DOCUMENT RESUME

ED 362 992 EA 025 363
AUTHOR Tushnet, Naida C.

TITLE A Guide to Developing Educational Partnerships.
INSTITUTION Office of Educational Research and Improvement (ED),

Washington, DC. Programs for the Improvement of
Practice.; Southwest Regional Lab., Los Alamitos,

CA.
REPORT NO ISBN-0-16-042966-8; PIP-94~-1118
PUB DATE Oct 93
CONTRACT RP91161001
NOTE 58p.

AVAILABLE FROM U.S. Government Printing Office. Superintendent of
Documents, Mail Stop: SSOP, Washington, DC
20402-9328.

PUB TYPE Guides — Non-Classroom Use (055)
EDRS PRICE MFO1/PCO3 Plus Postage.
DESCRIPTORS Agency Cooperation; College School Cooperation;

*Cooperative Programs; *Educational Cooperation;
Elementary Secondary Education; Higher Education;
*Partnerships in Education; Program Implementation;
*School Business Relationship; *School Community
Programs; *School Community Relationship

ABSTRACT

This guidebook provides practical information for
deveioping educational partnerships, which is based on the
experiences of 30 different partnerships in the Office of Educational
Research and Improvement's (OERI) Educational Partnership Program.
Conclusions about the process of daveloping a partnership are
offered. First, partnerships should be developed if there is a shared
concern about a real problem that can be best addrests-u by
organizations from different sectors working together. Second,
beginning a successful partnership reqiires communication among
participants about the nature of the concerns, the feasibility of a
partnership to address those concerns, organization, roles and
responsibilities, and the content and focus of activities. Third,
successful partnerships require leadership to build commitment and
gather resources, use evaluation and strategic and adaptive planning,
and acknowledge and confront problems. Finally, there is no single
way to ensure successful partnership development. However, successful
partnerships exhibit open information sharing at every point.
Specific sections address the following questions: What are the steps
to developing a successful educational partnership? How does a
successful partnership begin? How do successful partnerships begin
implementation? What is the role of evaluation and planning?; what
happens when things go wrong? and Will the effort be worthwhile? The

appendix contains the Educational Partnerships program directory.
(LMI)

sedfedevededde e dededdr ek ek s Frdedle sl e e e ks e e e e e v devede e v e e st e e e e b e e Yokt e e e S et e stk e e et

Reproductions supplied by EDRS are the best that can be made
from the original document.




I IIIIIIIII II
R = IIIIIIIIIII
: HEEEEEN

| Guide to Developing
I Educational Partnershlps

u.S. Department of Education . !
Office of Educational Research R
and Improvement (OERI)
®
o0
00000
009000
0000000
006000000
00000000000
00000000000000
000000000000000
0000000000000000
000000000000000000
00000000000000000000
00000000000000000000000
00000000000000000000000
O0.00000QOOC0.00000.000Q.

e 2 R R U.8. DEPANTMENT OF EDUCATION
DOOOOOOPDOOOOOOOOOB! -5 oo rsommess reomsron
AR aald " iR R (ERG

‘+¢¢+¢¢¢¢¢+¢¢»¢¢¢¢¢¢ '::.:’:.mxmam.....

T O O A S O S O O B O O O O O O & a8 have been mase 10 Fmerove

LR R SR R AR SR R AR IR IR N R N A e s 1eproduCtion Quaity

2 s OPMONS S1819G W IR $OC

(28 2R K 2R 2K JE K K X R K IR S SR 2 S 2R A K 4 'm‘:':"lzvzv ':vnmmuv
2R 2R 2R 2R R N SR R R R R P R AR AR OER1 posttion of DONCY

<+ d * & 6 ¢ & &



F 3

Educational Patnersips

Educational Partnerships Program . ‘
Programs for the Improvement of Practice . -
Office of Educational Research and improvement tOERH)

Written hy
Naida €. Tushnet:
Southwest Reyional Laboratory

00000000000035000
000000083000000000
...20.............

. 2 R 22X
POPPPPP PO R R R
OO O P S R R R R R
PGP PP PP 4404044404400 0040442

#4_4444¢¢§46¢04¢00#0#6#0060#0044#
YSPSPSPR R R X R A R R 2R R R IR R R o R R A
R R R RE YRR EEEERE R R EREERE R R
SRR IR I SR I AR IR AR I 2R 2R 2R 2R 2 2E 20 20 20 25 2k B I L 2 2 S0 2 2 2 4
MR R Y e e ey A R AR e
I 00‘000.‘000060‘

¢ & 40 00 0000.00000

e e e ey - e qriAw e )
_,. . 4 , * " .y et B



U.S. Department of Education
Richard W. Riley
Secretary

Office of Educational Research and tmprovement

Sharon P. Robinson
Assistant Secretary

Programs for the Improvement of Practice

Eve Bither
Director

October 1993

- Permission to reproduce this

document in whole or in part is

- granted with the stipulation that
- the Southwest Regional
- Lavoratory (SWRL) be acknow!-

edged as a source on all copies.

This publication is based on
work sponsored wholly by the
U.S. Department of Education,
Office of Educational Research
and Improvement (Contract No.
RP91161001). The document
does not necessarily reflect the
views of the Department nor any
agency of U.S. Government.

Ordering information:

Copies of this book are available
from the U.S. Government
Printing Office. For further
information, call their Order
Desk at (202) 783-3238.

For sale by the U.S. Govemment Printing Office
Supenntendent of Documents. Mail Stop: SSOP. Washington. DC 20402-9328
ISBN 0-16-042966-8




Section |
Section I

Section lli

Section IV

Section V

Section VI

CONTENTS

Foreword

Preface

Acknowledgments

Executive Summary

What Are the Steps To Developing a Successful Educational Partnership?

How Does a Successful Partnership Begin?

Should We Develop 2 Partnership?

How Shouid Partnerships Be Organized?

Why Is It Important To Hold Prepartnership Conversations?

When the Partnership Is Announced in the Community, What Information Should Be Shared?
How Do Successful Partnerships Begin Implementation?

How Can Partnerships Help People Know What They're Supposed To Do &fid How To Do 1t?

What Is the Role of Evaiuation and Planning?

Who Should Be Involved in Anaiyzing Local Context?

Why Is It Important To Understand the Legacy of Past Improvement Efforts?

What Are Prepartnership Relationships? Why Are They important?

How Can a Partnership Flourish in a Difficult Social and Economic Setting?

How Can a Partnership Cope With Limits to Action in One or More Participating Organizations?

What Approaches Work for Deciding on the Content of Partnership Activities?

Why Is Evaluation Important?

What Liappens When Things Go Wrong?

How Can Negative Effects of Personnel Changes Be Lessened?

How Can Partnerships Survive the Loss of Funds?

Will the Effort Be Worthwhile?

Appendix

vii

-k

-t
thU'IWW

17
19

27
28
31

36

39
39
42

45
47

it




FOREWORD

The effort to create educational opportunities for all our students and to
prepare them for the challenges that await them in the coming century
requires the best from all of us. One way schools, businesses, universi-
ties, and social and cuttural organizations are working to meet this chal-
lenge is by creating partnerships among themselves. When | was gover-
nor of South Carolina, we employed a statewide partnership to reform the
hundreds of schools in the state. Positive and quick results emerged. As
Secretary of Education, | visit communities, schools, colleges, and
businesses throughout America. Those attacking the problems together--
in 2 coliaborative approach--tend to be more successful. We believe this
Guide to Developing Educational Partnerships will be of considerabie
assistance to local communities seeking to create their educational
partnerships.

The guidebook provides practical information that is drawn from the
experience of 30 different partnerships. Some focused on the transition
students must make from school to work. Others concentrated on im-
proving schools' curriculum and instruction. Still othiers built on local
systemic reform initiatives. Because their objectives varied, so did their
choice of partners. Overall,"they included both large and small businesses,
museums and other cultural organizations, social service agencies, and
institutions of higher education. Each partnership experienced the plea-
sures and pains of developing new relationships. And some clearly

- accomplished more than others. Together, they constitute a valuable set

of experiences that car enrich the work of others.

What makes this handbook particularly usefu! is the fact that it builds
on research and evaluation data. That is, when the guidebook says an

approach works, the reader can be confident that the assertion is backed
by research evidence.

The Guide to Developing Educational Partnerships is being made
available to help communitizs throughout the United States bring tocether
different types of organizations to ensure that children and youth are well-
prepared for the exciting future awaiting them.

Richard W. Riley
U.S. Secretary of Education




PREFACE

in less than a decade, educational partnerships to improve elementary
and secondary education have become fixtures in thousands of school
districts. Educational partnerships connect schools to community and
‘ social service agencies, cultural institutions, businesses, industry, and
; institutions of higher education to pursue joint activities.

For the most part, individuals in schools, businesses, or other agen-
cies begin to develop partnerships through trial and error. As a result,
although many efforts have been productive, others have led to frustra-
tion. Enough is now known about what makes partnerships get offto a
good start. This information will help anyone who wishes to start a
partnership and avoid as many frustrations as possibie.

in 1989, the Office of Educational Research and improvement (OERI)
of the U.S. Department of Education joined efforts tc encourage educa-
tional partnerships. OER! provided funding for partnerships with public
elementary and secondary schools that have a variety of educational
improvement goals. OERI also funded the Southwest Regional Labora-
tory (SWRL) and the Institute for Educational Leadership (IEL) to docu-
ment and evaluate the funded partnerships. Our goali is to determine the
impacts of the funded partnerships, both on educational organizations
and the community, and to find the processes and structures associated
with positive impacts. After studying the Educational Partnerships
Program, we have some insights into actions that can give partnership
developers a good start in their work.

The educational partnerships we studied included some sponsored by
school districts, some by institutions of higher education, some by not-
for-profit agencies, and some by business-dominated consortia. They
addressed a variety of concerns, including curriculum reform, schooi-to-
work transition, coordinated social services, and systemic change. In
short, the OERI-funded educational partnerships are much like other
partnerships that exist throughout the nation.

We have come to a major conclusio:.: There is no single way to
ensure successful partnership develepment. However, at every point,
successful partnerships exhibit open information sharing—they discuss
where they are and where they want to go. These discussions help clarify
and sometimes change roles and activities.

This guide is for partnership developers, particularly those who won't
receive federal funds. It gives advice to potential partners, whether they
come from schools or other organizations. Following our data collection
and analysis, the research team met to consider the implications of our
findings for others who wish to develop partnerships. The result is rooted
in the evaluation and is organized around major issues confronting
partnership developers. Our advice is accompanied by examples from the
partnerships funded by OERI. A directory of the partnership projects is

- l{lC’ded in the guide.

A ruiToxt provided by ER ! ’
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EXECUTIVE SUMMARY

Educational partnerships connect schools to community and social service
agencies, cultural institutions, businesses, industry, and institutions of
higher education to pursue joint activities that benefit schools and commu-
nities. For the most part, individuals in schools, businesses, or other
agencies begin to develop partnerships through trial and error. As a resuit,
although many efforts have been productive, others have led to frustration.
Enough is now known about what makes partnerships get off to a good
start. The information in this guide will help anyone who wishes to start a
partnership avoid as many frustrations as possible.

e Parinerships should be deveioped if there is a shared concem
about a real problem that can best be addressed by organizations
from different sectors working together.

e Beginning a successful partnership requires communication
among potential participants about

« the nature of the concerns that led to the idea of developing a
partnership;

whether a partnership is a good way to address those concerns;
the organization of the partnership;

the specific roles and responsibilities of pariners; and
the content and focus of partnership activities.
Once a partnership is formed, others are told about the plans.

¢ |In successful partnerships, leadership builds commitment and gathers
resources. The resources are used to help participants become comfort-
able with and adept at new ways of periorming.

o Successful educational partnerships use evaluation and strategic and

adaptive planning to ensure that activities meet local needs and condi-
tions.

o Successful partnerships acknowledge and confront problems, using
them as the opportunity to build relationships among partners.

Partnerships can enhance educational opportunities for students and
provide teachers and business representatives with the chance to grow. The
challenges are stimuiating and the outcomes rewarding.




SECTION |

WHAT ARE THE STEPS TO DEVELOPING
A SUCCESSFUL EDUCATIONAL PARTNERSHIP?

Developing a successful educational partnership is not easy. Part of the
difficulty is that there is no singie way or checklist to follow. And this guide
does not conclude with a formula. However, certain principles emerged
from our steedy of OERI partnerships that should be applied by those who
wish to use partnerships as vehicles for educational improvement.

1. Successful educational partnerships address real problems. Poten-
tial partmers should share their perceptions of the problems faced in the community
and in the schools. Formal needs assessment help focus activities, but it is equally
important that participants identify shared concerns to which they can commit
themselves and their organizations. Not al! problems are best addressed through
partnerships so the discussions of problems should include conversations about
whether developing a partnership is an appropriate response.

2. Successful educational partnerships can take many forms. Partner-
ships can operate with a dominant partner, as a coalition, or as a collaborative. It is
not so much the organization of the partnership but whether it is appropriate for the
problems being addressed an the community in which the partnership is situated.

3. Successful educational partnerships build on conversations with all
players that include discussion about the content of activities. Prior to
forming a partnership, all organizations, including the unit, such as a school, to be
affected, must engage in discussion about the partnership. The conversations provide
necessary information about limits and possibilities and build commitment. Although it
is possible to gain commitment after the partnership is formed, implementation is
smoother if key parties are on board as work begins. The rxore the partnership
requires individuals to change what they are doing and how they relate to one another,
the more in:portant it is for them to be involved in early conversations. Some partner-
ships simply reorganize existing activities or bring existing multiple partnerships under
an umbrella. Preparnership conversations, while necessary, can be less detailed in
those circumstances.

4. Successful educational partnerships communicate with ail partici-
pants and the community after they have been organized. Early partnership
communications should focus on the reason for the partnership, including the
problems it is designed to address. Communication of the content and the roles of
participants also is important. These communications should respect the existing
knowledge and skill of participants. Those who will receive services from the partner-
ship should be informed of service availability, and those who are expected to change
practice should be told of the time commitments required and the supports they will
receive.

Developing a successful
educational partnership is
not easy. Part of the
difficulty is that there is no
single way or checkdist to
follow. And this guide does
not conclude with a formula.
However, certain

should be applied by those
who wish to use

ships as vehicles for educa-
tional improvement.
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5. Leadership in successfui educational partnershins helps build
commitment and supports activities. Leadership can be distributed among
participating organizations or one individual can serve as a leader of the partnership.
Individual leadership can be facilitative or visionary. The leadership function must fit
the nature of the partners. If, for example, all pasticipating organizations have strong
leaders, facilitative or distributive leadership is likely to be the route to sucoess.

6. Successful educational partnerships provide resources, particularly
technical assistance, to those who are expected to change behavior, roles,
and/or relatiouships. Necessary resources include training opportunities, matching
talent to activities, and providing technical support. The greater the change required at
the activity level, the greater the need for technical assistance and the less likely that
training and identifying appropriate personnel will suffice. When partnerships aim for
changes in policy development, assistance from facilitators helps policymakers
implement new ways of developing and implementing policy.

7. Successful educational partnerships engage in evaluation and
adaptive planning. In addition to identifying needs for particular activities, success-
ful partnerships analyze community demographics and economic conditions. They
also gather information about past innovations and how people feel about previous
efforts as well as constraints that may limit the operations in one or more organizations.
The need for such information is onie reason all players should be involved in early
discussions. Gathering information also models the kind of open exchange necessary
for successful operation. Equally important, successful educational partnerships
engage in evaluation so changes can be made in response to problems and concerns;
thus everyone can learn whether the partnership is having an impact.

8. Successful educational nartnerships acknowledge and confront
problems. Problems are used as an opportunity to examine processes and struc-
tures. Decisionmaking procedures are desiyned to advance the partnership as well as
solve the immediate problem. Efficiency in dealing with concerns is less important
than ensuring continuing partnership cohesion. Partners take into acoount the feelings
and interests of one another when making decisions within their own organizations.

11
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SECTION

HOW DOES A SUCCESSFUL PARTNERSHIP BEGIN?

Beginning a successful partnership requires communication among poten-
tial participants about

* the nature of the concerns that led to the idea of developing a
partnership;
¢ whether a partnership is a good way to address those concerns;
o the organization of the partnership;
« the specific roles and responsibilities of partners; and
o the content and focus of partnership activities.

Once a partnership is formed, others are told about its plans.

In a community, almost anyone can propose to develop a partnership to improve Beginning a successful
schools. Before groups or individuals plunge in organizing a partnership, talk with partnership requires
others and make some decisions. communication among
First, decide whether those involved want to commit time, energy, money, or other potential participants about
resources to 4 partnership. Some educational problems are probably better ad-
dressed without a partnership. However, some problems can only be addressed by an o the nature of the concerns
interorganizational arrangement such as a partnership. A common example is concern that led to the idea of
that noncollege-bound students have little understanding of workplace requirements. developing a partnership;
If such a concem exists, students can benefit from connections between schools and o whether a partnershipisa
workplaces. geod way to address those
In deciding whether a partnership is appropriate, potential partners should define concerns;
the problem they are addressing. Once the problem is defined and the decision made ¢ the organization of the
that a parership is appropriate, there needs to be a strategy for partnership cevelop- partnership;
ment. An early step is to discuss the goal of the partnership, its organization, and the o the specific roles and
activities participants will carry out. responsibilities of part-
Finally, once agreements are made, the existence of the partnership must be ners; and
communicated to others, including those who will receive services, personnel in o the content and focus of
participating agencies, and the public at large. partnership activities.
Should We Develop a Partnership?
A partnership should be developed if there is shared concern about a real
problem that can best be addressed by organizations from different sectors The isost basic decision in
working together. starting a partnership is
whether a partnership is the

The most basic decision in starting a partnership is whether a partnership is the
appropriate mechanism for solving identified problems and achieving identified goals.

ropriate mechanism f..r
solving identified problems

The decisionmaking process requires conversations among all potential partners. and achieving identified

At the start, the people or groups initiating the partnership need to talk to potential goals. The decisionmaking
partners abou; what they see as the problem. The individuals included depend largely process requires conversa-
on the problem facing the community. The purpose of these conversations is to find tions among all potential
out if others share the concern. Many partnerships, for example, are formed because partners.

businesses are unhappy with the quality of their entry-level employees. A business
person might begin by talking to the superintendent about how to improve the skills of

E l{lC school graduates. Or, a school superintendent may seek the support of local 3
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businesses to provide tutors or role models to urban students who don’t know people
with professional or technical jobs. Or, 2 communiiy or government leades may
believe that the schools need major and deep reform, which they will be unable to
accomplish without outside collaboration. Approach others in the community and
leadership in the school to seck agreement about the need for reform.

Should a meeting be called so all potential pariners come logetber to decide
whether to start a partnership, or should the initiator visit each partner individu-
ally? At this early stage, it really doesn’t matter. Successful partnerships can begin with
a series of ofie-on-one conversations among potential partners or a meeting of all can
be held. During this exploratory phase, the goal is to get general agreement about
working together. Later, when people have agreed to work together, they can all
decide whether to hold meetings of the full group or use some other way of communi-
cating,

At the outset, participants need to agree that a problem exists and that a partner-
ship is a good way of dealing with it. Some communities avid recognizing problems.
A successful partnership is difficult to launch in such 2 community. Does that mean the
community can mever solve its problems? No. It means that a partnership is of the
way to go. Individuals and organizations can act on the problem through other means
while taking steps to build shared recognition of needs that should be addressed. One
way of doing this is to gather data about the problem.

One partnership shows bow this car; work. In it, members
of the Chamber of Commerce complained among themselves
about the preparation of students for work. They noted that the
community bad virtually full employment, but that growth bad
almost stopped. As a result of the comfortable employment
Sigures, few in the community we.> concerned about student
[preparation for work, particularly because there was a bigh rate
of enroliment in pastsecondary institutions. The chamber
decided to seek data about noncollege-bousnd students and the
views of the business community. To gain commitment from
the local community college and public school district, chamber
members involved them in the design and analysis process. The
study revealed shared concern about opportunities for students
who were not preparing for college as well as the skills of the
work force. Therefore, a partnership was developed to address
those problems.

Why is shared identification of problems so important? Simply because
developing a partnership requires a substantial commitment of time and eneroy.
Partnerships are complex innovations. At the very least, they involve proposea changes
in organizational arrangements and in programs. Neither type of change is easy to
make. Both come with obstacles and problems. Consequently, if people are going to
put in the effort to solve the problems and surmount the obstacles, they must all be sure
it is worthwhile.

Frequently, partnerships and activities are begun because someone wants to
demonstrate that the business or school system is aware of and participating in
activities reflecting current trends. When people start 2 partnership to get good
publicity, it usually doesn't work. At the onset, there may be much attention from the

13




press, but in the long run, it's virtually impossible to get people to implement new
activities when they see the effort as a show effort. In contrast, when they think there is
a reason for the required effort, they'll do what is needed.

Does one opportunistic partner doom the effort? Probably not, if the other
participating partners are strong and have a solid commitment. We found, for ex-
ample, at least two projects with a technology focus that were successful. In both, the
technological organization entered the partnership with the not-quite-hidden agenda of
increasing the market for their products. In both instances, the other partners focused
on changing curriculim and instruction so students were in charge of their own
learning rather than experiencing teacher-centered classrooms. Because the greatest
changes in behavior and problems arose in addressing the rea/ problem, the opportu-
nistic motive of the businesses did not hinder implementation in these cases.

Despite the importance of shared understanding and agreement about a problem,
we understand that most endeavors have some epportunism in them. However, be
sure that the opportunism does not affect the core substance of the profect.
Further, it is possible to dilute the influence of an opportunistic partner by the partner-
ship structure chosen. The selection of structure should reflect what has cozne out of
the conversations about whether the community will support a partnership.

How Should Partnerships Be Organized?
No single organization fits all circumstances.

Partnerships, contrary to popular myth, don’t necessarily have similar organiza-
tions or require absolute collaboration and levels of equality among partners. In fact,
partnerships can be organized in various ways, and collaboration can range from
working together on specific activities to shareid decisionmaking about all activities.
The appropriate organization is related to the goals of the partnership, the reasons
people get invoived, and the commitments they are willing to make.

Early efforts to find out whether others in the ¢ommunity share an interest in
developing a partnership should provide information tiat helps with decisions about
organization. The conversations reveal whether potential partners share a sense of the
problem and whether they are willing to commit time and other resources to solving it
The conversations also reveal the limits they wish to place on eir participation or the
importance of the problem to their own organizational goals. As a result, the group
can select an organization that is most likely to be successful.

It may be, as in one partnership, that bealth service provid-
ers in the communilty agreed that poor bealth among students
constituted a major barrier t; achievement in school. At the
same time, however, the providers believed that they could only
Darticipate in a school-based clinic and in reviewing a bealth
curriculum. In contrast, another community with a similar
problem bad bealth care providers who wished to be involved in
collaborative efforts that included school-based clirics, bealth
education, and work-place experiences for students. The
different partnership organizations that resulted were both
successful.

Q

Partnerships, contrary to
popular myth, don’t neces-
sarily have similar organiza-
tions or require absolute
collaboration and levels of
equality among partners. In
fact, partnerships can be
organized in various ways,
and collaboration can range
from working together on
specific activities to shared
decisionmaking about all
activities. The appropriate
organization is related to
the goals of the partnership,
the reasons people get
involved, and the commit-
ments they are willing

to make.
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Three types of partnership organizational structures are: (a) primary partner/
limited partnerships, (b) coalition partnerships, and (c) collaborative partnerships.

Primary Partner/Limited Partnerships

The primary partnex/limited partnership structure involves a managing partner with
other organizations providing services either to it or to clients. The limited partners are

similar to consultants. As partners, they don’t receive pay; rather, the
public relations and psychological rewards that come from being part of 2 community
endeavor are their remuneration.

An example of a primary/limited partnersbip is one that
provides volunteer tutors trained in a particular instructional
approach. The primary pariner provides support for volunieers,
coordination within participating schools, and ongoing staff
development for teachers and volunteers. One supporting
pariner belps identify schools and negotiate entry into them;
the other provides the content expertise through specific train-
ing events and assistance in developing a manual.

When is this fype of partnership appropriate? When one partner is joining for
opportunisic motives. The limited role of one partner also will limit the negative effects
of opportunism and, at the same time, take advantage of what the organization has to
offer. The primary/limited structure also is appropriate when other partners, willing to
contribitte to the partnership, place clear boundaries around their particip: tion. This
type of partnership may work when, for legal or local political reasons, it is important
for one partner to have strong control of the venture.

The primary partnes/limited partnership can provide services, training, and
materials, which, in turn, can influence schooling practices. To the extent that partici-
pating nonschool organizations are infiuenced by their participation, primary/limited
partnerships also may increase support for education in the community. Indeed, in the
ezmnpledtedabove,mhmteexsreponmompos‘ﬁ\efedinpabmﬁthesdioolsand
greater support for education. Finally, this type of partnership allows a visionary
partner 0 set the agenda for those who are more pedestrian in theiz approach. Over
time, through leadership, the visionary may get others o shaxe the vision, but this form
allows work to begin immegiiately and provides an arenz for building the base.
However, it may be limited in its ability to address new issues or problems different
from those around which it was formed.

Coalition Partnersbips

Coalition partnerships boast a division of labor among organizations. Each partner
decides what to do within a broad framework articulated by the partnership as a whole
and conducts particular activities, Partners are equal but bring different interests and
skills to the arrangement. In educational partnerships, as in politics, coalitions work
best when the involved organizations agree about a particular problem. Each partner
has broad, and sometimes even very different, goals but believes soiving the problem is
necessary to achieving the broad goals.

19




Whe-1 are codlitions appropriate? When partners agree about a specific problem
in a coiamunity even if they disagree about goals or about the causes of the problems.
Work can begiit to solve the problem without having to address the many areas of
disagreement. Coalitions are particularly useful in divided communities where there is
shared concern about how well students are prepared o enter the workplace.
Businesses can commit resources because they need well-prepared workers. Schools
readily agree to participate to provide activities that motivate students to come to school
and learn more. Community groups, such as local civil rights organizations, frequently
become active boosters of such coalitions because they see increased opportunity for
their constituents resulting from the partnership.

Coalition partnerships are exemplified by one partnership
designed to facilitate the transition from school to adult
responsibility that involves multiple partners, including
businesses, a regional occupational center, an alternative bigh
school for potential dropouts, a community college, a state
university, the couniy employment services office, and the
county Division on Aging. Each organization provides services
to students, and, in some cases, two organizations provide the
same service (e.g., developing programs and articulating
coursework so students receive both bigh school and community
college credits). Meetings of the full group are simply for
information sharing as each organization bas clear responsi-
bilities for particular objectives and activities.

Codlitions are common forms of partnerships. They bring together organizations
with complementary skills and interests. They promote focus, which concentrates
efforts and can lead to major systemwide changes. A positive community impact can
stem from demonstrating coalescence around educational issues.

Along with their value, coalitions are subject to a major limitation in that the
partnership may be unable to shift activities to address new concerns. For example, if
community concern shifts from school-to-work transition issues to worries about
elementary school mathematics and science teaching, the partnership cited above
would not be able to make the charge. This is because the organizations involved have
no particular expertise in elementary school science and mathematics curriculum, and
the nature of a coalition limits opportunities to discuss new concerns. However, some
partners might build on their current experience to develop new coalitions.

Collaborative Partnerships

A collaborative partnership involves division of labor among equal partners; however,
decisionmaking is a continuous process and shared among partners. Each partner is
empowered to participate in all decisions. The partnership becomes an organization in
itself, eventually achieving legal status in many communities. Among the OERI-funded
partnerships, for example, several have become not-for-profit organizations in which
representatives of the partners serve as the board of directors.
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When are collaborative parinerships appropriate? In communities with 2
shared concern about a problem or set of problems that can oaly be solved by
involving multiple organizations. Further, participants recognize the limits of their
expertise and the value of others’. A common issue on which partners move to
collaboration is in preparing infants and toddlers for elementary school. Public school
representatives recognize the importance of child care and health agencies in providing
a base for school readiness. Child care and health agencies recognize the value of
working with schools—where the children will eventually attend. All acknowledge the
importance of preventive medicine in preparing students for school. And businesses
are pleased to be involved in a program that increases mothers’ attendance at work
and provides the base for improved educational outcomes.

Furthermore, collaborations work in communities in which a shared sense of
crisis or of ope exists, accompanied by a shared sense of confusion about what
should be done to move forward.

One community that received funding from OERI, for
example, was the bellwetber of the economic dewnturn. Three
major employers bad left, and the fourth, the largest, was
engaged in major layoffs. In fact, it recently annosnced it was
closing its plant. Small businesses, political organizations,
civic groups, civil rights organizations, the local public schools,
welfare organizations, bealth agencies, local charities, and the
community college all expressed concern about the potential
“death” of the community. Altbough many ideas were floating
around, no one felt be or she bad the ultimate answer. The
partnership was proposed as a way for people to come togetber,
decide on priorities, and undertake programs to improve
education and support economic development.

Although not yet fully developed, the resulting
commsnitywide parinership aspires to and is moving toward
collaboration. The governing body represents a variety of
community

governing body, either through voles or by building consensus.
In any event, swhatever is decided is implemented by all partici-
pating organizations. Of course, some problems in implement-
ing the model occur, but participants are clear that they wish to
iron out the problems ratber than change the siructure.

Collaboratives are difficult partnerships to develop. They require building trust
and understanding and solving problems in new ways. They require, for example,
business partners’ undersuaz:ding of schooling processes and school partners’ under-
standing of how businesses operate. At base, participants must come to understand
ihat the knowledge held in one organization is different from, not better than, the
knowledge held in another. Once that understanding is developed, the needed level of
trust exists to acknowledge problems and use combined expertise to solve them. In the
OERI-funded partnerships, we found 2 great deal of concern about exposing organiza-
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tional problems to others. As a result, collaborative relationships frequently go through
early difficulties. However, if the difficulties are addressed, the partnership is abie to
accomplish the goals it set out to achieve, adapt to changing circumstances, and
increase its scope in terms of numbers of partners and issues being addressed.

Within the OERI-funded partnership projects, we found no examples of “partner-
ships in name only” although we know they exist in the nation. In such “partner-
ships,” one or more participants donates money or goods without further involvement
in the activities. Such arrangements may serve positive purposes, but they are outside
the focus of this guide.

Identifying problems and deciding on an appropriate organization are necessary to
beginning a successful partnership. However, equal attention to developing shared
expectations of what partners contribute and the programs the partnership will
sponsor also is required. These expectations result from prepartnership conversations.

Why Is it Important To Hold Prepartnership Conversations?

Participants need to have the same ideas about what each is going to do,
what practical changes the partnership will require, and the content of
partnership activities.

Once potentiz| partners agree that a particular problem or set of problems should
be addressed through a partnership and have a general sense of the appropriate
structure for the partnership, another set of conversations is needed. These conversa-
tions, which we've termed “prepartnership” conversations, result in real commitments
of partners’ resources. In contrast to the conversations that explore whether a
partnership is desirable, which can take place either through individual meetings or in
one large meeting, prepartnership conversations are held in ways related to the likely
organization. For xample, some hold discussions about a collaborative in a meeting
of all potential coilaborators. It's also probably best to have a group meeting when
developing a coalition. However, primary/limited partnerships can be established with
a series of one-on-one conversations.

The purpose of the prepartnership conversations is to ensure that partners begin
their formal relationship with matched expectations about three matters. First,
potential partners need to agree on the roles they are expected to play, including time
and financial commitments and st. * assignments. Second, there should be discussions
about the program content being addressed. Third, if external funding is being sought,
potential partners should learn about what they're expected to do to get the funding
and how funds will affect work within each participating organization. There is no
particular order in which thex. issues need to be discussed. The point is that all must
be decided upon among the partners.

Why is open conversation so important? The prepartnership conversations
enable partners to understand one another, their major concerns, and the constraints
under which each operates. In Section IV, we provide more details about issues to be
explored with potential partners in these conversations and as work continues. Now,
we want to emphasize the value of holding conversations and urge that all participants
be open in their communications. We found, for example, that pariners wiio openly
acknowledge limitations on their activities were able to form strong partnerships.

Q
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One business partner in a school-to-work transition part-
nership was experiencing a downturn as the early discussions
took place. School personnel bad originally approached the
business to become a partner to provide paid job placements to
students. The business representative supporied the goals of the
parinership and wanted io participate, but could not promise
Job placements as a result of bis bvsiness problems. He agreed,

other sociai service agencies involved in the pa.tnership were
able to seek “second placements” into paid jobs of students who
were successful in their first, nonpaid placement. Students, at
this point, are positive about the program without disappoini-
ment that there are no jobs resulting from their first place-
ments. Employees at the participating business take pride in
their success rate in preparing students for the “real” place-
ment.

Some partnerships begin with great promise, but deteriorate because one or
another partner has promised more than he or she can deliver or some partners
misunderstood initial promises.

One glaring example of such miscommunication bappened
in a parinership involving a number of businesses in the
community. Tk parinersbip is a coalition, designed to facili-
tate the school-to-work transition. During early conversations,
in which school district representatives belc with individual
businesses, potential business partners were asked, “Are you
willing to bave students come to your business to learn about
what you do?” All answered positively. Once the parinersbip
began, school personnel called the businesses to arrange for
students to spend about a week at the job site, “shadowing”
employees. Only 15% of the businesses who earlier agreed to
participate accepted students for the extended time. The rest
said, “I thought you meant, ‘Could students come for an after-
noon tour of the facility?” Having kids bere for a week would
disrupt our business.” The miscommunication bad
effects on other partnership activities as well because school
personnel feit the businesses led them astray, and the busi-
nesses ended up thinking school people were pushy and didn’t
understand the “real world.”

Businesses, social services agencies, museums, or schocls may overpromise or
overextend themselves. For example, in their enthusiasm for working with schools,
businesses may agree to internships for students without dlarifying the nature of the
demands on them or exploring the insurance requirements. There were businesses
that were unable to fulfill job placement promises in factories legally defined as
“hazardous.” In other instances, school district personnel may promise the irvolve-
ment of teachers with whom they have not discussed the program. We found teachers
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who, in some instances, refused the level of participation required by the prugram,
citing the demaunds of other innovations or the limitations of the union contract.

Who should be involved in the conversations? One way to ensure that promises
are reasonable is to involve all those who will be expetted to change their hehavior as
a result of the partnership. By “changiag their behavior,” we mean acting differently on
the job from traditional actions. Although chief executive officers of schools (superin-
tendents) and businesses (presidents) may agree to become partners, for example,
individuals on the line—principals and teachers in schools, and human resource
directors and supervisors in businesses—are the ones who usually must change their
behavior. Consequently, the agreements made by their bosses may not be reasonable.
For example, teachers may be asked to work with businesses to change how they teach
classes. Principals may be asked to release students so they can visit businesses. First-
line supesvisors in businesses may be asked to serve as mentors to students. These
activities may require major changes in behavior.

How can overpromising be avoided? 'n general, overpromising comes when the
person making the promise doesn’t understand the changes it involves within his or
her own organization. One task, then, for the prepartnership conversations is to define
the changes in practice required. Then, potential partners can check within their own
organizations to see how reasonable the promises are. It isn’t necessary (o know the
procedures others are using to find out what's reasonable within their organizations. It
is necessary to have assurance \at they're doing something. 1t's difficult for onc
partner to know what burden the partnership will place on others—it should be
discussed with them before they're obligated. The promise may need to be modified or
the partnership nay need to provide greater incentives or help to participants than
originally thought. Many partnerships cheose to include representatives of the “worker
bees” within all participating organizations on their boards or create advisory groups of
the front-line workers to ensure that promises caa be kept.

Why is inclusion in discussions so important? Demands on workers, whether
in schools or other agencies, vary depending on the partnership’s program content.
Some partnerships increase the size of an already existing program while others focus
on changes in practice. Only those who are asked to change can speak about hiow
difficult it will be.

One partnership, aimed at reforming the educational system, is an example of the
importance of involving those who must make great changes. In it, three schools were
designated as models, providing the basis for later expansion. None of the staff in the
schools was consulted prior to the partnership. In two schools this was niot a problem
because the partnership provided additional resources for activities already under way
and did not demand behavioral change. In the third, however, implementation is
slowing, in part because neither the principal nor the teachers understands why they
are involved, what might be gained, and how partnership-sponsored activities fit within
their own vision for the school.

Schoot sites are not the only ones ignored in prepartnership conversations. In the
funded partnerships, there were examples of two nonschool agencies that assumed the
interest of the school system, and of school districts and businesses assuming the
interest of intermediate educational agencies or social service providers. In all such
cases, there were major implementation problems, and, in at least one, the resulting
problems seemed unsolvable. In the others, extraordinary efforts during early imple-
mentation days seemed to mitigate the problem.

Q
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Successful early conversa-
tions end with matched
expectations, shared
understanding of the
contributions of each
partner, some understand-
ing of the constraints under
which partners may oper-
ate, and agreement to

move forward.

We can't advise on the changes partnerships should entail or whether they should
be bold or limited in actions. We can advise that conversations need to invoive
everyone to result in partriership activities that are reasonable. Partners will accept
limits in what's possible o deliver. They cannot accept promises that aren't kept. We
believe the only way to ensure that promises are reasonable is to involve all partners in
the prepartnership conversations.

Why should the content and objectives also be discussed? The specific activities
and changes to be implemented constitute the content. Cutcomes are the objectives to
be reached. The content of the partnership is designed to address the problems
identified in early conversations. At this point, partners must talk about the activities
they will carry out in order to achieve the objectives. For example, assisting students to
make the transition to adult responsibility can involve different types of activities. Will
there be “job-shadowing”” experiences? Business people visiting classrooms?
curriculum? The discussion can determine whether job placements will be the
measure of success.

Can content and objectives be the subject of conversations afler the pariner-
ship is formed? There were, among the funded partnerships, examples of working to
“sign on” organizations and individuals with the promise that specific partnership
activities would be agreed to by all involved gffer the partnership was under way. This
led to some major problems. First, developing collaborative governing practices is
extremely difficult, and if the discussions focus on “what should we do?’ there is much
second-guessing of potentially hidden agendas. Trust is more easily built when people
work together on an activity. Second, when partnerships do not address content before
they begin, there is a lag between the formation of the partnership and the actual
implementation of activities. During that period, many, particularly in the community
and at school sites, lose faith in the value of the partnership. As a consequence,
partners lose commitment to working through problems that arose when activities
began. Third, in at least one case, the absence of content discussion reflected the
pursuit of individual organizational agendas—validating beliefs in hidden agendas.

In contrast, when partners discussed activities prior to formalizing the partnership,
implementation was “r easier, even when there were objective problems the partner-
ship had to deal with.

In partnerships in which computer technology was central,
Jor example, most experienced long delays in installing equip-
ment caused, in part, from antiquated school buildings. How-
ever, in each case, the participants were aware of what the
program entailed, bow activities were dspendent on one an-
cther, and waited, without losing belief in the profect, until
new electric outlets were installed.

Successful early conversations end with matched expectations, shared understand-
ing of the contributions of each partner, some understanding of the constraints under
which partners may operate, and agreement to move forward. Even if representatives
from all levels of the organizations involved in the partnership have participated in the
prepartership conversations, once a partnership is formed, others should be told
about it.
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When the Partnership Is Annousiced in the Communitv,
What information Shouid Be Shared?

The commuanity should be told

why the partnership was formed;

its content and activities;

the anticipated results;

the contributions of each partner;

the support that will be provided to those involved; and
how to gain access to services.

Communication is crucial immediately following the formation of the partnership
and throughout its life. Although key representatives of participating organizations may
have been involved in prepartnership cor:versatios, it is impossible and probably
undesirable to invoive ail those who will be affected by the partnership before it is
organized. Consequently, the period immediately following the formal establishment of
the partnership is an important time to communicate with teachers, business people,
and community members about partnership activities. The entire process of imple-
mentation is essentially a communication process, in which increasingly sophisticated
and subtle understanding of the content and structire occur on the part of both
partnership initiators and those with whom they work.

The nature of the conversations should focus on five issues: () the reason for the
partnership, including the problem(s) it is designed to address; (b) the content or
activities being implemented; (c) the roles each individual is expected to play in
implementing the partnership and its program, including demands on their time and
energy; (d) the supports they ill receive as they implement partnership activities; and
(e) how to gain access to services being deli

The community at iarge should be inforroed about the reason the partnership was

formed. This can be done through public meetings, notes to parents, or news releases. mfnwu:to:il;eme Mtygthe
When the partnership sponsors events, the partnership should iivite the community. of the problem and its
Each organization in the partnership should communicate, through its regular chan- importance if they are to be
nels, about the partnership, its events, and its accomplishments. Partnerships help as committed o solving it as
build support for education by using the multiple communication networks. Each are the representatives of
partner has to talk about what's going on. the organizations who

Why is it important to tell others about the reasons the parinership was formed the partnership
formed? People who will be doing the work must accept the validity of the problem )

and its importance if they are to be as committed to solving it as are the representatives
of the organizations who formed the partnership.

How can their commitment be gained? The first step is to openly share the
information that led to the concern. If worries arose about student work habits after
talking with business people, it is important for faculty to know about it. If partmers
think teachers should use technology to develop students as active learners, then
teachers should be exposed to the value of active learning by sharing articles or
demonstrations with them.

What methods are usefid for communicating the reasons for the partnership?
That depends on the problem it addresses and the demands it places on those who will
implement the program. At one extreme, if the partnership is providing additional
:fmmmammoealreadyedsﬁngwodganewslem'orhlgemeeﬁngmybe
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enough. If major changes are required, deeper understanding of the reason for the
partnership may be necessary. Such understanding is generally developed in a series of
communications rather than in a single shot. For example, it may require a training
session followed by on-site assistance.

How should specific information about partnership content be shared? That
depends on the audience. Although many in the community mmay only be interested in
the fact that a partnership exists, those most closely involved need information at a deep
level, including not only what the partnership will do and why it will do it but how they
will benefit from the efforts they putin. Send them brief summaries of the reason for
proposed activities early in the process and include information about benefits and a
schedule for future information sharing. Some partnerships use television public
service announcements for the general information sharing.

What information about who will carry out specific activities should be
shared? People need to know not only what they are expected to do but what they can
expect of others. The community at large also is interested in who is going to do what
within the partnership. Early communication should be explicit and praise the
commitments made. This builds community support for the partnership and, more
important, for the efforts to solve a real problem. As a result, there’ll be a base of good
will when problems arise, which at the least will provide a cushion of time for solving
them and might lead to additional help. At this early stage, print information is
sufficient. However, target the content to particular audiences.

How can people who participate in the partnership learn about the help they
can recefve? Early communication also should include information about the help the -
partnership will offer those who must implement partnership activities. This is most
important for teachers and workers in businesses whose practices will change.
Partmerships that use tutors to help students, for example, should let business volun-
teers know of how they will be helped to become corafortable working with kids and
the content of the curriculum. Simultaneously, the teachers whose students receive
tutoring should be informed of how the program will work and the help they will get in
identifying students and scheduling tutorial assistance. General knowledge of the
support being offered also is important to the community so members know that the
effort is multifaceted and serious. Public meetings, press releases, memoranda, and
other formats designed to reach large audiences are appropriate.

Who needs information about gaining access to services? Everyone. If the
partnership includes preschoolers and their parents, communication through clinics,
child care agencies, doctors, and welfare organizations is important. If the partnership
includes job placement services, all school guidance counselors and teachers, as well
as parents and members of the community, should know of its existence. One
successful method of reaching clients is to hold meetings or write personalized letters
to individuals who provide services to them. In addition, potential clients can be
reached through well-designed brochures, which should be placed in locations trey
frequent. One OERI-funded partnership, which served high school dropouts, sent a
worker to the bus station to talk with runaway youth about participating in the pro-
gram.

Frequently, partnerships start small, serving a limited group of individuals before
reaching a wider audience. When that is the case, communication of who s eligible
and how they became eligible must take place to ensure the community of the
program’s faimess. The OERI-funded partnerships found that people were willing to
wait for service if they understood why some were served before they were.
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Early communication requires both the appropriate message and the appropriate
tone. That is, partnerships, particularly coalitions and collaborations, exemplify
particular models of organizational relations, and these models should influence how
individuals are treated within and across organizations. Coalitions are built on the
premise that the combined knowledge and interest of participants is greater than
individual organizational clout. As teaciiers and others begin to participate in the
coalition, their knowledge and interest should be recognized as well. Similarly, in
collaborations, which focus on shared decisionmaking and mutuaily agreed upon
divisions of Iabor, participants should be involved in decisionmaking about specific
activities.
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SECTIONI

HOW DO SUCCESSFUL PARTNERSHIPS BEGIN
IMPLEMENTATION?

In successful p.rinerships:
1. Leadership builds commitment and gathers resources.

2. Resources are used to help participants become comfortable with and
adept at new ways of performing.

In the early days of a partnership, participants, whether partners, clients, or
community members, may be uncomforable about how what they do every day is
changing. Opportunities should be provided for them to develop shared understanding
of the reasons for the discomfort and how they can work through it. We cannot
provide a list of actions to take torzard the goal of mutual understanding and changed
behavior—that depends on what people did before and the extent of the changes
required by the partnership. Instead, we offer some ideas about how to help partici-
pants become comfortable with and adept at meeting new challenges.

Partnerships change what people do each day and how they relate to one another.
These changes raise two universally shared concerns that should be addressed in the
partnership’s structures and processes. The first concemn is captured by the question,
“Do I know what I'm suppased to do?” The second is, “4m I capable of doing it?”
Both concerns are shared by people at every level of the organization, even when they
agree that change is needed because results of current practice are inadequate. They
are most easily addressed when participants understand how the proposed changes

What kinds of changes are people asked to make? That depends on how the
partnership is organized, who is involved, and the activities it sponsors. In some cases,
the changes are minor, asking people to do more of what they already know how to do.
The only problem that can arise is if the “more” becomes “too much.” However,
substituting more of something they regard as important for some activity they value
less makes implementation easier. One example of such a change is encouraging
vocational guidance counselors to help students fird appropriate community place-
ments from a list they are given and relieving them of some scheduling responsibility.

A different sort of minor change occurred in one project in
which a buman resources director in a retail business bad,
among other responsibilities, the job of coordinating employee
voluntarism. Prior to the parincrship, the fob involved posting
community opportunities on the employee bulietin board and

with supervisors about release time. After the
partnership’s inception, the volunteer coordinator job became
more collabo:ntive, and she began recruiting volunieers,
organizing training for them, negotiating policy changes within
the company to facilitate the activity, and providing rewards for
volunteers and their supervisors.

In partnerships, who is ashed to make the greatest charges? Two types of
O icipants—high-level decisionmalers and teachers.
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Changing the role of some
teachers vis-a-vis others
requires more than devel-
oping the expertise needed
for them to train their
colleagues. They also need
to learn how to relate
differently within their
school. All too frequently,
attend to the
former while ignoring the
latter issue. .. Again,
content assistance should
be accompanied by assis-
tance in changing roles.

In primary/limited partnerships and for some participants in coalitions,
decisionmakers were asked to change less than they were in collaborations. Indeed,
the demand for change that collaboration places on people who think they've made it
to the top is one of the most difficult barriers to success in partnerships of this sort.
Collaboration asks decisionmakers to transform themselves from acting as solo
perfo:mers, free to decide matters unilaterally, to becoming part of a team of
decisionmakers. It's important for decisionmakers to make this change—it sets the
tone for how others in their organization work across organizations. But it’s also a
difficult task. Coiiaboration relies on trust, which is built by working together on
common problems. Frequenty, these collaborative partnerships draw on group
facilitators to help develop team decisionmaking.

Alxhoughchang&smdlepracuceofhxtheveldeusonmakmsmengestm
collaborative partnerships, teacher roles frequently change in any partnership struc-
ture. At the very least, partnerships bring teachers in contact with representatives of
business and service agencies. Moving teachers from isolation in their classrooms is a
major role change in itseif. Other changes we saw were in programs directed at
changing curricaium and instruction, which tended to use “lead teacher” or “teachers
training teachers” approaches. In these, a small cadre of teachers receives early
training in the changed approach, and they, in turn, train additicnal teachers. This
constitutes a major change in the role of teachers who geverally work exclusively with
students.

Changing the role of some teachers vis-a-vis others requires more than developing
the expertise needed for them to train their colleagues. They also need to iearn how to
relate differently within their school. All too frequently, partnerships attend to the

. former while ignoring the Jatter issue. Later, we’ll discuss the type of assistance

teachers need to change their teaching behaviors. Again, content assistance should be
accompanied by assistance in changing roles.

What other kinds of changes do partnerships entail? Principals and business
people may experience change in how they relate to colleagues and subordinates. Bus-
iness representatives, used to working independently, now consuit with one another
about matters that affect the partnership.

In one partnershig, for example, participating businesses
agreed to follow a set of guidelines =bout student placement in
mentor programs, inciuding the time employees would be
released for participation. A more subtle change in the rela-
tionsbip, between a business leader and a principal, occurred in
a collaborative partnership. The business leader offered a set
of fleld experiences to bigh school students and was dismayed
that the principal required permission to leave school each
time. From the business perspective, once tbe program was
agreed upon and put in place, students should be available for
Darticipation. The school perspective focused more closely on
the potential for liability claims and missed classes.

These sorts of changes are the most difficult challenges partnerships face. We
found examples of principals who felt diminished that a teacher sat on a partnership
governing board. &6




In one such case, the principal bad been the sole source of
information about what was going on throughout the district
but now was joined on the parinership governing board by a
teacher who bad access to information and people. Both the
principal and teacher bad to work through the new relationship.
How they did so, and bow other members of the partnership
belped, is instructive.

Partners became aware of the problem when the teacher

" asked to be “let off” the governing board. She claimed that the

time away from ber students was disruptive and interfered with
their learning. Because the partnership project direcior valued
ber input and was concerned about continuity on the board, be
scheduled a meeting with ber to try to talk ber out of the resig-
nation. During their conversation, it became clear that ber
discomfort, while related to concerns about ber students, was
equally related to the change in ber relationship with the
principal. He bad selected ber for participation because be
respected ber work but now seemed to resent ber. The director
talked with the two of them, separately and together, and
suggested ways the teacher’s incroased access to information
could enbance the principal’s influence with teachers and
parents. As the principal began to see that be could share the
role of “expert” with the teacher, the relationship between them
becaine easier. She did not concede ber new found influence
but used it to work with bim to improve the school.

The solution to problems like this, which are inevitable, is in talking with the
people involved and hearing their concerns. Listen carefully because they may not be
aware of exactly what is bothering them. Once a relationship problem is identified, it is
usually easy to find a mutually satisfactory solution by offering suggestions to those
concerned. When an approach seems comfortable to all concerned, it should be
tested for a set period and then reviewed.

How Can Partnersh]i,ps Help People Know What They're
Supposed To Do and How To Do it?

Partnerships can help people know what they're supposed to do and how to
do it through appropriate leadership and by providing support.

Different partnerships require different degrees of changes from participants. For
example, some partnerships ask teachers to change their relationship to students
‘from giver of information to facilitator of student-constructed knowledge), the
materials they use (from print materials to computer materials), and perhaps how they
relate to other teachers (from equals to either receiving training from or giving training
to other teachers). In contrast, others ask for less encompassing changes, such as the

acceptance of an occasional tutor. Further, some partnerships ask many people to
change; others focus on fewer.

Q
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The necessary support and
the role of leadership differ
depending on how much
change is required—the
more change, the more
support needed.

The necessary support and the role of leadership differ depending on how much
change is required—the more chaage, the more support needed.

What Is Leadersbip in the Context of Partnersbips?

Although we use the term “leadership” to identify a function rather than a person,
frequenily leadership resides in an individual. Even within collaboratives and coali-
tions, one individual can provide the focus and vision associated with leadership.
Conversely, even in a primary partner/limited partner structure, leadership may reside
in an organization, not in an individual.

Leadership within partnerships is a complex phenomenon. First, appropriate
leadership styles for partnerships in some ways depend on the nature of leadership in
the participating organizations and the structure of the partnership. In order to create
an appropriate balance in a partnership, when participating organizations have strong
leaders, there should be a different form of leadership for the collective effort. Simi-
larly, the primary/limited partnership structure requires different types of leadership
than does a collaborative or coalition. Consequently, three types of leadership help
support partnership implementation under different circumstances.

In partnerships with distributed leadership, partners share responsibility for
decisions affecting partnership operations. They may meet to develop consensus or
vote or may agree on ground rules that govern action without frequent meetings.
Distributed leadership supports partnership activities by enabling participants to adapt
to changing circumstances or unforeseen problems. An example is a school-to-adult-
responsibility transition project with many partners. Much of the activity takes place
with two partners working together, and each dyad is empowered to work out whatever
arrangements are necessary to achieve success.

When is distributed leadership appropriate? When all partners have strong
leaders, as well as in coalitions and collaboratives. 1t is n0¢ appropriate in 2 partner-
ship with one organization with a weak leader because the weak organization won't be
able to pull its weight. The faiture will lead to implementation problems and create
distrust and anger among other partners. Leadership of this type also is inappropriate
in primary/limited partnerships, which rely on the strength and vision of one partner.

Facilitating leadership is a type of leadership that frequently works behind the
scenes to help partners in both programmatic and organizational actions. Such leaders
ensure that content assistance is provided when needed and work with all participants
to ensure smooth operation of the partnership. This type of leadership is particularly
effective in partnerships in which participating organizations have strong leaders
themselves.

An example of facilitating leadership is in a collaborative
Dartnership that bas the goal of changing the entire educational
system, including relationsbips between schools and businesses
and between schools and social service agencies. Pariners are
the major business organizations, social service agencies,
bealth care providers, and volunteer organizations, as well as
the local and intermediate educational agencies. Most are led
by strong individuals. The partnership leader facilitates the
work of the group in  ....mber of ways, primarily by making
the rounds of the organizations to work with individuals and
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small groups to develop consensus about partnership direction.
The leader enters formal partnersbip meetings knowing bosw all
pariners feel about matters and only moves on those in which
be knows they agree upon so there are no public arguments. In
addition, be visits participating schools as a trouble shooter
and intervenes to resolve any problems that arise between
school personnel and busizness or other partners.

When is facilitating leadership appropriate? In all three partnership structures.
However, it relies greatly on the skill of the leader of the parfnership. When each
partner has a strong leader, the facilitative leader must do much work behind the
scenes. He or she must have fairly low ego needs. Further, it is particularly important
for a facilitative leader to be good at sensing and solving problems and helping others
reach consensus.

On the surface, the facilitating leader may look like 2 manager rather than a
leader, simply assuring that arrangements are made and things are getting done. And,
indeed, many partnerships are managed, not led. The difference is that facilitating
leaders don't simply carry out the wishes of others; in addition, they move the partner-
ship toward developing and enacting a vision. They elicit the visions of participants and
move toward synthesizing different, and sometimes competing, visions.

In contrast to facilitating leadership, visionary leadersbip, in partnerships as well
as in organizations, already holds an image of where the partnership should go, both
programmatically and organizationally. Visionary leaders seek to communicate their
vision to all participants and seek ways of achieving it. The visions of leaders range
from the grand, such as ensuring equal educational opportunity for all students, to the
particular, such as increasing the numbers of students who choose careers in math and
science.

Visionary leadership can sometimes overcome many problems.

In one partnersbip, for example, two participants are
opportunistic, and the visionary leader is the leader of the third
participating His vision and charisma are such
that be bas been able to maintain the commitment of the
schools despite a slow project start and concern about the
motives of the others. He, like other visionaries, communicates
bis vision directly and through others.

Anotber visionary leader selected lieutenants who share ber
goals. She provides both symbolic and actual leadership but

delegates much negotiation and problem solving to the lieuten-
ants.

When is visionary leadership appropriate? Tn every type of partnership. The
visionary leader, however, must be extremely skillful if one or more of the participating
organizations also has a visionary leader. In such a case, the partnership vision needs
to build upon the existing organizational visions, and the partnership’s visionary leader
must be able to share space and credit with the other visionaries. Frankly, few
viti{mzﬂesamabletoshmdlesmgemmismy. Their strength is in their ability to
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relationships and changing
their behavior.

communicate and convince others, and their weakness is their lack of ability to
acoommodate other visions.

Partnerships need to address the leadership issue. Doing so requires assessing the
type of leadership that exists in the participating organizations. This will steer toward
or away from certain leadership styles. Match the leadership style with your partner-
ship organization, avoiding attempts at distributed leadership in a primary partner/
limited partner structure. Of course, look at the skills of those who will lead the
partnership. Finally, it is possible to decide whether to have distributed or facilitative
leadership. But visionary leadership isn't possible if a partnership has not begun as a
result of individual or organizational vision. However, it #s possible to move toward
visionary leadership by developing a shared vision among partners.

Al types of leadership can be exercised well or badly. In successful partnerships,
the leadership is appropriate to the context and is exercised well, thereby assisting
participants in understanding the roles and relationships and changing their behavior.

What do leaders do? They set the tone for partnership success, inspire partners
and clients, share the information necessary to carry out activities, and gather re-
sources to help participants become comfortable and adept at the new approaches to
practice. Successful partnerships are particularly attentive to the support provided by
those charged with carrying out program tasks.

What Support Is Most Helpful in Parinerships?
Four types of support are most helpful in partnerships:
time to plan;
eraini

% :
ing people to the position; and
technical support/content assistance.

When should planning time be used? Planning time matters most when
participants already possess the skills required by project activities and are asked to
expand the arenas in which they use them. For example, in a partnership that builds
on existing programs that already place student interns in businesses by expanding the
number of students and businesses involved, those responsible for implementation
need time to address the logistics of the increased scope. They need time to call
businesses, inform them of the program, find out whether they will take students, and
arrange for student transportation. Planning time accomplishes this.

As the partnership begins, the partners should match schedules so planning time
can be arranged without conflicts with other activities required by their organizations.
For example, many schools have teachers come to work a few days before students
begin the year. Partnership planning t:me should nc: interfere with this expectation.
Planning also should be scheduled for long enough blocks of time for problems to be
identified and solved. It also should occur at times when individuals are fresh. This
argues against using a lot of after-school planning sessions.

In programs that require participants at the activity level to gain new knowledge or
skills, planning time should be linked with training or content assistance.

What is training? “Training” refers to workshops or other experiences provided
to enable partners to carry out particular tasks for which they are unprepared.
Trairing may focus on general skills, or it may be relatively intensive, as in the teaching
of software development. 30




Training is required, for example, for teachers to use technology in their class-

rooms and to change from didactic to student-centered instruction. Training in shared
 decisionmaking techniques also is usually required when site-based management is
adopted. If 2 partnership requires activity-level paniicipants to learn new knowledge
and skills, they must be prepared to implement them.. They need excellent staff
development opportunities that enable them to leamn and practice the new skills.

Training follows the design of effective staff development sessions. It provides
information, allows participants to practice new approaches, and provides feedback.
Most businesses and school districts already have experience in developing training
workshops. Partnerships are valuable here because they share approaches across
institutions and arrive at better ways of training than existed previously.

Training may be enough if the needed knowledge and skills don't require
participants to make major changes in their roles and relationships (e.g., in 2 program
where teachers integrate a computer-assisted component to an existing curriculum or
counselors add an additional career interest test to an existing battery of tests).
Training is not sufficient to support successful implementation, particularly when
parterships create major changes. In such cases, successful partnership development
includes both training and technical assistance.

When is talent matching appropriate? When the partnership extends existing
activities and calls for general skills. It is frequently overlooked as a resource. A
partnership can be formed around existing talent. skills, and interest, or individuals can
be recruited who come prepared for the roles and relationships required by the
partnership. Sometimes matching involves finding the appropriate business or
community member for a particular activity in the school. Other times, matching is
used for hiring staff for the partnership.

Even in partnerships that require major changes for most participants, it’s
frequently possible to use the talent matching strategy. For example, every school
district contains at least a few computer addicts who already know how to use technol-
ogy in powerful ways to support student learning. They will only require minimal
training in the specifics of the program and access to computers and sofiware for their
students. They can form the nucleus of workers at the activity level. “Matches” also
can be formed by locating teachers, administrators, or counselors who have come
back from conferences or summer workshops and have already tried new ways of
working.

Another alternative is to find people who are unhappy because their current job
doesn’t allow them to do what they like best.

For example, in one parinersbip, two bigh school guidance
counselors expressed frustration that scheduling student
classes and arranging for college-bound students to take the
tesis necessary to gain enirance to postsecondary institutions
left no time for them to meet with the noncollege-bound stu-
dents. They also thought it would be useful to bear from
businesses about the types of jobs that were available to the
students, but, again, bemoaned their lack of time. The partner-
ship selected these individuals for the school-to-work transition
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The greater the change
expected of the participant,
and intense the technical
support and content
assistance should be.

Talent matching is a powerful aid to early implementation. It ensures that those
already versed in a role are selected to play it in the partnership. Participants know
what to do because they've done it before. Matching also may entail selccting for
transferable skills and pertinent talents. Participants wich an appropriate foundation
can build knowledge of what to do in the new situation. In either case, successful
partnership development depends in part on the characteristics of specific individuals.

Although talent matching eases early implementation, we offer a caution if talent
matching is the only support. If others don't learn what the “talent” knows, partnership
activities will disappear if the talent changes jobs or retires.

When is technical support/content assistance appropriate? Such support is
crucial when major changes in practice are required. Technical support/
content assistance occurs when there is significant help related to the knowledge and
skills required by the program provided to those charged with carrying out partership
tasks. It should be provided within the context, such as the classroom, in which the
activity is implemented and include one-on-one assistance. In models of staff develop-
ment, such support takes the form of coaching. There is feedback to participants about
how well they are carrying out the activity. It is important, for example, when teachers
become involved in curriculum development o site-based management, which
requires additional skills and knowledge.

Group facilitators are another sort of tec)iical support useful in developing the
structures for a collaborative partnership. They help partners work out new relation-
ships and decisionmaking processes. They, like other content assisters, also provide
feedback on communication patterns and approaches to policymaking.

Support can take the form of materials, such as training manuals. Access to
expertise within the partnership can come from coordinators central io the operation.
They have the required knowledge and skills and help at the activity level. The coordi-
nators can be reassigned as part of a partner’s contribution to the effort or they can be
hired by the partnership. Along these lines, another source of assistance is acoess to
outside experts, such as paid consultants hired either by one partner or collectively by
the partnership. Finally, 2 powerful mechanism is developing formal opportunities for
participants to assist one another, such as in teacher networks.

We cannot emphasize this rule too much: The greater the change expected
of the participant, the more individualized and intense the technical
support and content assistance should be.

Technical support helps participants learn and apply new skills. It also provides
an arena in which they increase their understanding of the partnership and the
relaionships it requires because during the cousse of providing and receiving assis-
tance, individuals share their understanding of the context and the program. Such
sharing helps build the community within the partnership. it also provides information
for strategic planning, Finally, assistance reassures participants that they are able to
implement changes as required. Technical support and content assistance are the way
successful partnerships foster continuous communication among partners, clients, and
workers.

What's involved in providing technical support and content assistance? First,
partners must agree {0 concentrate resources so implementation is successful. One
factor in decisions about how many people to involve in specific activities is the number
of individuals available tc provide assistance. Another is the availability of resources,
either funds or contributed time, for releasing teachers or business people from their
normal duties.
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Second, manuals may provide sufficient assistance. As we've indicated, that
depends on the amount of change expected. If a partnership is requiring major
changes in practice, mamuls won't do the job. If the changes are minor, they will. In
any event, providing manuals requires buying or developing them.

Third, the amount of assistance should be determined. That determination is, in
turn, based on the rule of change—the more the change, the more the assistance. We
urge too much assistance rather than too little.

Fourth, partners should identify the individuals who will provide the support. If
they're within partner organizations, the partners need to agree whether their services
will be an in-kind contribution or whether funds should be ailocated to pay for their
time. Either way, write the assistance activity into job descriptions and performance
evaluation plans. If outside experts are hired, they must be located and contracts
developed. The money to pay outside consultants or coordinators from inside should
be allocated from the partnership budget. ‘

Unfortunately, many partnerships structure few opportunities for assistance. Ina
misplaced belief that initial training and some support materials are sufficient, the more
personalized technical support is frequently lacking. Partners argue that they can
“reach more people”” through these efforts. However, those reached are seldom able
to implement major changes. Building a cadre of participants who are fully imple-
menting a program requires that paxinerships focus on resources. Content assistance
is a necessary component so the appropriate trade off is “fewer, better” rather than
“more, inadequately.”




SECTION IV

WHAT IS THE ROLE OF EVALUATION AND PLANNING?

Successful educational partnerships use evaluation and strategic and
adaptive planning to ensure that activities meet local needs and conditions.

Educational partnerships are successful when they meet the needs of the partici-
pants and the community. There is, as we have indicated, no single structure, leader-
ship style, set of goals, or type of activity that leads to success. We cannot offer a road
map for establishing parmerships. Rather, success comes when the partnership fits the
context and adapts to changes and local concerns. We recommend that conversations
take place before inaugurating the partnership. Those conversations have, as we said,
several purposes. We repeat them here because they are so important in setting the
tone and laying the groundwork for the rest of the partners’ work:

o  Prepartnership conversations provide information about how needs in the
community are perceived. Talking with others about the problem that’s been identified
serves as an informal needs assessment. It may, as we recommend in this section, be
supplemented by more formal needs assessment.

e Preparmership conversations give insight into the context in which the proposed
partnership will operate. This contextual analysis includes analyzing: past efforts at
innovation, existing relationships among potential partners, the nature of accountability
for the participating organizations, and the economic and social environment. More
partnerships attend to substantive needs assessment than they do to the contextual
analysis. We believe both are equally important.

In this section, we suggest issues to be addressed in the analysis of the substantive
needs and context of 2 given community. Continually monitoring needs and contexts to
find out if the partnership and the activities it sponsors continue to “fit” the community
is necessary. Prior to the partnership and at its start, planning should focus on
initiation. However, mechanisms should be in place that support strategic and adaptive
planning, based on monitoring the context and evaluating the partnership and its
activities.

The point is significant: Strategic and adaptive planning occurs
througbout the life of a partnersbhip. At the beginning, the partnership meets
substantive needs and fits the organizational and social context. After the partnership is
under way, sufficient feedback mechanisms must be in place so participants know how
well structures and activities are working.

Few, if any, partnerships get it right the first time. Success does not depend on
the perfect design. It depends primarily on how well partners respond to information
they receive about how the partnership is doing, Evaluation is the common method of
getting information about partnership activities. Successful partnerships have an
evaluation that allows for adaptations of activities as it develops.
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In cases in which good
feelings about past efforts
exist, present the partner-
ship as an extension of,
rather than a replacement
for, those efforts. This way
plays to the positive feelings
and doesn’t leave partici-
pants with a sense that
earlier hard and successful
work is not valued and is
being abandoned.

Who Should Be Involved in Analyzing Local Context?
Involve ali potential participants in the research and analysis of the context.

Why? To accomplish three things. First, all perspectives will be represented in the
discussions. For example, one issue that must be considered is the extent to which
organizations can operate freely within the partnership. Organizations are frequently
limited in what they can do, but those limits aren’t usually known to outsiders. Involv-
ing all players facilitates shared understanding of limits on individual action and
accommodating existing limitations into partnership expectations. Second, involving
all partners and representative workers and clients helps develop mutually supportive
understanding of the roles and relationships—and the reasons for them—that are
designed into the partnership. Finally, such involvement helps build ownership of the
partnership among participants.

What is involved in analyzing the context? Understanding the legacy of past
efforts to improve education, existing (or past) relationships among partner organiza-
tions, the social and economic environment, and limits to action. The analysis should
result in a partnership that works within existing constraints while simultaneously
challenging them.

Is it important To Understand the Lega
Wiy of Pgst Improvement Efforts? gary

Every community and organization has a history of past efforts at improvement. This
baclkground of past undertakings, struggles, successes, and sometimes failures leaves a
legacy partners must deal with. If the community has successfully implemented other
special programs, there is likely to be enthusiasm about the proposed partnership.
Abternatively, some people feel burnt by past efforts, which seem to have yielded litde.
Impressions and perceptions that remain, whether positive or negative, affect how
participants will view the proposed partnership.

Understand that legacy and build upon it. In cases in which good feelings about
past efforts exist, present the partnership as an extension of, rzther than a replacement
for, those efforts. This way plays to the positive feelings and doesn’* leave participants
with a sense that earlier hard and successful work is not valued and is being aban-
doned.

In one partnership we studied, the parinership was
organized with a vision of “21st-century’’ education. However,
the school district bad already begun implementing a nation-
ally recognized and popular staff development program. Teach-
ers were angry at the abendonment of a program in which they
bad invested much energy. Consequently, their involvement in
the partnership was reluctant at best.

Ins contrast, another OERI partnership, also aimed at funda-
mental change in bow teachers and students interacted, built
existing programs into the new one. Teachers at the bigh school
bad been involved for two years in a collaborative rural bu-
manities project that linked schools and institutions of bigher
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education throughout the state. That project became a compo-
nent in the technology thrust of the new parinership. The new
Dpartnership also included some fairly new vocational courses
while simultaneously creating additional courses. The result of
using the partnership as an umbrella for related innovations
was that there is a corps of knowledgeable and enthusiastic
teachers who now train and support others.

As the examples indicate, positive effects of prior innovation can present either a
barrier or 2 boost to a partnership. The difference lies in how the partnership uses the
feelings generated by earlier efforts. In the first case, the partners ignored its existence
and confronted a barrier. In the second, the partnership co-opted previous innova-
tions. As a result, the partnership began with teachers feeling good about the new
venture. They believed their earlier efforts helped pave the way for the new partner-
ship, which, in fact, was true. They also were able to use the knowledge and skills
they'd gained in new ways within the partnership structure.

But what if earlier innovations were unsuccessful or left negative feelings about
innovation? One partnership confronted this situation.

The local school personnel bad been involved in a success-
Jul community involvement program that became a model for
the nation. About three years before the partnership began, the
Joundation supporting the program withdrew funds. This left
cynicism about programs begun “outside” the schools. The
Dartners made a particular effort to work closely with teachers
and administrators at the school level, included funds for
curriculum development paid directly to teachers, and allowed
much flexibility in program development. The strategy was to
invest directly in the skills of teachers. The leadership made the
case that the partnersbip provided resources that wouldn't be
lost because the investment was in staff talens. The result was
teachers wbho, while remaining cynical, were willing to partici-
Date because they saw immediate benefits. The pasriners,
however, should realize that continued teacher participation
will require lots of support.

Negative residue from earlier innovations requires a convincing case that this
partnership is different. One way of addressing cynicism is to state openly the reasons
the earlier effort failed and to demonstrate what's been learned from the failure. The
message, however, should be positive. It says, in effect: “We understand your feelings
about change. After all, the last change process had particular problems (and list
them). But we're designing a program that avoids those problems by (say how). In
addition, we want you to tell us what you think is needed and how we can help.”
Suggestions must then be acted upon.

As potential participants discuss their innovation history, they should be honest
about feelings and concems. As our examples indicate, successful partnerships adapt
to those feelings rather than suppress them.

Q 36
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Care must be taken so
as not to ignore preexisting
relationships.

What Are Prepartnership Relationships?
Why Are They Imporiant?

PmpaMmshiprdaﬁonslﬁpsrefeerMQgsmMexistamongorganimﬁmmnﬁda-
ing forming a partnershi~ They may help or hinder implementation, depending on the
strength and value of eander ties.

Lhnypmmﬁalpamershipsit&haveahistowofoouabomﬁonmgsdmolsand
other organizations. Few school districts in the country, for example, lack ties between
schools and businesses through such mechanisms as “adopt-a-school” programs.
Smhdy,manyschmlshzvehadtdauonslnpswnhmsmunonsoﬂﬁgheedlmnm
ﬂuoughsmhgaspmcﬁoemdﬁngmforthepmvioepmgtmformple.

If eartier relationships are acknowledged and built upon while creating a new set
of structures and activities, the partnership can extend existing activities. It can inciude
newgroups,pmﬁdemsoumesforparﬁdpanswimplanmtmeauivﬁesmeyd&m
next, and supplement efforts that are outgrowths of the relationships. Using a strategy
of building on what exists tends to ensure some early successes. The eatly successes,
in turn, raise confidence in the ability of the partners to tackle more difficult and longer
term projects.

One
preexisting relationsbips. The new partnership was developed
in a context that was rich with interorganizational arrange-

and the vocational program, private businesses and the voca-
tional program, the local employment service and private
businesses, bealth and buman service agencies, and two local
schools. The new partnership brought all these relationsbips
together. The new relationships, bowever, involved the same
uwmmmmwm“mwmmm
feeling that their tusf bad been invaded. The new parinersbip
also allocated resources to the “old” relationsbips as well as to
new ones. These dyads svere ashed to participate in additional
activities with the potential for systemwide and community-
wide change. For all activities that involved a pair of organiza-
mmmnkﬂmblpsudorgmm”wtolbe
mvgemad,tbepmfmmmﬁdtoindadcawugb
peoplesotbemmid[musdidmtfeeuquausbhg
a party.

Care must be taken 5o as not to ignore preexisting relationships. One partnership
we studied was unsuccessful in its first year because it failed to deal with preexisting
relationships.

This partnership involved training business volunteers to
tutor elementary school students using a particular approach.
Ibeﬁ'stsoboollnwbwbtbewmmmpww
Wﬁrmmmmmmw
Sunding for classroom aides. The principal lihed the earlier
arrangement, swhich the new parinership replaced. She and ber
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teachers used the new volunteers as aides, which they, in turn,
resented. By the end of the first year, neither the business nor
the school remained in the parinership.

Avoid replacing a successful partnership with a new one.

Instead, figure out whether the sucoess is a result of the relationships that have
been established or the program the arrangement sponsors.

Ifit is the former, the new partnership should build upon it by including the same
staff from both organizations in any new activities. In this way, they won't feel dispiaced
and create dissension against the partnership. Including staff members who already
have a relationship across organizations gives  partnership an added benefit. Individu-
als from the organizations know one another. In many cases, some trust has devel-
oped, and it is probably easier to develop joint problem-solving techniques than in
totally new partnerships. .

If the success of the preexisting relationship lies in its program, the program
should be included in the new partnership or, if the program is incompatible with its
godls, it should build a program separate from the earlier one. This “separate-
program” strategy may create resentment. In 2 large community, it's sometimes
possible to have more than one partnership by focusing on a different neighborhiood or
a single program strand, but it is difficult in smaller towns. If at all possible, meet with
members of the other partnership(s) to develop a plan for the new work.

Asecond issue to consider is the feelings of representatives who are already
imvolved when adding new organizations to preexisting relationships. We've all had the
experience of coming into an organization or a social setting in which everybody knows
one another—except us. Feeling like an outsider is uncomfortable. The “experi-
enced” representatives have come to understand each other’s quirks as well as the
reasons the organizations are involved. The new member of the group has to leam it
all quickly. It's easy for distrust to grow under such circumstances. Consequently, ifa
partnership builds on existing relationships, the new members should be introduced
carefully. Two or three new organizations can be simultaneously added. Also, teara
building activities should oocur with the new group. Acknowledging the potential for a
problem and then addressing it demonstrates that the new partnership is sensitive to
the context.

How Can a Partnership Flourish in a Difficult Social
And Economic Setting?

Demographic, social, and economic characteristics may affect a partnership. The,
have a great impact on educational endeavors. The organization, activities, and goals of
the partnership should reflect the needs of the community to be served.

It's important to understand the most significant problems and issues faced by the
community in order to establish a partnership that will improve educational opportuni-
ties. In addition to determining the most important educational problems through the
economic and social conditions in the community, substantive needs assessment
should be analyzed so the partnership fits.

Community analysis can be formal or informal. Formal analysis draws data from a
number of sources. Included is census information about the size of the community,

i s'~ographics, and the economic status of community members. Also included are
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One siccessful approach to
involving racial and ethnic
minorities was to include
representatives of commu-
nity-based and religious
organizations in the
community siudy. This laid
the groundwork for support
when the partnership
began.

data about the schools and the numbers and characteristics of students served.
Attention should be paid to how the characteristics of the school population compare
to the characteristics of the community. Are families with school children 2 small or
large percentage of the community? Are there more or fewer racial or ethnic minori-
ties in the schools than there are in the community? Other data include economic
information about businesses, industries, housing stock, and employment.

Informal community studies also are valuable for building a partnership. The key
is to be sure that all sectors of the community are included. Hold meetings to hear
what residents and employers have to say. Make sure there are meetings throughout
the community so representatives from all areas have access. Seek out the views of
those who don't generally come to meetings. We found that partnerships organized by
the local schools and an umbrella business organization, such as the Chamber of
Commerce, frequently lamented the lack of involvement of minority groups.

One successful approach to involving racial and ethnic
minorities was to include representatives of community-based
and religlous organizations in the community study. Tis laid
the groundwork for support when the parinership began.

Although it is probably easier to develop partnerships in communities with many
resources and high levels of civic involvement, it is possible tc develop successful
partnerships even in areas suffering from depressed economies. Several OERI
partnerships we studied were located in historically disadvantaged areas (i.e., areas
with sustainied patterns of economic decliiie and evidence of the subsequent poverty
associated with such circumstances). Partnerships in such areas are especially
important to developing programs that meet the needs of educationally disadvantaged
and often underserved students. Unfortunately, poor economic conditions in a
community also restrict opportunities such as workplace internships and other
activities that require favorable job markets. Economic distress further curtails
participation and time commitment to volunteer programs because individuals who
might have been available for volunteer work find they have: to work extra hours or a
second job to support themselves and their families.

However, some partnerships were successful in the face of these conditions. One,
for example, relied on community-based educational organizations such as museums
and libraries to provide the types of activities that were in other communities provided

" by volunteers. Another, which included opportunities for students to experience the

realities of the workplace, used business volunteers at the work site as tutors. The
volunteers have become role models. Students occasionally shadow the workers, but
there is no expectation that the time spent at the business will lead to a job. Students
enthusiastically support the program, teachers are pleased with the improved skills of
students, and the business participants maintain faith that when times get better, they
will have a pool of workers ready for the job.

Partnerships can adapt to varied circumstances.
One project exemplified such adapiation in moving from
implementation in an urban setting to implementation in a

rural school district. The original design swas for one business
Dpariner to supply sufficient tutors to a single school. The tutors
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were trained as a group along with the teacbers, thus building
rapport. Further, there were activities at the workplace that
supported the volunteer tutors asd provided feedback and
assistance. In the rural district, bowever, no single business
was large enough to supply sufficient tutors. Consequently, the
Dartners worked with a group of businesses, roninstructional
school personnel, and bigh school students as tutors. The
support structures and activities were adapted to the new
setting.

In part, adapting partnerships to the environment requires common sense. If, for
example, the school involved in a partniership is in a high crime area that volunteers are
reluctant to enter at night, it might be necessary to take the students to the volunteers’
work site or schedule activities for weekends. Or, it may be better for partners to
address the problem itself than to work on purely educational programs. The analysis
of the community and conversations with par'ners will facilitate sharing ideas about
how best to design the program to fit the circumstances.

How Can a Partnership Cope With Limits to Action
In One or Mare Participating Organizations?

Partnerships are affected by the rules and procedures that exist within the participating
orgznizations. These mechanisms are outside the partnership structure. Partners who
are obligated to go through bureancratic channels outside the partnership to obtain
approval for policy changes or program implementation essential to the partnership
are accountable to external audiences. These limits often are barriers to partnership
development. However, we found that partners are remarkably tolerant of the con-
straints under which their colleagues operate if they understand what constraints
exist. Therefore, all partners should be encouraged to “come clean” about the limits
under which they operate. Once the limits are known, the partnership can either
design a program that can operate successfully within them or a collective strategy for
confronting them.

Why is shared knowledge of organszational limits important? First, we found
when one partner didn't understand the organizational constraints under which others
operated, frustration and increased distrust of the relationship resulted. One partner
would say, in effect, “We decided this. Why can’t you just do it?” And the other
partners would get angry because they, too, found the situation frustrating, but expected
understanding, not criticism, from their colleagues. Second, understanding the limits
provides the opportunity for partners to work together to change the organizational
environment while addressing specific problems. Conceptually, partnerships that
begin, for example, by focusing on curriculum change and run into problems with
district and state rules about curriculum will move to a more systemic approach. And,
indeed, we found at least one partnership that developed shared understanding of the
constraints and began to work to address the systemic reasons for them. In another
case, the partners said, in effect, “How can we help you deal with your limits?" This
built the needed collegial spirit. Third, and probably most important, when partners
know the limits on each other’s activities, the program design can adjust timelines to
accommeodate them. As 2 result, partners won't feel something is happening “late” and

40

33




How can tolerance of each other’s situation be strengthened? When partners
understand that limits exist in most organizations and aren’t confined to 2 single
partner, they are more tolerant. In early partnership meetings, it is helpful for all
partners to reveal the constraints in their organization. The following provides
information about various sources of accountability. It is to be used as 2 springboard
for analyzing the local constraints and 2s 2 source of ideas of dealing with them.

What are the sources of organizational limits? First, school burezucracies
sometimes require partners to reoeive approval for action on many matters. From the
bureaucratic perspective, the mechanisms ensure that actions are in line with legal and
grant requirements. In some OERI partnerships, the time needed for approval made
action difficult. For example, partners could not schedule needed training in response
to classroom observations. However, if, in contrast, the partnership is designed with
knowledge of the difficulty of scheduling training, partners could have planned an in-
service at specified times and left the content open.

In other partnerships, the negotiated agreement with professional staff limited the
times and places for meetings refated to partnership activities. Again, partnerships
aware of such constraints at the outset were able to schedule needed meetings.

For example, the director of one partnership made regular
visits to each participating organization. He gathered informa-
tion ana informally polled representatives about key issues. The
infrequent meetings, then, were efficiently run, addressing only
decision items. As a result, all partners were satisfied that they
bad input on important matters and the infrequent meetings of
the group were not regarded as a problem to the partnership.

Parallel limits exist in social service agencies and business burezucracies. In one
OERI partnership, for example, the participating business did not approve a set of
activities because its policy was to charge for particular types of training. In other
businesses, employees must provide all volunteer services on their own time. Social
service agencies frequently have constraints stemming from their requirement to
protect the privacy of clients. - )

Bureaucratic constraints, although frequently justifiable from one perspective, can
limit partnership activities. Designing partnership activities to operate within the
coiistraints is one way t0 address the problem. Or, as did some partnerships,
constraints may be challenged strategically.

One parinership sponsored an alternative school for bigh
school dropouts and runaway youtb. By combining the influ-
ence of committed school staff, social service agency staff, some
businesses, and others in the community, the bartnersbip
gained school system agreement to adfusiments in the atien-
dance requirements. Anotber convinced a business
to provide matched release time so volunteers did not use up
vacation and personal leave bours to participate in the pro-
gram. The time involved in training for the volunteer work was
release time because the partners demonstrated that the train-
ing would bave immediate positive effects on the volunteers in
their supervisory roles.
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The limits should not be accepted as permanent, but neither should a partnership
be designed that pretends constraints do not exist. Also, it should not be assumed that
all accountability mechanisms are bad or should be abolished. During the planning
process, potential partners should talk about the limits in their organizations and
develop strategies for addressing them. Open and bonest communication, even
about difficult matters, makes it easier to deal with external constraints than ignoring
their existence, which inevitably leads to frustration and frequently to distrust.

Any partner can encourage openness by modeling the behavior. Ask one another
about constraints that may get in the way of particular activities the partnership
considers sponsoring. If some partners are not open about their constraints and
attemnpts to get them to be honest don’t succeed, the partnership is doomed.

What Approaches Work for Deciding on the Content
Of Partnership Activities?

Successful partnerships begin with some general, and shared, sense that there is a
problem. At this point the problem is defined very broadly. To focus partnership
activities, potential partners identify the prevalent needs of the community, region, or
district in which they function. Such substantive needs assessments can be formal or
informal. They can involve original data collection through community surveys or
focus groups, or they can rely on already existing data, including national reports and
information about student achievement and postsecondary success.

The partnerships carried out formal assessments. These included examination of
national research on middle school students’ loss of interest in math and science and a
study commissioned by the Chamber of Commerce identifying deficiencies in the local
education that hampered economic development. Partnerships also used less formal
methods, such as meetings between the school superintendent and representatives of
scientific industries, hearings held by community-based organizations, and the advo-
cacy of a business leader who brought his concerns to a variety of organizations.

In principle, needs assessments are used to identify the key substantive issues for
the partnership to address. And, indeed, successful partnerships tend to address
critical needs. However, moving from the needs assessment to program development
requires pulling together all the information about the community discussed previously.
Partniers should work together as potential participants to design a program that will
both meet the substantive needs identified through the local needs assessment and be
successful in the local context.

Some OFRI-funded partnerships, for example, decided to implement small
programs, which they felt would not demand more of pasticipating organizations than
they were able to give, while others encompassed multiple activities. The general
problem of preparing students for the workplace translated in some places to small-
scale mentorship and job-shadowing programs and in others into systemwide effozts to
reform curriculum and instruction and integrate technical and general education.
Similarly, efforts to integrate technology into classrooms ranged from starting small,
adding a grade or subject area each year, to schoolwide projects that inciuded multiple
curriculum areas. Success depends on the fit of the activities to the community.

In moving from the general needs to specific activities, it's important to keep clear
about the reason for the activities. There can seem to be a big leap between such needs
as “to prepare students for the 21.. century workplace” and a job-shadowing program.
™ @ “pants, including students and their parents, should receive information and an
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explanation that links the activities to the broad goal. This is an underlying purpose of
the postformation conversations we recommended earlier.

Ideally, educational partnerships reflect consensus about the nature of the
problem and the needs of youth in the community. We found some educational
partnership programs as much driven by the needs and interests of the business
partner or institution of higher education as by the needs of the students. When those
needs and school needs coincided, the partnership was almost guaranteed success.

For example, a bealth careers program was implemented at
a site where one of the principal partners was a bospital that
did not bave suffficient numbers of bealth care workers. The

served students comprebensively, offering counseling

on required bigh school coursework, guest speakers, visits to the
bospital, and volunteer opportunities. Although school person-
nel may not bave identified the need to develop bealth profes-
sionals, they did identify the need to provide students with
career opportunities. Consequently, both pariners and partici-
pants agreed that the project is addressing a critical need.
Given the economic conditions in the community, local students
would bave few chances of succeeding without external initia-
tives like those of the Educational Partnersbips Program.

Less happy stories come when partners in the business or higher education
communities identified 2 problem that school people did not believe existed.

One example comes from an economically depressed com-
munily in which a key business person and the local usiversity
began a partnership that focused on developing a kindergarien
through 12th grade “bigh-tech” instructional environment.
School people resisted the reforms, and little progress was
made. Does this mean that parinerships can never address
problems identified outside the schools? Clearly nol. But it
does mean that needs assessments should gather information
about botw the program will be received in the schools, and the

should use thas information to design the
postformation communication and the type and amount of
assistance given within the schoois.

Why Is Evaluation Important?

Evaluation matters because partnership design is not enough. Partnerships are unlikely
to be perfect at the start. Despite the best efforts at openness, for example, a participant
may not share information about constraints. Designs also may fail because circum-
stances change (e.g., the local branch of  key partner responding to changed policies
of the national company). Or the needs assessment may have unwittingly overlocked




some information. Whatever the reason, partnerships, like other innovations, must
continuously monitor and reassess their effectiveness, Evaluation serves to provide
information to partners that facilitates such continuous assessment.

Many people and organizations try to avoid problems. In contrast, successful
partnerships are “problem finders.” That is, they constantly seek information that
allows early identification of potential problems and take action immediately to address
those problems. Evaluation in this light is 2 management tool.

How should evaluation be carried out? At the start, partnerships should
establish evaluation systems. The systems should include information about the
numbers of participants. It also should seek regular feedback about the perceived
value of the program.

One partnership that sponsored visiting scientists in the
classrooms, for example, sent teachers who used the services an
evaluation form after each scientist’s visit. Teachers reported
that the level and tone of the scientists’ presentations fre-
quently were inappropriate for the grade level visited. The
Dartners used the information to develop “coaching” sessions
with the scientists—wben the scientist is contacted, a pariner-
sbip staff member works with ber or bim to develop the presen-
tation. Over time, the parinership bas developed a data base of
sclentists and topics that allows efficient matcbing of the
Dperson and the class. Without the feedback, the partnership
would bave been left wondering why teachers were not asking
scientists to visit. With feedback, an activity that was failing
bas become a success.

Seek feedback about the partnership organization and how partners feel about the
relationships that are developing as well as about specific activities. While feedback
about activities may be collected by partners themselves, generally feedback about the
partnership itself should either be part of regular public meetings or be collected by a
neutral party. Some partnerships use both procedures, making analysis of the partmer-
ship a periodic agenda item that includes an external evaluation of partners’ concerns
and positive feelings.

A process should be implemented in which the impact of the partnership can be
assessed. The timing of data collection and reporting with regard to impact will vary
depending on the activity. Some activities are designed to have fairly quick impact;
others, such as programs to increase employability or knowledge of math and science,
require more time. Partners need to be careful to assess impact at the appropriate
time. However, prepartnership data should be collected at the start, and there should
be agreement as to the evaluation purpose and design. Outcome indicators should be
decided on early, and the data collection schedule widely shared so there are no
surprises to partners. Information about impact can be used to generate additional
external funding by demonstrating the success of the partnership to others.

Who should perform the evaluation? The 2valuator can come from a partner
organization as an in-kind contribution of one partner or can be hired on contract.

If the evaluation is an in-kind contribution, other partners may distrust the
objectivity of the work. Also, the evaluation might be an add-on to existing duties.
However, partners are assured that the “donated” evaluator is loyal to a partner and
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Many people and organiza-
tions try to avoid problems.
In contrast, successful

are “problem
finders.” That is, they
constantly seek information
that allows early identifica-

tion of potential problems
and take action

to address those problems.
Evaluation in this lightis a

management tool.

37




A GUIDE

TO DEVELOPING
EDUCATIONAL
PARTNERSHIPS

has some stake in the partnership’s success. With a contributed evaluator, the existing
job description and performance evaluation criteria should be modified to include the
assignment to the partnership.

Contracted evaluators have the advantage of appearing 10 be objective and not
associated with any single partner. The disadvantage of using these contractors is that
they are less likely to have 2 commitment to the partnership and have little stake in its
success. The contract may be one of many they are pursuing, and if it's not large—and
it need not be—they may not be available to provide results in a timely fashion.
Frequent reporting dates should be built in to any evaluation contract. Reports can be
in the form of memos or reports at partnership meetings, but they must occur regu-
latly. One OERI partnership gained much insight from “confidential memos” prepared
by the evaluator whenever important problems arose.

Perhaps the most important message conveyed to the evaluator is to gather honest
feedback about the partnership. The importance of the evaluation in finding problems
needs to be emphasized so the partnership can deal with them, And, when reports
come in, use the opportunity to consider needed changes in the program or the
partnership.

In this section we have argued that successful partnerships do not just happen. In
the early stages, potential partners must engage in a tough-minded and open analysis of
the local context. The context incldes existing relationships, the residue of past efforts
at innovation, the social and economic characteristics of the community, and con-
straints under which partners operate. The analysis and an assessment of the substan-
tive needs of the community served should be used to design the partnership.

However, because circumstances and contexts change and because some things
work and others do not, the partnership should put in place an evaluation system that
continuously replicates the original analysis. The system also should collect informa-
tion about progress and feefings. Finally, the evaluation design should include methods
of assessing the impact of the partnership.
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SECTION V

WHAT HAPPENS WHEN THINGS GO WRONG?

Successful partnerships acknowledge and confront problems, using them as
- the opportunity to build relationships among partners.

One reason we can't give a checklist for starting a partnership in a way that
guarantees success is that there are sure to be unanticipated problems. Even good
plans are challenged by unexpected personnel changes and loss of funds. When these
problems arise early in the history of the partnership, they present major challenges to
an operation. The good news is that successfully dealing with them strengthens the
partnership beyond what seemed possible.

Most partnerships face challenges in their early days, and some are able to rise to
meet them while others are not. The difference, we found, lies not in the difficulty of
the problem, but in the approach to solving it. A number of partnerships we studied
experienced major personnel changes or losses of organizational involvement. The
process used to replace the people or organizations who left actually strengthened the
partnership in two cases. In addition, almost all partnerships suffered from the
economic downturn. Some approached budget cuts productively; others, less so.

How Can Negative Effects of Personnel Changes
Be Lessened?

Loss of key personnel or participating organizations is likely to have 2 negative effect on
partnerships whenever they occur. When they happen before the partnership has
gelled and activities are under way, they can devastate the enterprise. Personnel change
can happen for two reasons. First, there may be changes beyond the control of the
partnership, including death, unexpected career opportunities, and economic prob-
lems. Second, the partners may make a mistake and hire individuals who aren’t able to
perform. We saw examples of both kinds of problems.

How can partnerships cope with personnel changes that are beyond their
control? When key personnel leave for reasons beyond partners’ control, it can be an
opportunity to cement partnership relations. Such personnel changes are unlikely to
result in lots of blzming among partners so the position should be filled as soon as
possible. The partnership steering committee or board of directors can generate a
process that has the partnership acting in concert. Subcommittees should be ap-
pointed for each task, with all organizations represented, rather than, for example,
dividing tasks among organizations, with one responsible for recruitment, another for
screening. In this way, partners will work on a common task and build the relationship
while simuitaneously solving the problem they confront.

We recommend this approach because of the contrasting experience of how two
partnerships dealt with the problem of personnel loss.

One experienced multiple losses through the doath of the

superintendent, who initiated the partnership; the bankruptcy

of the key business involved; and the decision of another

initiator of the partnership, who also soas the university liaison

and project manager, to accept an overseas position. In an-
superintendent

other, the retired and the hey staff member who
Elil‘crbepamnblpleﬁtojobbm #n a private consuiting
e S8

IToxt Provided by ERI
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A GPING The contrast of how each partnership dealt with the losses illustrates differences
EDUCATIONAL between successfully addressing problems and failing to do so.

PARTNERSHIPS

The first parinersbip, wobich lost most of its leadership,
minlainedtbepmﬁmsblpplmmingmmﬁﬂeeabadmb-
lisbed prior to forming the parinership. Its structure, although
1ot its membership, remained stable. Furtber, both school
district and universicy staff members were replaced on the
committee. The commiiment to using partnership resources to
serve students remained strong. Replacement of key project
staﬂ;mmamauofmmmmw
misionofpm-tnersbipgoalsmad&medtbrwgbtbe
commitiee and in the partner organizations. The planning
commitiee actively recruited new business pariners. Issues of
pmgmfmmrmhwdhymofmklpaﬂs,wab
scboolpemmlpkybngapmﬂmh‘lystmngmk.m
tbevisionbassbiﬁed,mdisminldmwitbalmdymk-
mented district activities, tbe commitment to partnership bas
not changed.

We referred to this project as a “Phoenix " project because it seems to have risen
from ashes—although in somewhat altered form.

bxatlsetbe;cboolbwrdwasnkmttomowfonwdwaa
new superiniendent was bired. The board believed the new

should shape the program, which meant that be
or she should bire a project manager. Although the partnersbip
grwctwasmei»edm&ptember,tba'ewasnopaﬁnelsblp
activity until January. The business representasives who bad
commitied themselves to the partnership remained supportive,
but, when called upon to implement proposed activities, were
reluctant to do so. It seems they lost the vision during the long
lag in action.

Despite the lost year, bowever, the new project director was
able to generate sufficient support to begin activities.

Although it s too early to tell whether the original vision can be retrieved, the
pmieadmmmmanimpomfaa—evmpmblunsﬁntseandmsmﬁngmnbe
successfully addressed.

The two examples teach the following lessons. First, partnerships can weather
their problems if the partnership remains active. Although both partners faced multiple
pmblans,memwgemonewasdmmepamelslﬁpmamblemﬁty. In the other,
the message was that the partnership was an arm of the school district. Loss of
business commitment was, therefore, not unexpected. Second, even when there is o
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one with the title of partnership manager (or project director), someone must attend to
nurturing relationships. In the “Phoenix” project, the problems became part of the
conversation among partnership participants. In the other, all issues were postponed
until 2 future date. Third, the planning group in the first example decided to participate
in some school-based activities already under way. This kept the partnership in the
public eye. In contrast, four months of inactivity in the second district allowed potential
participants to forget their commitments, and there was no vehicle for reminding them.

What bappens when personnel changes result from mistakes in biring? In this
case, the problem is greater than if the person simply moved on. There will be anger
and blaring among partners. Partners should analyze why there was a mistake: Was
the problem in the job description? In the search procedures? In the interview
process? Swift movement from blaming to analysis is urged, along with involving all
partners in the analysis. The goal is to recommend a procedure that will remedy
problems and ensure success. The procedure should be accepted by all partners and
then implemented.

Although our recommendations will lead to a longer timeline for replacing the staff
member, the sacrifice is worthwhile as judged by the success of one OERI partnership.

In it, a staff member responsible for carrying out a critical
partnership activity presented problems. His obstructionist
attitude and irregular performance led the oversight commilttee
to ask for bis resignation. Although partners recognized the
difficulties created by the bebavicr, they did not agree on bow
to bandle the situation, particularly because the individual bad
beer; recommended by a pariner. The request for bis resigna-
tion created some friction among partners. However, partners
viewed the process of searching for a replacement as an oppor-
tunity to relieve some of the tensions. They saw the search as a
chance to develop a problem-solving process for the pariner-
ship. Partners collaboratively decided upon the membership of
the search committee and the procedsres for searching and
screening. Perbaps mast important, the pariner most closely
allied with the former employee served on the committee. The
procedures called for unanimous agreement on the replace-
ment. Several postings were required before the position was
filled by someone all parties could agree upon, but consensus
was considered so important that it outweighed inconvenience
caused by the delay. In the process, all partners focused their
expectations, came to understand their differing perspectives,
and developed a model for solving otber problems. The posi-
tion is now filled by someone who is carrying out activities to
everyone’s satisfaction, and project objectives are being met.

The lesson from this example is clear: Facing a problem is good for the partner-
ship, even if it creates tensions. Tensions addressed directly, within the structure of the
partnership, advance the problem-solving processes and provide opportunities for
opposing viewpoints 10 be expressed and resolved. In this case, it probably would have
been more efficient to ignore what seemed to be a minority viewpoint that supported
*4*~ninated employee. Inclusion, howewer, led to hiring an appropriate person,

13 41




A GUIDE

TO DEVELOPING
EDUCATIONAL
PARTNERSHIPS

Other partnerships elimi-
nated or diminished com-
ponents without the back-
lash experienced in the two
cited examples. No success-
ful partnership, however,
eliminated assistance at the
activity level. With that
exception, the issue was not
s0 much that activities were
eliminated or reduced, but
how the decision was made.
Partners shouldn’t be
allowed to decide unilater-
ally what to eliminate or
decrease. Rather, the
decision about how to deal
with the decrease in funds is
a collective one.

albeit later than anticipated, more important for greater commitment from a once-
disgruntled partner.

How Can Partnerships Survive the Loss of Funds?

Partnerships need funds to operate. The funds can be in the form of donated time or
direct cash payments. The partmerships we studied all received federal funds as well as
cash and/or time from partners. As the federal contribution declined, as planned,
partnerships accommodated the change in both productive and nonproductive ways.
Below we discuss successful ways to address the problem because even nonfederally
funded partnerships are likely to experience funding problems along the way.

Loss of funds, for whatever reason, means loss of activities. Partnerships should
plan activities so some can be moved from the partnership budget to the institutional
budgets. Also, multiple sources of funds should be sought so the loss of one funder
isn't devastating. If, despite all efforts, funds are lost, there are ways of dealing with the
loss. Some of these ways are better than others.

The least productive way to deal with loss of funds was exempiified by two
projects, both of which eliminated or decreased a set of activities.

In one case, university support for assistance to teachers as
they changed their instructional approaches and incorporated
technology was lessened. In the otber, a curriculum develop-
ment component was eliminated. Both decisions left school-
based participants, and the partner representing them, dis-
mayed. And, the decisions bad a negative effect on implementa-
tion.

Technical assistance is important to implementation. Perhaps more important, the
participating teachers had requested more assistance, and they received less. A sense
of betrayal resulted.

The decision to drop the curriculum development component had less effect on
program implementation but also was made unilateraily. The partner who was
supposed to develop curriculum was not really prepared to do so. The decrease in
funds provided a reason for eliminating the component, which would have required
more changes within the partner organization than it was prepared to make. The
school district partner read the elimination as the partnership “doing to” the schools,
but not to other partners.

Other partnerships eliminated or diminished components without the backlash
experienced in the two cited examples. No successful partnership, however, eliminated
assistance at the activity level. With that exception, the issue was not so much that
activities were eliminated or reduced, but how the decision was made. Partners
shouldn’t be allowed to decide unilaterally what to eliminate or decrease. Rather, the
decision about how to deal with the decrease in funds is 2 collective one.
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One parinership, aimed at changing curriculum and
instruction through the application of technology, originally
planned to implement the approach by adding a grade level
each year and baving teachers belp teachers. By the end of the
Jirst year, the teachers requested more assistance. The pariner-
ship was unable to fund more assistance, and, indeed, faced
decreasing the amount of assistance that would be made
available. Discussion among the pariners led them to decide to
slow down the development process. Each teacher could, there-
Jore, receive more assistance as requested, but fewer teachers
would be involved.

Assistance is, of course, an issue, but more important is that the decision was not
unilateral and took the feelings of partners into account.

All partnerships confront problems. Particularly in the early days of partnership
activity, some probloms are difficult challenges. How the challenges are dealt with as
the partnership begins sets the tone for future endeavors.

Two approaches to problems characterize successful partnerships. First,
confront problems. Do not awid them. Second, use the problem-solving process to
create greater understanding and trust among partners. Few decisions are unilateral,
and when they are, when solo action is imperative, take care to check out the decision
with other partners. Identify those most likely to oppose a particular decision and
include them in the process so decisions engender support from all participating
organizations. Finally, pay attention to both process and content and be willing to
sacrifice “efficiency” for building the partnership.

43




SECTION V]

WILL THE EFFORT BE WORTHWHILE?

Successful partnerships advance educational improvement and create
opportunities for participants to grow.

We have argued in this guide that partnerships are not the answer to every
educational problem and concern. Even when they are appropriate, they require lots
of work. At the start, the effort may seem difficult than the yield, but when developed
effectively, we believe partnerships are a major force for reforming education and
providing participants with opportunities for professional growth.

. Parterships, by linking schools with other organizations, give students opportuni-
ties that they otherwise would not have. For students in school-to-work transition
" programs, the chance to shadow a worker or have an internship can make academic
subjects meaningful. To many people, math is more interesting when applied in 2
manufacturing problem than it is in the classroom, and the increased interest results in
greater motivation and learning. When schools are linked with social service agencies
in a partnership, students and their families are able to benefit greatly. And partner-
ships that provide resources to transform the classroom so it encourages student
intellectual and social development have had profound effects on both teachers and
students.

The opportunities for professional growth are gmt, to0. We've met teachers who
say, “I can never work the old way again,” and business representatives who believe
their participation in partnership activities made them better supervisors. One even
said she'd quit her job if the opportunity to work in schools went away.

Those success stories demonstrate the potential value of partnerships. They also
provide motivation to work through problems. No one can determine whether 2
partnership is appropriate for a given setting except those people in the setting. No one
can determine whether the problems are worthwhile except the people who experi-
ence them.

We end with the following messages:

There is no single partnership structure nor are there particular goals
associated with successful educational partnerships, but there are promis-
ing examples. Structure and goals must fit the context. Information must
be openly shared to ensure that they do.

Every individual, organization, and partnership faces problems and
makes mistakes. The way in which these problems and mistakes are dealt
with is more important than what they are.

Partnerships can enhance educational opportunities for students and
provide teachers and business representatives with the chance to grow. The
challenges are stimulating and the outcomes rewarding.

ol

The opportunities for
professional growth are
great, too. We've met
teachers who say, “I can
never work the old way
again,” and business repre-
sentatives who believe their
in
activities made them better
supervisors. One even said
she’d quit her job if the
opportunity to work in
schools went away.

There is no single partner-
shlpsu-ucmrenorarelhem

with successful educational
partnerships. Structure
and goals must fit the
context. Information must
be openly shared to ensure
that they do.

Every individual, otganiza-
tion, and partnership faces
problems and makes
mistakes. The way in which
these problems and mis-
takes are dealt with is
more important than

what they are.
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Appendix

Educational Partnerships Program Directory

Mike Gumbieton

Project AVA. L.
Anchorage School District
425 G Street

Anchorage, AK 99501
(907) 276-2557

FAX 258-0527

Victor Rubin

Partnerships for Educational Excelience in the
Oakland Public Schools

University of California at Berkeley

Forum ¢/o IURD

316 Wurster Hall

Berkeley, CA 94720

{510) 643-9103

FAX 642-0908

Lynne Vaughan

Project C.HAM.P.S.

Napa Vatiey Unified Schoot District
2524 Jeiferson Street

Napa, CA 94558

(707) 253-3506

FAX 253-3855

Dave Balnis/Alan Weisherg
Pasadena Graphic Arts Academy Expansion and
Demonstration Project
Pasadena Unified School District
351 South Hudson Avenue
Pasadena, CA 91109
. (818) 568-4517; (916) 265-5671
FAX (818) 795-1191; (916) 265-3271

Deborah Alvarez-Rodriguez
Center for Collaborative Change
1351 42nd Avenue

San Francisco, CA 94122

(415) 681-0142

FAX 564-8016

Laurel Adler

Los Angeles Area Business/Education Partnership
Cooperative

East San Gabriel Valley Regional Occupational
Program

1024 West Workman Avenue

West Covina, CA 91790

(818) 960-3625

FAX 814-8910

James Hubbard

Ths Visiting Scientists Program
Colorado Alliance for Science
University of Colorado

Campus Box 456

Boulder, CO 80309-0456

O 192-6392 o
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Michael A. Gallo

improving Academic Instruction Through
Compretensive Coliaboration

Fiorida institute of Technology

150 West University Boulevard

Meiboumne, L 32901

(407) 768-8000 ext. 7551

FAX 984-8461

Pete Kreis

Taylor Compact Partnership

Florida Department of Education

Office of Business & Citizen Partnerships
126 Florida Education Center
Tallahassee, FL 32399-0400

(904) 488-8385

FAX 487-1889

Jerri Notris Brooks

Corporate Coaches for Career Development
Georgia Business Forum, Inc.

84 Peachtree Gtreet NW - Suite 404
Atlanta, GA 30303

(404) 659-7635

FAX 659-9998

Linda Griffith
Math/Science/Technology Network
Jefferson County Public Schools
P.0. Box 34020

Louisville, KY 40232-4020

(502) 473-3000

FAX 473-3634

Martha Redding

Masterminding: Partners in Learning and Using
Mathematics and Science

Boston Partners in Education, Inc.

145 South Street

Boston, MA 02111

(617) 451-6145

FAX 695-9844

Barbara Duffy

MY TURN, Inc.
(Massachuesettes Youth Teenage Unemployment
Reduction Network)

43 Crescent Street

Brockton, MA 02401

(508) 580-7543

FAX 588-1129

John Austin

Teaming for Excelience

BOG Flint Automotive Division
902 East Hamilton

Flint, MI 48550-1890

(313) 236-9316

FAX 236-9925




David Doherty

Tune in Math and Science (TIMS)

GMI Engineering and Management Institute
1700 W. Third Avenue

Flint, M| 48504-4898

(313) 762-9869

FAX 762-9755

Linda McKay

Personal Responsibility Education Program (PREP)
The Network of Educational Development

13157 Olive Spur Rd.

St. Louis, MO 63141

(314) 576-3535 ext. 130

FAX 576-4996

Randy Schmailzi

Omaha Job Clearinghouse: A Schoot to Work
Transition Program for Forgotten Haif Youth

Metropolitan Community College

College Support Services

P.0.Box 3777

Omaha, NE 68103-0777

(402) 449-8418

FAX 449-8334

Howard Kimmel

A Partnership for Science and Math Learning in
Urban Middle Schools

New Jersey Institute for Technology

323 Martin Luther King Bivd.

Newark, NJ 07102

(201) 596-3574

FAX 642-1847

Toni L. Martorelll

Albuquergue Educational Partnership Program
Albuquerque Public Schools

725 University Blvd., SE

Albuquerque, NM 87106

(505) 842-4696

FAX 842-4595

Joan Bartolomeo

Brooklyn School/Business Alliance Project
Brooklyn Economic Corp.

30 Flatbush Avenue, 4th Floor

Brooklyn, NY 11217-1197

(718) 522-4600

FAX 797-9286

Heidi Ludwig

The Interactive Learning Environment Project
NYC Board of Education

Community School District #18

755 East 100th Street

Brooklyn, NY 11236

{(713) 927-5100

FAX 927-5106

) ’ 54

49




Boverly Shakies

Cooperative Alliance for Gifted Education
Kent State University

404 White Hall

Kent, OH 44242

(216) 672-2580

FAX 672-3407

Susan Till

Success 2000: An Educational Partnership for
Restructuring Schools to Educate, Motivate and
Train a Future Workforce

Orangeburg County School District #5

578 Ellis Avenue

Orangeburg, SC 29115

(803) 533-7964

FAX 533-7940

Josephine Hartman

Educational Partnership Program
Meade 46-1 School District
1230 Douglas Street

Sturgis, SD 57785

(605) 347-6544

FAX 347-0005

Gordon Plishker

Education for Tomorrow Altiance

Institute for innovative Collaborative Programs
P.0. Box 2448

Sam Houston State University

Huntsville, TX 77341

(409) 294-3692

FAX 294-3622

Richard Tulikangas/Winton Goodrich
Vermont Educational Partnerships Project
Vermont State Department of Education
120 State Street

Montpelier, VT 05602

(802) 828-2756; 223-0603

FAX 828-3140; 229-4531

Maryanne Roesch

Education for the 21st Century
George Mason University
Walnut Hill Center

7423 Camp Alger Avenue

Falls Church, VA 22042

(703) 698-0400

FAX 280-1348

Jimmy Chancey

Commitment to Quality

Virginia Department of Education
Regional Services, 20th Floor
P.0. Box 6-Q

Richmond, VA 23216-2060
(804) 225-2707

FAX 225-2831
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Frances Lorenz

The Team Tutoring Project
Citizens Education Center
310 1st Avenue South #330
Seattle, WA 98104

(206) 624-9955

FAX 621-7030

Evaiuation and Documentation Contractor:

Naida C. Tushnet, Project Director
Director, Center for Policy and Evaluation
Southwest Regional Laboratory (SWRL)
4665 Lampson Avenue

Los Alamitos, CA 90720

(310) 598-7661

FAX 985-9635

Jacqueline P. Danzherger, Subcontract Director
Director, Governance Programs

The Institute for Educational Leadarship (IEL)
1001 Connecticut Avenue NW

Washington, DC 20036

(202) 822-8405

FAX 872-4050

EDUCATIGNAL PARTNERSHIPS PROGRAM

Susan Grugkin, Coordinator

U.S. Department of Education

Office of Educational Research and Improvement (OER!)
555 New Jersey Avenue NW

Washington, DC 20208-5644

(202) 219-2116

FAX 219-2106
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