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collaboration to which collaboratives must be attentive.

First, collaboration unites a number of participants.
This number may be quite large. Additionally, each
collaborating organization may itself have a number of
clients. As a result, communication between the colla-
borative and the participants and their clients may be
guite complex and time consuming, and tends to grow at
a geometric rate.

Secondly, participation in collaboration demands that
the participants share their resources and invest time
and energy. Participants must therefore be willing to
make a commitment for the success of the collaboration.
Reluctant members may not be swept along in the activi-
ties of the collaborative and may slow or stall colla-
borative programming.

Third, collaboration requires the facilitation and coor-
dination of diverse programming and administration
operations. Administrators are therefore required to

be adept at a various number of diverse responsibilities.
At this point in time, there are few administrators with
experience in collaborative management. Most administra-
tors are still learning by trial and error.

Fourth, as with other non-profit organizations, colla-
boratives may become so caught up with organizational

self-maintainance that programming becomes a secondary
function.

Finally, with few defined program boundaries collabora-
tives may encounter problems of territoiality and con-
flict in service and program delivery with other organi-
zations and collaboratives.

The Role of the Collaborative

The collaborative is that special organization which
exists to unite two or more groups in formal cooperation, or
collaboration. The collaborative may exist as an independent
organization of public, private non-profit, or quasi-public
status. Participation in a collaboration is wvoluntary.

Groups may subscribe as full-time dues paying members, or

may participate on an ad hoc program or service basis.


















require the mechanism to extend these collections to a
larger public. As the Museums Collaborative writes,

Current economic realities have forced arts institutions
to depend increasingly on public rather than private
bases of support. This increasing public subsidy has
been accompanied by democratic demands that the cultural
institutions substantially broaden the audience they
serve, expand and improve their educational functions,
and demonstrate their accountability to the public by
providing evidence of impact on a wide cross-section of
citizens. To address these mandates, cultural institu-
tions need to bring the range of people they reach into
parity with the amount of public subsidy they request,

and effort which requires the review of previous policies,

and the design of new ways to involve people who, in the
past, have not been part of the arts audiences.?

Thus, the cultural agencies have three general needs: to
broaden clientele, to increase program and operational fund-
ing, to promote institutional growth and development.
Schools have been experiencing diverse, and some-
times contradictory, pressures to increase the quality and
guantity of education. For example, recent federal legisla-
tion and state regulations have affirmed the equality of
educational opportunity to minority, handicapped, and non-
English speaking children (Chapters 636, 766, respectively).
Additional pressures have called for increased public parti-
cipation in school decision-making. Despite these pressures
for social change, curricula has "responded to a new con-
servatism that demands a reemphasis on content and skills.
Today, the mood is to reestablish structure, emphasize
disciplines, hold the line, prepare for SAT's, and combat
grade inflation."ii These pressures tax the school budget

beyond its limits prohibiting innovative changes and creating
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GOVERNING BOARD MEMBERSHIP

The governance is that body which directs the
collaborative's activities. The governing board, whether
designated a board of directors, trustees, supervisors, etc.,
is generally responsible for supervising the establishment of
the collaborative, the setting of collaborative goals and
policy directions; and tﬁe supervision of collaborative
operations. A governing board is organized according to the
legal status of the collaborative. The governing boards of
principally public collaboratives (such as public education
collaboratives) are constituted by public law; the governing
boards of private collaboratives are consituted by by-laws
or letters of incorporation; and the governing boards of
guasi-public collaboratives may be constituted by by-laws
as set within the general prescriptions of a public law.

The board membership and role are both defined with these
legal documents.

As will be illustrated within the following
matrices (see matrices section), the membership of governing
boards is based upon the purpose and exigencies of the
collaborative. For example, the typical brokering collabora-
tive, dedicated to providing support services, tends to have
direct consumers represented on the board in order to be

reflective of client needs; and the private non-profit

1
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Coop's members and participants must not only be members of
the Massachusetts Association of School Business Officials,
but the latter organization is present as a voting member on
MASBO Coop's Board of Directors. Thus, the Massachusetts
Association of Business Officials plays an active role in
shaping MASBO Coop's policies. And MASBO Coop benefits
from this affiliation. The Massachusetts Association of
School Business Officials provides communication and infor-
mation distribution for MASBO Coop between school districts.
All members of the Massachusetts Association of School
Business Officials are familiar with the activities of
MASBO Coop. Not only does this provide advertisement for
MASBO Coop, but MASBO Coop learns of the particular program
and service needs of MASBO, Inc. members. MASBO Coop is
thus able to design programs and services relevant and
particular to school business managers and administrators.
MASBO Coop additionally has members from other professional
associations. As MASBO Coop writes,
It is unique in that it has working relationships with
and may use not only the resources of the memberships
of its parent professional association, but of other
educational and quasi educational organizations, such
as the Massachusetts Business Task Force, who are
dedicated to improving business management and adminis-
tration practices in public education in the Common-
wealth.8
Robert Pritchard, present Executive Director of MASBO Coop,

identifies this affiliation as the key to MASBO Coop's

continued success.?
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Seminars:
- School property damage control
- Chapter 766, Business and Financial Management

- Management training and development

MASBO The purpose and goals of MASBO Coop establish the
Coop
Clients following clients:

Impacted: school managers
(direct business officials
beneficiaries) school administrators
Involved: school adminstrators, managers, district
(in programs/ officials
services) school officials

business and administration experts
Massachusetts Association of School
Business Officials

Concerned: school officials

(with program/ parents, students, teachers

service outcomes) interested community groups
taxpayers

Massachusetts Association of School
Business Officials

MASBO MASBO Coop is primarily a brokering agency which
Coop
Roles has been formed to "promote, facilitate, and implement
wl3

joint ventures and cooperative projects. In this role,
the MASBO Coop's Executive Director and his small staff
develop and coordinate programs and services in response to
member needs and requests using resources of the business
administration community to provide technical assistance,
instruction and technical equipment, in-service training,

continuing education, and subject area programs. In addition,

MASBO Coop initiates and plans programs and services which

-46-








































































Boston and Springfield schools and over three thousand inner city
minority students.

METCO is the largest program of its kind in the country. 2As a
model of collaboration, METCO facilitates cooperative association
between schools, parents and students. METCO is responsible for
coordinating students, recruiting and placing students, busing students
to and from participating suburban schools, and providing supporting
services to students and their schools. The participation of the
students and the suburban schools is voluntary. As with all collabora-
tions, the suburban school systems are sharing their rescurces with
the METCO students to acheive voluntary urban-suburban integration.

The voluntary integration generates shared understandings and communi-
cation between urban and suburban students, teachers and parents;
reduction of feelings of powerlessness and alienation among METCO
students; and a higher level of community for all participants. As
Jean McGuire, Executive Director of METCO, writes:
The METCO program deals with many facets of one aspect in school
integration desired by most people. It does not confront the
institutional and individual practices which perpetuate housing
segregation and economic discrimination. It is the third chapter
of a long book that has yet to be completed, about schools and
citizens which accept graciously their share of the burden for the
elimination of racism they have helped to perpetuate.48

METCO, Inc. has developed a set of guidelines or prerequisites
to an effective collaboration program. Selection of participating
METCO communities will be based on how a cammnity and its school
system has fulfilled or plans to meet the following prerequisites:

1) The Number of Students and Their Placement
A new community should be able and willing to admit at least

eighteen students in its first enrollment (To be cost effective
a bus carries forty-two students). It is desirable to have the
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2)

3)

4)

5)

students placed in consecutive grades. There should be roam for
at least two to four METCO students in each potential classroom.
The rationale for the above requirements have to do with problems
related to transportation arrangements, economic considerations
related to busing, educational planning and overall program
efficiencies, and the orientation required by suburban teachers,
administrators, and other school personnel.

Incorporating Afro-American Studies into School Curricula

It is hoped that all school systems are already well engaged in
the business of integrating their curricula with Afro-American
material and that multi-ethnic and multi-racial texts, trade
books, audio-visual aids, magazines, etc. are available and that
they become an integrated part of courses with units of study.
METCO will never reach its full potential for black or white
youngsters unless African and Afro-American culture, history
and experience are consciously built into the curriculum at all
grade levels and in all disciplines -- social science, history,
science, music and art. Black children and youth must see
themselves in the curriculum.

Non-white Teachers and Administrators

A potential METCO community should show evidence of active and
sincere efforts to recruit teachers and other school profession-
als (counselors, administrators, para-professionals) who are
black. The presence of competent black persomnel is important
for both black and white students.

Host Family Program

Because METCO students travel many miles to attend school, it is
essential that each METCO student have a "home away from home".
In case of emergency (sickness, transportation failure, stormy
weather preventing a return trip to Boston), METCO students
must have a family or families in the community to turn to.

In-service Human Relations Training for Teachers and Administators

All administrators and teachers in a given cammunity should
recognize that they are part of the commumnity culture. We can
not ignore the pressing problems of race relations and its
impact upon all children. There is an urgent need for all
teachers to take every opporunity afforded to became sensitive
toward the problem of black-white relationships and to recognize
the need for promoting a greater understanding of the multi-
ethnicity and culture of minority groups in the greater Boston
area and in our country.

It is the teachers in the METCO-receiving communities who have,

aside from the children themselves, the most day to day, hour
to hour, inwolvement in the program.49
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development (by providing program development and
funding, museum service delivery, and information
dissemination).

- To assist the cultural institutions in reaching a
broader public by sponsoring education programs in
conjunction with public school and community based
organizations.

~ To aid working arts professionals to improve operations
within cultural organizations.107

Major Public Education Programs
Programs &
Services A. The Cultural Voucher Program

The Cultural Voucher Program deserves special note as an
exciting new model for service delivery which accounts
for sixty percent of the Collaborative's 1977 total
budget. This is a comprehensive program designed to
broaden the audience served by the cultural institutions,
and to provide the insitutions with incentives to develop
educational services which respond to the express needs
of a wider public. Through this program, the Museums
Collaborative provides funds in the form of "cultural
vouchers", or certificates of credit, to eligible community
organizations. Community organizations purchase
educational services and programs of their choice and
design from participating cultural institutions with

the cultural vouchers. Cultural institutions, in turn,
who contract with these community organizations to
provide a program or service, redeem these coupons with
the Museums Collaborative. The Museums Collaborative
writes,

the program has had a decided impact on the cultural
institutions involved. For the most part, community
groups have not purchased services with the institu-
tions routinely offered to the public. The program,
therefore, has provided the institution with a basis
for evaluating the effectiveness of their ongoing
educational programs for new audiences, and several

insfégutions have altered their programs according-
ly.

The voucher plan can be best viewed as a general market
mechanism for cooperation that permits the purchase and
design of particular projects specific to organizational
needs. The Collaborative supervises and funds the opera-
tions and facilitates in planning; but the community
organizations and community groups generally shape the
individual project with the assistance of the cultural
voucher liaison located within the cultural institution.

-116-









Involved:

(participants community students museum professionals
in programs/ organizations
services) cultural teachers museum staff
institutions
cultural business and adminis-
institutions tration experts
administrators
and school
officials
Concerned:
(with program/ community parents museum officials
service interests
outcomes) health and wel- teachers private foundations
fare agencies
taxpayers administra~- community interests
tors
school museum consumers
officials
community
interests
taxpayers
Museums The above goals and programs establish four roles

Collaborative
Rolefor the Museums Collaborative:

First, the Museums Collaborative staff develops, plans,
and sponsors programs and services to meet the needs of
museums, schools, and/or community groups. In 1976, the
Collaborative conducted a comprehensive survey of two
hundred and twenty-five New York City museum professionals
on particular needs of museum administration and manage-
ment, educational training and theory. This provided
needs assessment formed the basis for most programs and
services. The planning staff at the Museums Collaborative
is divided into program areas of cultural vouchers and
educational services.

Secondly, the Museums Collaborative staff serves as
program and service brokers, linking existing museum
educational and administrative resources throughout
metropolitan New York to the service needs of the
participating museums and the public.

Third, the Museums Collaborative generates private and
public funds for collaborative operations, programs and
services.

Finally, the Museums Collaborative disseminates informa-
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CONCLUSION

In conclusion, collaboratives display various
structures, roles and programming. As a first step, all
collaboratives must secure agreement among participating
groups on the major goals of the collaboration, must share
resources of and between participants, and must have infor-
mation and communication networks between participant and
participant,fparticipant and collaborative, and collaborative
and participant. Those collaboratives which are of diver-
sified finanéial base, and which have strong communications
networks, are able to support a maximum number of program-
ming operations and confer the greatest number of benefits
to participants and their clients.

Several conclusions can be drawn from the collab-
orative descriptions and matrices in the previous section.
First, the matrices depict collaboratives of four different
purposes. These four purposes define the above collaboratives
principally as vehicles:

- in which parents, faculty, school administrators,
community groups, and other interests cooperate in
planning alternative programs and services;

- in which local school districts or agencies cooperate
to meet the basic and special education needs of their
student populations;

- in which institutions or agencies cooperate in program-

ming designed to improve their internal operations
and service capacity;
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III. Purpose: To develop cooperative programs and services
to improve the capability of personnel to
manage their institutions and to provide
for the growth and development of these
institutions.

Despite their disparate goals, the Metropolitan Cultural Alliance
and MASBO Cooperative Corporation (and to some extent the Museums
Collaborative) seek primarily to provide cooperative and cost-
effective programs and services for the internal operations

of their respective institutions. These collaboratives provide
programs and services which:

~- reduce duplication and increase efficiency
of operations

-- train and develop staff

-- extend outside resources on a cooperative,
cost-effective basis

The structures and operations of these collaboratives are dis-
tinguished by the following common characteristics:

financial base -- membership dues, assessments for
selected programs and services,
private grants, public grants and
contracts, (Museums Collaborative
not a membership association)

board membership--primarily professionals of the agencies
or institutions who are the consumers
of the collaborative services (Museums
Collaborative has a more diversified
board)

role -- principally brokering agencies with
some program planning (Museums Colla-
borative and Alliance provide more
program planning and collaboration
support services such as communications)

accountability -- primarily accountable to own members
(MASBO, Inc. supervises and aids many
operations of MASBO Coop)

programming -- these collaboratives design and offer
one program or service offering per
area of client need in which members
choose to participate or not

The members of these collaboratives have moderate incentives

to participate in programs and services. Some collaborative pro-
grams and services improve ability of members to deliver their
services and programs. Some collaborative programs provide services
not feasible without collaboration. Thus members receive cost-
effective needed programs and services; receive equipment, supplies
and computer services on cooperative basis; receive staff develop-
ment and technical training.
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The Board of Directors is divided into an Executive Committee
and four standing committees of functional responsibility,
including: the Nominating Committee, the Public Information
Committee, the Program Committee, and the Springfield Steering
Committee. The Executive Committee, currently of eight
members, is comprised of the Officers of the Board and the
Chairpersons of the other standing committees. The Executive
Committee meets at least once a month to discuss policy
directions and any administrative or programming difficulties
which may arise. The Executive Committee is elected by the
directors from their numbers, and is vested with the "manage-
ment of the current and ordinary affairs of the corporation."132
The membership of the standing committees is
supplemented by cultural institution and school representa-
tives who are not directors of the Collaborative's Board.
The Nominating Committee, which includes educational, cul-
tural and community leaders from across Massachusetts, meets
to suggest nominees to the Board who would represent the
Board statewide. The Public Information Committee publicizes
and promotes public support for the Cultural Education Act,
primarily. The Program Committee supervises the Boston area
Collaborative programs, particularly the school/cultural
institution programs. And the Springfield Steering Committee,
which is composed of the administrators of all of Springfield's
cultural institutions, the Springfield Schools superintendent,

and the head of School Volunteers, provides technical support
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program.

The program was designed to draw together urban
and suburban children in an innovative and in-
teresting activity. Working in teams, students
mapped and explored through a variety of micro-
worlds in greater Boston, discussing structure,
history and activities... The goal was to reduce
cultural isolation by developing the children's
ability to perceive, cope with and make use of
the extended city, as well as to master informa-
tional, conceptual, and technical mobility
skills. 135

Collaborative Humanities Project

Program Goal: To encourage elementary and secondary
school teachers to strengthen their classroom humani-
ties curricula through the use of museums as primary
resources and to enable the cultural institution
staff to learn more about the educational needs and
concerns of teachers and students.

Program Summary: This three-year interdisciplinary
project brings teams of school teachers together
with museum educators in two-week summer institutes
to develop curriculum materials and classroom acti-
vities which utilize the resources of museums col-
lections and staff members. During the academic
year, museum and school educators continue to meet
together to conduct jointly-developed classroom and
museum-related activities. This program benefits
hundreds of students through the ripple effect.
Teachers who have participated in the program dis-
seminate their new information and curricular skills
to the other teachers in their own and nearby
schools.

TRI-ARTS Program

Program Goal: To provide a multi-dimensional,
racially and ethnically diverse arts experiences for
students in selected ESAA-eligible schools in an
effort to reduce minority isolation and to foster
interracial, crosscultural communications.

Program Summary: This program, administered by the
Massachusetts Council on Arts and Humanities, brings
together the resources of three existing arts and
cultural education agencies in its attempt to pro-
vide a multi~faceted cultural complement to the
curricula of the Boston Public Schools. TRI-ARTS
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provides elementary school children, parents, teachers
with: 1.) exposure to outstanding visual and literary
artists through the Massachusetts Arts and Humanities
Foundation's "Artists in Residence Program"; 2.) re-
duced rate admission through a special voucher program
of ARTS/Boston to a wide range of performing arts
events throughout the city; and 3.) the opportunity

to explore the richness and excitement of Boston's
cultural institutions through in-depth curriculum
programs sponsored by the Cultural Education Colla-
borative. The CEC directs the participation of the
performing arts groups and museums in this new program.

C. Career-Education Training Project *

Program Goal: To develop and demonstrate successful
ways of training education directors of cultural in-
stitutions to conduct career education program.

Program Summary: This year long training project is
designed to assist education directors from selected
Boston and Springfield cultural institutions in de-
veloping career education programs based on the
variety of jobs and careers associated with their own
cultural institutions. Participating directors seek
three outcomes of this project: 1.) to acquire a
broad background on the goals and characteristics of
career education; 2.) to develop with school per-
sornel a career education program; and 3.) to de-
velop a long range plan for their institution's con-
tinued commitment to career education. Career educa-
tion programs will then be offered as educational
services of the cultural institutions to schools in
Massachusetts.

%*
D. Cultural Information Services Project

Program Goal: To make available up-to-date and easily
accessible information on the educational resources
(collections and special happenings) of the cultural
institutions to schools throughout Massachusetts and
so promote the educational potential of the cultural
institutions.

Program Summary: This project seeks to develop a
computer-based information service which will make
up-to-date information on cultural educational re-
sources available to teachers, students, parents, and
libraries throughout the State, Information to be dis-
seminated to subscribing schools and libraries include:
descriptions of exhibits and performances; special
collections; classroom kits; courses for students,
teachers, and parents.

* Project indicates program have not yet run a full, or are in
early pilotting stages





















programming that provides basic skills, yet is developmental
and will hold the student's attention. Additionally, schools
must meet state and federal mandates for increased educa-
tional opportunities for minority and special needs students.
As participants in collaboration, the public schools contri-
bute administration and faculty time, and facilities.
Participating schools may be also required to pay assessments
for selected services. In return, the public schools
collaborate in cost-effective and innovative services and
educational programs which teach basic skills, subject area
curricula, human relations, self-development, and meet
state and federal mandates. As the Cultural Education
Collaborative writes,

Despite the ever spiraling costs of education, the

use of cultural resources can represent a cost savings

to schools; with the cut back in state school con-

struction funds the cultural institutions can serve

as sites and classrooms for instruction. The plane-

tariums, laboratories, museum collections, auditoriums,

and staff expertise can be used by schools rather than

schools expensively duplicating them. The cultural

institutions can also bring their resources to bear

on pressing educational problems such as integration,

special education, and career education. By using

these specialized resources students can learn in

high interest courses designed to meet their basic

educational needs. 139
For example, an evaluation reports that one principal saw
"the program in his school as a demonstration of different
ways and places children can learn important subject matter
-~ surely an opening up of views about schooling that allows
for the active help of the cultural institutions. Another

looked to the programs for actual 'assistance in change'." 140
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in purpose and responsibility. The programs and services
these collaboratives receive are the primary function of
that subscribing institution and would have to be provided
independently without collaboration. The members are there-
fore paying for necessary cost-effective programs and ser-
vices. Clearly, the Cultural Education Collaborative shares
very little in common with characteristics, roles and stra-
tegies of these subscribing membership collaboratives. The
Cultural Education Collaborative unites in collaboration
diverse groups of diverse means in programs and services
which may be additional to the normal programming of the
institution.

Moreover, the Collaborative is philosophically
diametric to these collaboratives. Whereas the subscribing
membership collaboratives seek to internally service a
limited constituency, the Collaborative seeks to extend the
resources of the cultural institutions outward, to as many
educational institutions as possible. To charge membership
assessments, however small, would not only mean pricing out
cultural institutions of little means and discouraging
future clientele, but would not be consistent with the
Collaborative's contextual goals. Thus, charging member-
ship fees is not the best alternative for the Collaborative.
Alternative Two - Program and Service Assessment:

With the exception of the two "planning collabora-
tives", all of the above collaboratives assess participants

for selected programs and services. These assessments also

~168-



go towards the administration and operation of the collabora-
tive. These assessments are charged for on-going services
for central office operations such as staff development,
technical assistance, seminars, and in-service training.
Assessments may take the form of tuition for a continuous
program, an annual subscription for participation in regular
services, or single payment for a seminar or program. More-
over, of the above collaboratives, the Museums Collaborative
has many of the similar goals, roles and operations of the
Collaborative. The Museums Collaborative charges assessments
for seminars, publication and information services, and
continuing professional educational programs. The Museums
Collaborative, however, conducts the educational programming
under the support of grants and contracts.

The Collaborative is increasingly providing suppor-
tive services to cultural institutions and schools, and
should consider assessments for many of these services. The
Collaborative is already planning to charge for subscription
to the computer information service. However, there are
additional areas of supportive services for which the Colla-
borative could charge assessments and not jeopardize or
limit the Collaborative's constituency. These are services
which might be considered important to school or cultural
institution operations. For example, the Collaborative could
charge selected institutions for workshops and seminars.
These payment, however small, might cover the cost of these

services (plus cover some staffing or other administrative
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