computer laboratories be
established in every school. Humana, Inc., took the lead among local private
sector firms to pilot a computer program designed to enhance clementary classroom
instruction.
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David A. Jones, Humana’s Chairman and CEO, explained the dual purposes of the
company’s donation of $150,000 to equip the Roosevelt-Parry Elementary School
with 75 computers. He stressed that in additjon to promoting computer literacy,
the contribution was intended to encourage widespread community action to help
the schools improve:

This isn’t merely a contribution -- it's an investment in the future of our
city. We believe that..efficient use of computers now have the potential
to provide high quality education in our schools..We hope that our support
in this important project will create @ success story that will encourage
the entire community to get invoived in improving the quality of education.

The Gheens Foundation provided $680,000 for retraining teachers and school
administrators. The school board, encouraged by the program, approved a plan to
raise between $4-$5 million to equip all public schools with computers.

The " business community would not be willing to provide significant material
support for the school system if it did not have confidence in the superinten-
dent. Once the superintendent became accepted among top leaders in Louisville,
it was possible to justify extraordinary support. Various businesses and
organizations made substantial grants -- several in the $50,000 to $75,000 range
-- to support various experiments to improve academic performance.

The preliminary findings of the Roosevelt-Parry pilot program exceeded projec-
tions. The Ad II Committee proposed w _Kid j a summer publicity
campaign that included radio and television public service announcements,
billboard displays throughout the city and press releases. The Jefferson County
Public Education Foundation agreed to receive corporate and individual donations,
to monitor expenditures and to assist fund raising.

Enthusiasm for IhLliG-W_m_m_S&h.QQl grew through the winter of 1984-85. The
Board of Education approved the 60-20-20 partnership proposal for computer
education in the district’s clementary schools. Sixty percent of the computer
funding would be sought from corporations. The clementary schools, through the
local support of PTAs and community groups, would contribute 20 percent of the
total cost. The school district would supply the remaining 20 percent from its
general fund.

Seven months later, $1,435909 had been committed to Th w_Kid i hool
program. The goal was to reach 4.4 million by 1987-1988. Eighty elementary
schools had submitted Iletters indicating that they had raised or would soon
raise their share of the cost of cight, sixteen, or thirty-two unit computer
labs.

This project was one of several examples of increased public-private sector
activities. A school-to-individual business model initiated by Louisville’s
Junior League was replicated in more than thirty schools. It was sponsored by
New Foundations in Education, an arm of the Jefferson County Public Education
Foundation. That one-year project has been incorporated under a partnership
umbrella provided by the Foundation and the Louisville Chamber of Commerce.
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Louisville has also helped stimulate the state legislative initiative to foster
partnership agreements across the state. These partnerships enlist small and
medium-sized businesses, community groups, religious organizations and institu-
tions, and governmental and socizl service agencies in helping local public
schools, Statewide, the Jefferson County Public Schools and the Jefferson
County Public Education Foundation have also influenced partnership development.

In 1984, the Foundation contracted with the Education Cabinet of Governor Martha
Layne Collins to coordinate i i W

i In December, 1984, this project drew 600 people from 120 school
districts to the first Governor’s Partnership Conference and resulted in dozens
of active partnerships across the state.  The Jefferson County Public Schools
secured a contract to follow up the conference.

As the school system recovers from the effects of a difficult and prolonged
period of turmoil and absence from leadership, there has been increased positive
focus on the schools and a more systemic involvement of the business community in
supporting public education. Elements of cross-sector collaboration are defi-
nitely present

Minneapolis, Minnesota

This MetroLink site, whose coordinator is located in the Minncapolis Mayor’s
Office, originally included both Minneapolis and Saint Paul, "twin cities" that
constitute the core of a seven-county metropolitan area with a population of
over two million,

Minneapolis, which has a population of 370,000, is the younger and larger of the
two, having grown around an industrial basc of food products (General Milis,
International Multifoods, Cargill, and the Pillsbury and Peavey companies),
technology (Honmeywell and Control Data), retail (Dayton Hvdson), and insurance
(Lutheran Brotherhood, Northwestern National Life and American Hardware Mutual).

Throughout the city’s history, these and other home-based companies have
attracted attention for their enlightened community interest. William Ouchi, in
his book The M-Form Society, which compares Minneapolis’ cooperative style with
that of Japanese corporate management, praises the city for its "social memory:"
corporate good deeds are highly appreciated here, he points out, and corporate
good citizenship is long remembered.

Whether this indicates a future of cooperative effort, however, has been brought
into question because of business consolidations and the arrival of new CEO’s
from "outside." A recent study by the Minnesota Project on Corporate Responsi-
bility -- a business-financed endeavour -- notes that new leadership so far
appears to endorse the strong tradition of community consciousness,

Saint Paul, on the other hand, has different ethnic and religious origins and a
government different in both style and form from that of Minneapolis. With a
population of 267,000, its government, school system, newspapers, and even
telephone book are separate from those of Minneapolis. There is little communij-
cation between the cities’ offices. Saint Paul has a “strong mayor” form of
government, while the Minneapolis Mayor and City Council Members attempt to work
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together as equal partners in a structure that some describe as a "weak-mayor/
weak-council,” with no concentration of formal power.

The two cities also sit amid 139 city and 50 suburban township governments, many
of which have their own school systems and corporate centers.

With these differences and a longstanding absence of close working relationships,
making and keeping good contact for the MetroLink project proved difficult. On
two different occasions, staff changes in the Saint Paul Mayor’s Office elimi-
nated the contact person, removing casy access to that office. In addition,
just as MetroLink began to take shape, the long-time Saint Paul Superintendent
resigned, signaling a major preoccupation within that school system as it
scarched for and started adjusting to new leadership.  Therefore, while the
Saint Paul business people, educators and two different Mayor’s aides partici-
pated in planning the initial project concept -- a conference intended to have
follow-up activities -- Saint Paul’s participation in this project was marginal.

The MetroLink coordinator expedited extensive planning efforts for collaboration
intended to address the employability of at-risk youth and the area’s labor
needs. There were several false starts.

The idea of a seminar series based on the model of IEL’s State Education Policy
Seminars program was attractive, and over a period of weeks it took the form of
planning a conference involving representatives from several sectors and focusing
upon the hard-to-employ. A central concern was the quality of preparation for
entry into the Minneapciis metropolitan labor f orce,

The initial plan was to convene a group of policy makers for a seminar designed
to improve communication and develop planning strategies in Twin Cities educa-
tion/employment partnerships. These would include a variety of people "with the
power and desirc to make things happen" -- representatives of business, schools,
foundations, Chambers of Commerce, mayers’ offices, Twin City councils, State
Department of Education, legislators, and organized labor.

Planning topics revolved around unemployed youth or secondary school youth "at
risk of not having sufficient job-preparation and job-holding skills to succeed
in the world of work." Planners considered broadening the focus to include job
retraining for adults, preparing qualified employees for jubs in high-tech
industries, and merging planning operations with the University of Minnesota,
which was scheduling a fall conference on basic skills and the workforce, an
opportunity which would bring in additional resources from both legislative and
administrative branches of state government, and the academic community.

A seminar approach was expected to help join varied sectors together with city
government people, a need especially evident in Saint Paul. Meanwhile, the
MetroLink coordinator worked with University of Minnesota staff, whose four
stated goals and potential outcomes from a conference changed markedly over a
period of three months. The coordinator struggled to keep the group on track
with the second of these goals, namely, "to bring together public and private
sector decision-makers in round table discussions and help establish some
mechanism for cooperation between public and private agencies with an interest
in training...”
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The coordinator found it difficult to judge the degree of commitment exhibited
by participants to accomplish goalss much depended upon which participants and
which goals.

Planning was slow for the University’s fall conference on basic skills. The
coordinator sensed no progress through January and February. Different styles
of planning between the academic and the business world became evident, For
examplc, representatives of the Mayor’s office had to persuade university
planners that business people are not willing to attend endless meetings around
vague intentions to plan a conference. "We need to meet with the bunch of them
and ask them what such a conference could do for them." There was aiso disa-
greement about the definition of "basic skills.”

In September, 1984, the Mayor’s Office and the University of Minnesota finally
co-sponsored a metropolitan conference on "Basic Skills and the Workforce.”
Speakers included the president of the University of Minnesota, the majority

A 40-persou roundtable working session was developed within the conference and
focused on at-risk youth. The roundtable generated a broad range of idea for
possible initiatives on which the larger community couid cooperate. This
session was intended to kick off a sustained collaborative effort -- the area
MetroLink project.

The project that was envisioned in the session included continuing ‘nvolvement
of the Saint Paul and Minneapolis Mayors’ offices, state government officials,
the University of Minnesota, business and labor leaders, community organization
leaders, and public school educators. Minorities were significantly represented
in all activities. Major topics included educational and training needs of
unemployed urban youth and the structurally unemployed, of workers being re-
trained for high-technology industries, and of workers in manufacturing indus-
tries facing decline.

The Mayor’s office assigned responsibility for follow-up of the at-rigsk youth
roundtable session within the conference to MCBEA -- the Minneapolis Community
Business Employment Alliance, many of whose members were involved in the round-
table. MCBEA is a non-profit alliance of business, education, labor, community
and government representatives which the Mayor had appointed to address problems
of the hard-to-employ residents of Minneapolis. Rather than deliver services,
however, MCBEA is a planning group to identify resources and needs, provide a
forum to develop community initiatives and increase community commitment to
addressing complex issues of structural unemployment.

However, having identified the need for a continuum of services from birth to
age 19 to prevent unemployability, MCBEA suddenly set a new organizational
priority on earlv childhood education and parenting. Consequently the “ollow-up
structure planned prior to the ]984 conference was “"put on hold" for later
implementation.
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Meanwhile, the Mayor, formerly a liberal Member of the US. House of Representa-
tives, came to the conclusion that it was important to install a mechanism for
"institutionalizing” change because too many approaches to solving unemployment
wese “here today and gone tomorrow.* At his urging, the state legislature
passed cunabling legislation whi i allowed, under a joint powers act, the forma-
tion of a Youth Coordinating soard for the City. This Board was to consist of
the heads of city government, board of education, county government (which
includes juvenile court), the library, and the parks and recrcation department.
Staff for the board were hired in January, ]1985. Advisory to the Board is a
coordinating council for youth, a youth agencies group that the superintendent
of schools has asked the Mayor to establish.

Although Minneapolis is unlikely to be viewed nationally as a city in crisis
(the unemployment rate, for example, is 4.3 percent), danger signs such as
tccnage pregnancy and minority school enrollment (40 percent) are growing. One
fifth of the school population attends non-public schools; 40,000 are enrolled
in the public schools.

In the late seventies, concerns of citizen groups resulted in school and business
financing of studies of declining enroliment and accountability. Realizing the
nced to strengthen the school system, the business community then financed
development of a comprehensive Five Year Plan for 1982-1987. Although implemen-
tation is behind schedule, four advisory committees co-chaired by schoo! and
business people continue to provide leadership and financing in priority areas.

Many initiatives in Minneapolis are geared to improving employability and
cmployment of youth. For example:

o A youth work interaship program, a partnership involving the City, the
schools and the Chamber of Commerce, initiated by the Mayor, has been
implemented for high school students a¢ risk.

o A transitional work internship program, also a Mayoral initiative, providing
100 one-year slots in a variety of city government jobs for unemployed high
school graduates. The program is intended to encourage private emplovers
to follow suit.

0 Follow-up stucies of all high school graduates (instead of the sampie done
currently) to identify those who have been unable to find jobs. A resource
housed at the Mayor’s office, the Neighborhood Employment Network, will be
available to help them.

0 The Private Industry Council took action to require both summer and year-
round work-study jobs to be based upon participants’ academic performance;
participants musy do well in remedial programs to "earn" paying jobs.

0 The Pillsbury Company, United Way and city government are partners in
setting up a youth services corporation to finance small community service
projects proposed by groups of youth. (At the request of the Portland
MetroLink coordinator, planning documents were made available by the
Minneapolis site.)
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These initiatives comprise a diverse lot of activities that have yet to be
pulled into a coherent whole. The efforts and interests of those concerned seem
fragmented, the programs and policies seem diffuse. The Mayor’s special State
of the City message delivered in January, 1986, challenged the community to
collaborate on a 20-year plan to alleviate problems experienced by young people
and to ensure a continualily improving city of the future.

Rortland, Oregon

Portland is a place where being cooperative is a way of life. A w

article about Portland describes the attitude of its residents in the form of
illustrative minor observations: a derelict, having finished off his bottle,
wanders out of his way to place it in a trash barrel; a woman crumples a ciga-
rette package, looks around in vain for a trask. can, then opens her purse and
tucks the package away.

Portland has not escaped challenges by parents, teachers, administrators and
students who question seriously the performance of programs in public education.
The Portland Public School System, the largest school district in the state,
enrclls approximately 51,000 students, There are 10 high schools (grades 9-12),
63 Pre-kindergarten-8 facilities, 16 middle schools (grades 5-8) as well as 12
special and alternative schools.

A high rate of youth unemployment in Portland -- 33,0 percent for ages 16-2] --
is disproportionate among minority youth -- 50.5 percent. And while the 16-21
age group is only 9 percent of the workforce, it accounts for nearly 22.6
percent of all unemployment in the Portland area.

There are five priorities for youth employment and education over the next
several years:

(1) Preparing young people for the present and future world of work and linking
training to local industry needs;

(2) Reducing youth unemployment;

(3) Ensuring that youth who leave school before graduation are provided with
opportunities to attain basic skills necessary for employment;

(4) Creating effective partnerships between key education and cmployment
institutions; and

(5) Consolidating private sector resources, efforts and activities in vouth
cmployment.

The Portland MetroLink project was designed to create a networking structure
combining the resources of the Danforth Foundation/IEL effort with the national
Urban Network project, which is funded by the Actna Foundation and operated
through Brandeis University’s Center for Human Resources. The structure supports
collaboration among the Portland School District, city and county government, the
Business Youth Exchange of the Chamber of Commerce, the Urban League, private
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corporations, community based organizatiors, the PIC and small businesses. Its
purpose is to plan and implement programs that prepare youth for employment.

The school district had a long history of career and vocational/technical
training, but traditional programs had demonstrated only “traditional” effects,
and programs were disjointed. In 1983, the school district had redesigned its
career and vocational-technical education program in light of current knowledge
about connecting basic skills and career education. The city government,
through its Youth Employment Coordination Council, had begun to explore ways to
build cooperative relationships among private and public sector agencies through-
out Portland. The Urban League also sought involvement in joint efforts to
improve and coordinate resources for youth employment.

The business community, through the Chamber of Commerce, formed the Regional
Youth Employment Council, later named the Business Youth Exchange, to bring
coherence to the confusing muititude of individual requests that its member
companies had been facing. The Edna McConnell Clark Foundation funded a joint
proposal to improve existing programs of work experience, career education,
pre-employment skill development and job placement through collaborative eff orts.

At the heart of the MetroLink project is a group called the Leaders Roundtable.
It is composed of major business leaders, civic leaders, the Mayor, a city
council member, a county commissioner, and the superintendent of schools,

The rationale for the Urban Network Project was that youth employment is larger
than any one agency or group of agencies can successfully address. A collabora-
tive approach to problem-solving was intended to coordinate diverse programs to
serve youth, focusing initially on a group of in-school youth, with special
atieation to early-leavers. The Project was intended to provide these young
people with pre-employment skills and knowledge enabling them to make informed
career choices, compete in finding jobs, and succeed as employees in those jobs.

The four long range goals are:

(1) to improve the ability of cross-sector participants to collaborate on youth
employment activities;

(2) to develop an ongoing system to help high school graduates find jobs;

(3) to contribute to an increased understanding of the world of work among
students and teachers; and

(4) to support the public schools’ efforts to offer al'’ students equal access
to work preparednmess and increase their appreciation of the importance of
basic skills for work.

The short term goal was to assist the school district to implement its new Blue
Chip and Vo-Tech Education Plan: (a) Career Horizons and Career Exploration
program for eighth, ninth and tenth grade students, and (b) a placement program
for graduating seniors.

From the outset of the project, all major participants have subscribed to the
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goals of the project but also have had their own agendas. Schools have sought
support, funding and resources needed to produce graduates who can read, write,
compute, interact with others, think and solve problems; businesses have wanted
to participate in development of curricula so that they have employee candidates
who have basic academic skills, knowledge of the requirements of the workplace,
and the ability to adapt to change; local government has wanted to reduce crime
and unemployment among youth, and has hoped that youth will become productive,
contributing members of the community; finally, the Urban League has been
attempting to improve its image in the total community and has sought to target
programs for black youth.

Key actors representing the collaborating agencies have been supportive:  the
mayor and one Council member stated their willingness to contribute personal
time to organizing and participating in the Leaders Roundtable. The Superinten-
dent has been anxious from the outset to develop and disseminate models for the
whole sc.100l system. Representation among the business community, led by the
vice chair of the US. Bancorp, Oregon’s major financial institution, has
included the Portland Chamber of Commerce and 14 adjacent chambers. The Business
Youth Exchange, composed of staff hired by contributions of members of various
chambers, has been a link with area businesses. The Private Industry Council is
also represented through its chairperson.

A staff planning group has supported the Leaders Roundtable and helped shape
its agenda. The group initially consisted of five individuals. They were the
MetroLink Coordinator, who represents the schoo! system to state and local
governments and reports to the superintendent; a youth employment specialist
hired by the school district, who reports to the Career/Vocational Education
Director; the executive director to the Business Youth Exchange, whose 15-member
board is funded by the business community; the Director of Youth Services for
the Urban League; and the city’s liaison with the school system, who reports to
the City Council and to the Director of the city’s Intergovernmental Affairs
Office. This staff group has expanded to add the Director of the PIC, an
administrative assistant from the Mayor’s office, an administrative assistant
from the Council Member’s office and the coordinator of five city youth service
agencies.

The Leaders Roundtable meets quarterly to oversee collaborative plans and
activities. An executive committee meets monthly. Members of the Roundtable
agreed not to send stand-ins to meetings because decision-making capacity was
essential to ensure immediate action to implement agreements. Membership on the
Roundtable required that people have "reach” in the community; job titlzs or
clected positions did not assure membership.

The lack of negative impact upon the Roundtable of the upset victory of Bud
Clark in the mayoral race illustrates the commitment of the participants to a
collaborative process. Yet, there are problems to be overcome. The group of
collaborating agencies noticeably lacks commitment and involvement from organized
labor and higher education. Five Youth Centers, agencies that are funded
through contracts with the city and are perceived as community-based organiza-
tions, carly on presented a focus for negotiations to resolve conflicts about
contracts for youth service and administrative authority. The early attitudes
of the Private Industry Council staff toward standards for youth employability
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reflected their roots in CETA-funded socijal service programs.

The Project focused at first on in-school youth, with special attention to
carly-leavers, attempting to provide pre-employment skills and career search
knowledge. The networking structure was both a means for achieving the aims of
the project and a two-year process goal. Long range aims are to create a
collaborative structure to ensure coordinated development and delivery of youth
employment services and to assure that Portland’s in-school and out-of -school
youth are employable.

The Coordinator characterizes his role as catalytic and compares leadership
linkages on the Roundtable as “coaches and quarterbacks” -- that is, a mutually
helpful relationship rather than one in which one group merely carries out the
wishes of the other.

The leaders thoroughly indoctrinate other planning group members that they
invite to serve with them. In three two-hour sessions they bring them up to
speed around issues on the nationail scene, the local problem, project goals and
objectives, and current elements of the Jocal project.

The Portland MetroLink project has benefited f rom developments in other MetroLink
sites. For example, the Portland and Hartford MetroLink coordinators exchanged
instruments and plans. Specifically, materials used in Hartford’s Project 1050,
which monitors recent high school graduates’ employment and entry into training
or postsecondary education, were helpful in a related effort in Portland.

It is clear that the collaborative strategy using the Roundtable to lend coher-
ence to the diverse programs, agencies, policies and leadership approaches has
made a difference. For example, this past summer through Roundtable motivation,
programs that were nreviously run and funded separately were joined together
under a single administrative agency, and funds were pooled. The schools which
were providing the basic educational services needed to enhance summer youth
employment increased their efforts to support the joint program. As a resuit of
Roundtable discussion, top-level decisionmakers were immediately available to
take action and $100,000 was transferred by the school system to summer training
programs.

This was an historic event in which the collaborative process enabled the school
district, the employment and training administration of the city, the mavyor’;
office, the PIC and the five youth service centers to comsolidate their program
budgets for summer youth employment. The City Council unanimously approved
$350,000 of city genmeral funds combined with funds from the Department of
Housing, community development f unds, Water Bureau money and some State Depart-
ment of T.ansportation money to be designated for the summer program and adminis-
tered by the PIC. The school district handled basic skills remediation coupled
with summer jobs and a cohort within the PIC program was required to go part-time
to basic skills training classes.

When the new mayor trimmed the city budget, one casuaity was a key person on the
planning group for the Roundtable, the city-school liaison. Needed funds to
continue the work of this person were contributed by the school system and the
PIC to compensate for the lack of funds in the mayor’s office. Roundtable
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members have suggested using collaboration to address additional issues related
to youth employability, such as dropout prevention -- issues which are usually
confined to a single agency.

The project evolved generally in the way that the Coordinator envisioned it. A
new grant from the Edna McConnell Clark Foundation to support a nine-month
planning project to create a two-to-three-year work plan is helping to solidify
efforts to implement a comprehensive youth employment systec:. The strategy is
to link all groups that have had continuing roles in youth employment, with the
expectation that through the planning and cooperative work, some agencies will
alter the way they operate. For instance, there is no concerted response from
the business community around jobs; personnel directors and supervisors of entry
level employees may need training to adjust attitudes and expectations; the
schools lack integrated vocational curricula, especially in the middle schools
-- these are all problems that this effort may cause to change.

Mayor Bud Clark, looking ahead five years, said that the purpose of the Round-
table should be "to run ourselves out of a job:"

We should have a good handle on the employment system and training system
by then. Maybe we'll get into other areas..be a problem solving group for
other 1. ues. If it goes right we could anticipate problems instead of do
remediation -- help kids define their own Juture, avoid boredom and frustra-
tion.

is. Mi ri

The involvement of the Saint Louis business community in helping the public
education system to connect youth with private sector employment has been almost
entirely programmatic. While certain positions and roles within the Saint Louis
Public Schools have been responsible for vocational and career education pro-
grams, until recently there has been little long-term mutual commitment of
business and the schools toward addressing common concerns. In the late seven-
ties, a number of jrograms developed cooperatively between schools and cc npanies,
and they became work-study prototypes. Analysts of school-business partnerships
noted the early commitment of Ralston Purina in this field. There has been
minimal involvement by the Saint Louis business community as a whole, however.

The major business leaders of Saint Louis are concentrated in a group called
Civic Progress, which is composed of 29 ¢ jef executive officers of the major
corporations in the metropolitan area. Any initiatives of consequence on the
part of the business community emanate from this group. Most specific acti-
vities, i.c. discrete programs have been sponsored by the Regional Commerce and
Growth Association, which also serves as a clearinghouse for information.

In 1983, the business community was seeking ways to define a collaborative role
with the public school system as the school system, whose population was largely
minority and low-income, was working out a voluntary desegregation plan with the
county school systems. At the same time, public attention was turning toward
programs to improve skills, knowledge of teachers, principals and other school
administrators throughout the metropolitan area -- a response to the widespread
calls for reform of the nation’s public schools. In the spring, a new superin-
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tendent was chosen from outside the system.

At that point the education cc  mittee of Civic Progress
chairman and two or three other executives,
to business for the purpose of improvement
Civic Progress found funds to support a for
problem in a systemic rather than progra
beyond the support of the adopt-a
expansion of work-study programs.

When the Danforth Foundation, which is located in Saint Louis,
funds for the IEL MetroLink project, Civic Progress sought to be
order to gain access to information nationally and to clarif y alterna

» spearheaded by the
decided to examine options available
of the schools and the school system.
mer business executive to work on the
mmatic way -- for example, to look
-school program already underway or simple

decided to grant
come involved in
tives.

The Coordinator took advantage of t..e MetroLink network in two major ways.
First, he drew upon IEL resources to become as knowledgeable as possible in a
short period about the issues, directions and implications of the national
school reform/improvement trends. As a former corporate executive in a Jarge
company, he had access to and feit at ease with business leaders. Because he
had worked on government relations in his corporate life, he was aware of the

impact of policy debates, particularly at the state level, on local practices
and structures,

The Coordinator visited Atl:. 1 along with Saint Louis business people in order
to strdy the Partnership and exchange views with various leaders from differ-
ent scctors. The coordinator .lso visited Hartfor

d to learn about the Schooi--
Business Collaborative and Boston to Jearn about the Coston Compact. IEL
provided access to a consultant ir

public/private collaboration who visited with
the Civic Progress education committee.

Over an cighteen-month neriod, the Coordinator confij
hunch that business coutd have a major role in improving educational resources
in  Saint Louis onmly if business leaders understood the broad policy issues,
including the impact of s-ate Policies on the city. He approached concerned
leaders in Kansas City and arranged for the Missouri Commissioner of Education to
discuss with .ecaders from both cities the development of state education
policies, the structure of public education in the state, f‘nancing, urban
problems, desegregation and other matters to meet. Lines of communication on

urban education matters of mutual concern opened for the first time between
Kansas City and Saint Louis,

rmed and expanded his strong

Certain issues that had arisen in other MetroLink sites became evident in
developments in Saint Louis. For éxampie, a decision by the sup~-intendent to
increase pressures for administrative accountability in order to respond to
pressures for school improvement underscored the tension between supervisory
evaluation and incentives for staff development, The Atl-ata Partnership,
through ‘s Principals Institute, had begun to deal succes “u ly with similar
tensions. Similarly, there has been some interest expressed in establishing

some way of improving two Saint Louis h gh schools tnrough agreements about
goals and standards based on the Boston Coiapact,

The MetroLink Coordinator,

meanwhile, became a member of a statewide task force
on education and has been

serving on the steering committee of a federally-man-
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dated long-range plan for the school system, among several boards, commissions,
and other planning groups. In addition, informal meetin~c among business people
and edrcational policy-makers, and between officials of .he public schools and
local higher education institutions have been arranged.

By the fall of 1985, the Coordinator had estublished a clear role and had
acquired consiuerable expertise and credibility as a resource for understanding
policy matters affecting local education problems and for interpreting possible
alternatives for action by the business community. Overall, awareness of the
issues affecting leadership for Fuman resource development has increased. The
importance of the role of a single key individual i~ assuming responsibility for
initiatives is clear, as well as the role of neutral forums for exploring
potential collaboration and of intermediaries in building structures for con-
tinued examination of mutual needs and interests.

Saint Louis leaders are aware that it is critically important to maintain the
essential components of collaboration until the point where circumstinces are
right for both the school system and the business community to take stronger
initiatives in addressing their mutual problems and concerns. There is little
question that if the Coordinator had been concerned primarily with programmatic
issucs, momentum toward collaboration would have been greatly lessened.

Interviews with community leaders revealed a semse that collaboration would not
proceed without consensus about a common and compelling need, together with a
climate in which the political interests of strong leaders coincide with this
seLi¢ of need. Two or three years from now, institutional turf issues will
lessen and can be overcome if new organizationai structures are in place and
capable of carrying on collaborative efforts. Efforts can be sustained and
reliable leadership assured primarily by institutionalization. "There was a
feeling that f i w. w m, that is, if the iastitution for collab-
oration is well-established, the rest would follow."

Nonetheless, the MetrcLink coordinator Suggests, some concerns may be peculiar
to Saint Louis:

First, there was less concern Jor the future of the effort than for the
need to get something established 1n the first place. Second was a preoccu-
pation with the personalities and mouves of main actors in the effort..-
This would support the contention that that which can be done n any given
city is specific to that city. -
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