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The challenge presented to education in our time is not of
the same dimension or intensity as that which we have faced in
the past. Population has never grown so rapidly nor has human
knowledge expanded so explosively. Never before has there
been so much to be taught to so many. Never before has there
been so much to be learned by the many. If our commitments
to quality and equality of education are to be reaffirmed and
honored, we must make imaginative and creative use of the new
knowledge and the new technology. This requires important
changes. The challenge will not be met nor will our commitments be fulfilled unless these changes are made.

--Lester W. Nelson, "Challenge and Change"
American Education Today

PREFACE

The Ichabod Crane of an earlier day has no counterpart in modern education, but the
colonial schoolmaster whom he caricatured might find an improved carbon copy of himself in
the educational leader of today. At the same time, it is highly probable that the shortcomings
of that early school man may have been less serious relative to the demands of the 1700's than
are the inadequacies of the present educational leader to the crises of the 1960's and 70's.
Dramatic changes in subject matter, in teaching materials, and in school organization as well
as major upheavals in society have multiplied today's problems for public education.
The educational systems of this country serve a society which has, in a sense, become
the victim of its own virtue. Much of the dynamic character of American democracy has stemmed from its social pluralism, yet many of its major problems are rooted in social fragmentation.
However, there is much in the present system that is sound, at least in theory. The geographic diversity of a great land and the cultural multiplicity of a great people hold almost
unlimited potential for the creative enrichment of human life; and within the context of a
system that is many systems, this country has opened the door to greater proportions of children and youth for longer periods of schooling than the world has ever known. At the same
time, the tragic disparities inherent in the existence of many systems continue to deny quality
education to tens of thousands in the face of so-called equalizing formulas and foundation programs at the state level and of increasing intervention at the federal level. Too many school
systems, particularly those in rural and sparsely settled regions, suffer from inadequate financial support--an inadequacy associated with limited human resources; inability to attract personnel from outside the district; too few students to justify, dollarwise, a comprehensive educational program; and unattractive and unstimulating buildings and facilities. Their leaders

at all levels are too frequently trained in the trad

r era, isolated from the stim-

ulation of professional exchange, pressured with demands they are unable to meet, and caught
in the restrictions of outmoded structure. They are likely to find it more comfortable to continue unimaginative routine than to initiate new approaches to instruction.
The management of AEL believes if the Region is to provide its people with adequate
educational opportunities that a different construct of education must be developed. This construct must include factors of local school organization, structure, and administration as well
as new approaches to instruction required in a design whereby 1) the organizational structure
must facilitate new instructional processes, and 2) the instructional processes must give substance to the organizational structure.
While other programs of the Laboratory concentrate on inventions for change--the
applications of communications technology and mobility to new ways of educating preschool
children, providing occupational information to high school students, teaching reading, and
sharing instruction among schools--other equally important work is devoted to the development
and installation of Educational Cooperatives. This program addresses itself to the problems
related to the locus of change--small schools and school districts, inadequate financial and
human resources, and distance-time factors--and attempts to provide a structure and process
by which the inventions of change can make effective long-term contributions to the education of Appalachian children and youth.

The Cooperative is an aggregation of people, ideas, money, and
potential. Its organization is a confederation of local school districts which in concert with a state department of education and a
local college or university voluntarily bind themselves together to
increase their capacity through a joint effort. In rural Appalachia,
employment of media, mobile facilities, and communications technology
to change and to improve both educational organization and process
will be necessary.
The establishment of the Cooperative is based on the assumptions that 1) the ratio of
needs to resources will likely remain unfavorable; 2) educational need will continue to be

greater in Appalachia than in the nation as a whole; 3) local school districts will continue to
serve as the legal agencies for conducting public education in the region;and 4) any plan for
improving educational accessibility must deal effectively with an educational base structure
which is essentially a closed system functioning with inadequate resources.
The Laboratory contends that the Cooperative can provide for essential improvements
through a confederation of resources from local and state levels as well as from the higher education community. The model posits that the Cooperative can harness the capabilities of the
basic educational units to generate the power, potential, and efficiency of a large open system while protecting the autonomy and responsiveness of the small parochial system.
Cooperative education can provide:
•

an improved design for the provision of leadership services by state departments of education, institutions of higher education, research and development centers, and other agencies and institutions;

•

a reshaping of the roles and responsibilities of lay school boards and of
professional school administrators;

o

i mproved ways of introducing and sustaining new practices and research
findings in education;

o

a vehicle for modernizing the curriculum, including ways of building
receptivity to innovation, providing expertise for implementing new
approaches to education, and insuring continuous evaluation of the
effectiveness of the curriculum;

•

an economical and efficient plan for providing specialized services
too expensive for individual school districts; and

•

improved ways of individualizing instruction.

In summary, the concept of Educational Cooperatives holds that education needs new
directions and that the design for the new directions must begin with its basic structure.
Further, it is assumed that only through a dramatic rearrangement of relationships among
school districts, administrators, classroom teachers, boards of education, and lay citizens
can a change in structure be achieved. The Laboratory sees in the process of collaboration

a dynamism generated through a new alignment of human and financial resources that will
spark to new vitality the latent potentialities of public education in America, a vitality that
will be self-renewing through the collaborative process itself. It is to the task of examining
these possibilities that the management of the Appalachia Educational Laboratory has requested
the writers of this document address themselves.
Professor Elizabeth L. Dalton, University of Chattanooga, Tennessee, wrote Chapter II
and served as senior contributing author of the document. Mrs. Nita Nardo, Chattanooga
Public Schools, and Mrs. Billie Elliott, Graduate Student in the Department of Educational
Administration and Supervision, University of Tennessee, provided the basic manuscript for
Chapter I, and Dr. James Kincheloe, Professor, University of Kentucky, prepared the original
draft of Chapter III. Mr. R. Lynn Canady, Coordinator of Administrative Systems and Language
for the Laboratory, served as coordinating editor. Appreciation is expressed to Mrs. Mary
Farley for typing the various manuscripts.
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THE EDUCATIONAL COOPERATIVE:
ITS RATIONALE AND PROMISE
Educational planning and policy making should be based upon considerations for the
provision of systems, programs, and services which facilitate student learning. Unfortunately,
major restraints to educational improvements are built into the designs for the organization of
most school districts. These restraints have too often drained the creative energies of educators away from their raison d'etre, the facilitation of learning. The roots of these restraints
must, therefore, become the first target for collaborative attack.
The processes of collaboration among the fragmented components of the educational systems have yet to be successfully defined. Yet the concept of cooperation is as old as history:
the voluntary relinquishing of certain prerogatives in exchange for assistance to insure or to
enhance the possibilities of attainment of one's goals; the sharing of policy making, management, and labor as the means of securing greater or more satisfying rewards.
Further, the concept of cooperation in business and industry in this country is as old
as the country itself. Its early implementation is illustrated by examples familiar to the average school child: barn raising, corn husking, road building. Its current implementation is
illustrated by more than 35,000 cooperatives in the United States with approximately
50,000,000 members, representing credit unions, group health plans, insurance companies,
farm marketing, farm purchasing, farm credit, electric cooperatives, telephone cooperatives,
and others. 1
The purpose of the business cooperative is succinctly stated by the executive director
of The Cooperative League:
1

A. T. Kearney & Co., "Management Principles and Techniques Applicable to Business
and Industry" (Chicago: A. T. Kearney & Co., Inc., Management Consultants, 1968),
p. IV-5. (Mimeographed.)

2
...a cooperative enterprise is one whose purpose is to provide its customers and users
of its services with goods or services which they need at the lowest economically
practicable net cost and in the form and quality those customers desire.2
The purpose of people helping themselves through a formal organization for cooperation is
more likely to be accomplished when the customers and users of the services are also the only
owners of the organization.3
The concept of cooperation, only recently emerging at the district level, is not foreign
to the school effort. Pioneer families pooled their limited resources, if nothing more than
board and keep for the schoolmaster, to provide better educational opportunities for their
children than would have been possible by individual family tutoring. it has been only within
the last quarter of a century, however, that genuine efforts have been made to coordinate the
work of individual school districts in order to provide mutual advantages that otherwise would
have been unattainable for the many and highly expensive for the few.
Early midcentury efforts to pool resources for mutual benefits include the Metropolitan
School Study Council organized to serve the area in and around New York City; a number of
intermediate school districts organized to serve different purposes in different situations; and
a group of spontaneously emerging organizations to meet specific needs.4
But the real impetus for cooperation among school districts was Title III of the Elementary and Secondary Education Act of 1965 (P. L. 89-10), which has provided federal funding
for a new type of confederation--The Supplementary Center. This type of confederation is
composed primarily of public school districts but may also involve participation by community,
state, federal, and private groups, and institutions of higher learning. Sharing of funds,

2

Jerry Voorhis, American Cooperatives ( New York: Harper & Row, 1961), p. 15.

3

Kearney, op. cit., IV-9, 10.
4

Leon Ovsiew, Emerging Practices in School Administration, New York. Metropolitan
School Study Council and The Cooperative Program in Educational Administration, 1953.
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facilities, and personnel in local and area efforts to improve education through federally funded
programs has provided genuine evidence to the school systems cooperating across district lines
that local autonomy can be maintained in joint ventures.
This departure from the traditional, go-it-alone effort to improve education is of too
recent origin to prove empirically any theoretical claims for its greater potential for making
quality education accessible to all youth; however, such a confederation of school districts
may be the major vehicle for solving many of the problems which have bedeviled the less
favored regions of the country.
The Educational Cooperative, a multi-district confederation, provides the conceptual
and organizational framework for local school systems to increase their capabilities to produce quality education. Further, to the concept of "bootstrap" self-help action the Cooperative can add three highly specialized ingredients--educational technology, communications
media, and mobile facilities--to make a generally superior educational environment accessible to every opportunity-deprived child. This goal can be achieved without the school system
assuming the impossible burden of attempting to place a top-flight teacher in every school
5

room in disadvantaged regions.

The Rationale for the Educational Cooperative
The structure of the Educational Cooperative, the declared strategy of the Appalachia
Educational Laboratory, was designed to mobilize the capabilities of the education profession
in resolving Appalachia's complex educational problems. The following premises are projected
as the rationale for the installation of a network of Educational Cooperatives in any region of
the country, but they are particularly applicable to Appalachia. The premises are supported
5

Harold E. Mitzel and William A. Bost, "New Models for Implementing Technology in
Education," Planning for Effective Utilization of Technology in Education, A collection of
reports prepared for a national conference financed by funds provided under the ESEA of 1965 and
edited by Edgar L. Morphet and David L. Jesser, (Denver: Bradford Printing, 1968), pp. 182-192.

4
by evidence or philosophical commitments undergirding the educational enterprise in a
democracy.

Premise: The improvement of the educational system can
serve not only the individual development of students
but the economic well-being of the region.
Educational progress may be used as one means of attacking the poverty syndrome of
Appalachia. Only recently have economists concluded that education is not only economically beneficial to the student but that it has significant influence on the economic wellbeing of the country.° Vaizey has stated that:
. . the place of education in economic growth is an important one. Since the
greater part of the world is poor, and since almost all countries in the poor parts
of the world are trying to raise their incomes per head, it follows that education
has an important part to play in these countries in directly helping them economical ly.7
The cooperative identification of problems and the reallocation of resources by the personnel
of the Appalachia Educational Laboratory, institutions of higher education, state departments
of education, and the region's school districts, can serve, not as a drain on the economy, but
as an investment in future productiveness of the Appalachian Region and the country.

Premise: The scarcity of physical, financial, and personnel resources in a school district influences its
ability to solve serious educational problems.
A report of a Presidential National Advisory Committee entitled The People Left Behind,
described the status of rural education as follows:
The quality of rural education is closely associated with a continuing large number
of small schools. Most of these small schools have inadequate libraries, poor facilities and equipment, high teacher turnover, low salaries, inadequate health services,
inexperienced teachers, inadequate supervision, restricted curriculums and extra-curricular

°John lnnes, Paul Jacobson, and Roland Pellegrin, The Economic Returns to Education
(Eugene, Oregon: University of Oregon, 1965), p. v.
7

John Vaizey, The Economics of Education (London: Faber and Faber, 1962), p. 125.
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programs, inexperienced administrators, community pressures for status quo, little
change for educational research, and too few teachers.
The potential investment in the youth of Appalachia has been substantially blocked. While
reports indicate that 60 percent of first graders across the nation graduate from high school,
only 40 percent of first graders in Appalachia receive high school diplomas.

9

Any plan to

upgrade education in Appalachia must deal effectively with its problems of poverty--poverty
in the realms of material resources and professional competence.
Premise: The plan for the Educational Cooperative is
realistic in terms of the isolation of Appalachia's
schools and its shortages of personnel and physical
resources.

Appalachian educational systems are faced with a shortage of high quality physical and
human resources. It might be argued that consolidation could serve as the vehicle for combining district resources to provide improved educational services, but consolidation in mountainous and sparsely populated sections is a geographic impossibility. The President's Advisory
Committee on Rural Poverty advocated overcoming the disadvantages of isolated, small schools
by establishing functional relationships among school districts:
In many instances, small rural schools must be maintained because of transportation
problems and the relative isolation of the community. Special assistance must be
given to these schools--both financial and technical. Many things can be done,
including more effective use of educational television, film, audio tape, and automated self-teaching devices. These schools might also benefit from sharing services
with other schools to make specialization possible. They may also share pupils for
certain courses. 10
The Educational Cooperative was devised to provide some of the advantages of school consolidation through functional relationships among school districts. The Cooperative creates a
context for the identification of common problems in participating districts; it provides for the
8

The President's National Advisory Committee on Rural Poverty, The People Left Behind
( Washington: U S. Government Printing Office, 1967), p. 48.
9

Education Advisory Committee of the Appalachian Regional Commission, Interim Report,
March 1968, p. 31.
10

The President's National Advisory Committee on Rural Poverty, op. cit., pp. 48-49.
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pooling of human, financial, and technological assets in such a manner that new resources
can be utilized in resolving those problems.
The design of the Cooperative is consistent with the priorities for action established by
the Education Advisory Committee of the Appalachian Regional Commission, which include:
1.

upgrading the quality and increasing the quantity of professional personnel, especially the teachers; and

2.

cooperatively allocating personnel, finances, and physical resources
among counties and states by educators at all levels of service."

Premise: The Educational Cooperative has been structured
to facilitate responsiveness of the educational system
to the students' needs while minimizing the costs of resource acquisition and utilization.

Benson has offered significant reasons for the decentralized control of education:
. • •The decentralization of control has been, and continues to be, a source of
some local excitement in educational affairs. . . . Since education of their
children is a matter of overriding concern to parents, it is important that parents
have face-to-face contact with those persons who control the schools their children attend. 12
On the other hand, centralization of functions has its advantages; it can produce, up to a
certain limit, real financial savings. It is true, of course, that citizens forced to make a
choice between economy of operation and responsiveness to the community may choose the
latter. The strategy of the Educational Cooperative forces no choice; rather, it extends
the options.
The Cooperative is designed to produce the financial advantages that large-scale operations make possible, while making available greater quantities and a higher quality of
instructional resources. Centralized purchasing and centralized accounting effect the savings
ll

Education Advisory Committee of the Appalachian Regional Commission, op. cit.,
pp. 1-2.
12

Charles S. Benson, The Economics of Public Education (Boston: Houghton Mifflin
Company, 1961), p. 227.
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while shared specialized supervisory and teaching personnel, shared sophisticated educational
hardware, and shared curricular programs provide improved learning opportunities. The Cooperative is also designed to protect the potential for responsiveness that the structure of the
local school board creates. Indeed, the Appalachia Educational Laboratory sees the essential
function of the Cooperative as that of facilitating the resourcefulness of the participating
school systems in meeting the needs of their communities. The Cooperative has been planned
purposely to be a community of action, "an uncoerced grouping of autonomous persons who
come together only when they are ripe for the experience: the authority is still there, but it
is relevant and self-assumed, and it comes from within."

13

The Cooperative can facilitate

responsiveness, relevance, and efficiency.
Premise: Sound educational planning requires development of both short- and long-range program objectives,
means for implementing these objectives, and designs
for the evaluation of programs. The Educational Cooperative provides structure that can facilitate these
processes.
The triad of objectives, procedures for meeting them, and measures for evaluating progress toward them is an essential reality of all valid educational planning. Ideals become
goals only when there is reasonable expectation of realizing them; means for realizing the
goals, as well as the goals themselves, must be conceptualized in concrete terms. Materials
and human resources must be taken into account. The structure of the Educational Cooperative can provide new knowledge about the conditions in specific teaching-learning situations,
generate fresh ideas for resolving emerging problems, and increase the availability of effective means for implementation. These outcomes facilitate the exercise of educational leadership—leadership that permits rigorous purpose-defining, planning, and evaluation at each
point of implementation.
13

Paul Nash, Authority and Freedom in Education ( New York: John Wiley & Sons, Inc.,
1966), p. 163.
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Premise: innovative ideas must be supported by major
administrative officers if they are to be implemented
and institutionalized.
14

Research conducted by Brickell

revealed that innovations are introduced by admini-

strators. Brickell emphasized that institutionalization of innovations is dependent upon the
administrator's belief that the new programs are valuable; he stated that:
Instructional changes that call for significant new ways of using professional
talent, drawing upon instructional resources, allocating physical facilities, scheduling instructional time for altering physical space. . .depend almost exclusively
on administration initiative. 15
Vaizey has also noted the relationship between administrative competency and underdevelopment—in this case, the underdevelopment of a country:
. . The efficiency of the education system itself requires very close central supervision and control. One aspect of life in underdeveloped countries is the sheer
shortage of administrative and supervisory talent; because the country is underdeveloped, it is inefficient, and vice versa.16
lnservice growth of the professional—whether the medical or educational practitioner-is too important to be left to chance. The Educational Cooperative provides the structures
that permit administrative officers to develop commitment to rational change by:
1.

engaging in high level problem solving with a wide range of resource
persons; and

2.

experiencing the success of well-planned innovations.

Premise: Educational crises in the Appalachian Region
are multidisciplinary in nature, requiring the mobilized
efforts of various specialists and practitioners.

The problematic character of the educational enterprise is influenced by cultural and
intercultural conditions and events. Existing and emerging cultural problems require the
14

Henry M. Brickell, Organizing New York State for Educational Change (Albany,
N. Y.: State Department of Education and Ford Foundation, 1961), p. 22.
15

1bid.
16

John Vaizey, op. cit., p. 132.
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Since the dynamic content of various disciplines and fields of study is relevant to

events with-

in the cultural milieu, they must be employed in resolving the difficulties. Educators need
not merely react to external forces. Professionals have been called upon to assume a more
deliberate and decisive role in directing change through social planning. The Educational
Cooperative, capitalizing on the diverse talents within local school districts, institutions of
higher education, and state departments of education, can provide a multidisciplinary focus
that articulates educational progress and social well-being.

Premise: Both critical thinking and action are needed
in the resolution of educational problems.
To fulfill

this requirement, organizational structures should stimulate and reward the

following types of behaviors:
. specification of educational purposes as they relate to the maximum
development of each individual in the community;
2.

diagnosis and definition of educational problems as they relate to the
objectives projected;
selection and utilization of relevant information from all pertinent
disciplines and community agencies;

4.

projection of hypotheses for problem resolution with specific plans for
utilization of human and technological resources;

5.

acting upon the hypotheses in experimental situations;

6.

evaluation of the consequences of implementation; and

7, continuing experimentation and/or development in terms of the evaluation.
Conditions that facilitate the experimental-evaluative approach are major dimensions of
the Educational Cooperative. Common needs of the

constituent

districts provide the motive

for the problem-solving endeavor. Recognition of common concern, as opposed to coercion,

10
can generate the commitment vital for healthy in

Utilization of sound instructional

programs, such as those developed by the Appalachia Educational Laboratory, can maximize
the likelihood of successful problem resolution. In turn, success serves as a reward that further
encourages an experimental spirit among participants.
Premise: Involvement of higher education personnel and
state department officials in the planning, implementation, and evaluation phases of the Educational Cooperative can stimulate their continued professional growth.

Schisms between the educational practitioner and the college professor or school supervisor have often been attributed to the failure of the "non-practitioner" to understand or completely identify with the problems of the practitioner. The structure of the Educational
Cooperative can provide new opportunities for involvement of professionals at all educational
levels in solving the pressing problems of Appalachian children. The involvement of the professor or state department official, in turn, can enhance their abilities to serve in their other
professional roles.
Premise: The program of the Educational Cooperative promises to redirect commitment to educational change so that
it becomes a more rational process.

Benson has described the operation of the "demonstration effect" in determining school board
decisions to increase educational expenditure, aside from those associated with physical
growth:
The household is reluctant to change its pattern of consumption because it knows
its potential savings will decline. The school board is reluctant to approach the
taxpayers for an increase in rate. In both instances, action to spend is taken as
and when the spending units come into repeated contacts with "goods" of a
"superior" order. 17
. . .The "demonstration effect" will lead school boards to concentrate on certain
obvious types of expenditures while ignoring certain of those less "demonstrable"
kinds that serve the long-run interests of the schools. . . Thus an important role
17

Charles S. Benson, The Economics of Public Education,(Boston: Houghton Mifflin
Company, 1961), p. 107.

The operation of the Educational Cooperative can restructure growth so that it occurs
above the level of conspicuous consumption. Cooperative utilization of human talent and
physical resources can demonstrate the power of innovations that serve the ultimate educational objectives of professionals and lay persons. The Cooperative has been conceived as a
means to make consumption and investment more rational.

Premise: Professional educators should develop unified
and rational power in order to provide effective participation with other social agencies in solving the pressing
economic and human problems of the Appalachian Region.

Vaizey has warned that successful educational progress cannot be achieved when the problem
is isolated from its relationships to the total economic and social well-being of the community:
• An education plan should be conceived of as part of a general economic program for raising the economic level of a community; both because education has
to justify its claims to national resources in competition with other social services
like health, and investment in physical capital, and because experience has shown
that balanced growth requires an integration of all aspects of economic and social
life if individual projects and plans are to come to their full fruition. 19
•

.

The Educational Cooperative provides structure for the joint solution of interdistrict
and interstate educational problems. It also promotes widespread dialogue among professional
educators and the wider intellectual community. This communication can facilitate the rational
and unified entrance of educators into the domain of social planning. Educational leaders are
provided with a vehicle for participation with resource persons in the economic sector, the
political sector, and the wider intellectual community as they strive for community well-being
and growth. Educational decision-making fails when it ignores underlying community problems
and larger social purposes.
8

Ibid., p. 109.
19

Vaizey, op. cit., pp. 126-127.
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The Educational
Its Promise for Achieving Educc.
The quality of educational offerings in any school district is closely related to the quality
of facilities, media, and personnel which it can provide. But educational resources cost money,
and today even the economically favored districts face money problems. The povery-control led
districts are running schools at a level of performance that violates the American philosophy of
providing optimum opportunity for every child.
The Educational Cooperative does not propose to produce vast sums of money to solve the
problems of either the rich or the poor school districts. It does propose, however, to improve
educational services in member districts through the economic adaptation and extension of
existing facilities and the shared use of media, materials, and specialized personnel. The
Cooperative sees no insurmountable legislative restrictions in setting in motion the machinery
which will free school districts to cooperate intelligently across district lines. There are
presently no restrictive laws in Kentucky, Pennsylvania, or Virginia to prevent the establishment and operation of Educational Cooperatives, and statutes in Ohio and Tennessee have
been interpreted as permitting cooperative funding and sharing of resources. Only in West
Virginia is there a law which prohibits school systems from using revenues for combined educational activities, and the Assistant Attorney General is of the opinion that cooperatives
might never be challenged. In any case, legislation to remedy this situation is pending.
The stimulating effects of a new mix of institutions, personnel, and financial resources
can open doors to the development of new approaches in every facet of education. Six specific
possibilities include: (1) improved utilization of finances, (2) more effective utilization of
technology for instruction, (3) more extensive development and adaptation of curricula, (4)
more extensive provision of student personnel services, (5) increased profess ionalization of
faculties, and (6) increased professional ization of administrators.

13
Improved utilization of finances. The establishment of the Educational Cooperative can
have major significance in the realm of school finance. The combined efforts of confederated
districts and multilevel educational components in a Cooperative can produce the action
necessary for the legislative breakthrough to release from present restrictions the most effective use of funds.
The Cooperative also can provide the instrument through which new monies from federal
sources can be more readily obtained and purposefully channeled. Proposals prepared from
the perspective of cooperating school districts, colleges, research agents, the state department of education, and the educational laboratory are likely to be more creative than those
developed in isolation. Further, because of the combined strength of resources, followthrough
and implementation are more firmly assured on the cooperative level than on the singledistrict level.
Joint action of Cooperative members is more likely to tap the resources of private
foundations than is the effort of individual districts. The Cooperative has greater capability
to maintain a regular flow of information concerning these sources of income and to channel
available monies into significant educational progress.
More effective utilization of technology. The potential for the expanded use of communications media and mobile facilities in the Educational Cooperative is almost unlimited.
Educational television, for instance, is as yet in embryonic states of development. Commercial television has proved that this instrument can be used to provide the most remote school
districts with the expertise they so gravely need. The capacity of various electronic media
of communications both to transmit and receive, along with the availability of mobile facilities for the shared use of materials and personnel, can enable school districts in a Cooperative
to devise innovative and improved patterns of personnel organization; competencies and
responsibilities can be shared realistically. Such a delivery system can enhance the learning

14
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team approach to the provision of learning opportunities

Within the ultimate potential of the Educational Cooperative is the provision of fixed
facilities designed to serve broad areas of a region; mobile facilities which may include fleets
of learning laboratories, diagnostic laboratories, and professional training laboratories; centralized collections of materials for purposes of demonstration, examination, and shared utilization; common services which may be instructional, supportive, administrative, or informative;
teams of personnel for leadership, supervision, personnel training, on-the-job training, and
specialized assistance.
More extensive development and adaptation of curricula. In the , development of new
20

curricula, the delivery system described for a Cooperative and the refinement of a broad
team approach can enable the design of numerous combinations of related subjects which have
formerly been taught in isolation from each other. Social studies, science, and the cultural
arts can be given a regional flavor and then related to national and international concerns.
Community residents, knowledgeable in their own vocational fields or skilled in the related
arts and trades, can be involved in televised presentations, classroom followup activities,
and the preparation of meaningful materials for the central collection, at the same time serving
the vital cause of improving school-community relations. Specialists from sources outside the
district can be brought into such collaborative program development, thus bringing new knowledge to the center for dissemination.
Involvement of parents in the educational programs for their children can spearhead the
development of numerous programs of adult education and training through the Cooperative.
20

Appalachia Educational Laboratory, Inc., Specifications of Alternative Media and
Mobile Facilities for both Administrative and Instructional Uses within an Educational
Cooperative, (Charleston, West Virginia: The Laboratory, 1969). (Mimeographed.)
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The same facilities and media which serve children and youth can be used for their parents.
Basic education, I ite ra cy programs, and vocational training con all be served through a cooperative delivery system. Learning kits for adults can be developed by central resource teams
collaborating with representatives of local business, trades, and industries; these can include
programed instruction texts, films, tapes, and other appropriate materials for basic education,
consumer education, sex education, child care, personal improvement, and the like. Further,
these instructional materials can be disseminated by both mobile facilities and electronic media.
More extensive provision of student personnel services. Auxiliary services which otherwise might never be available to remote rural and to less favored school districts can be cooperatively provided through shared professional personnel and mobile units. Such services as
diagnosis and therapy for students with speech and hearing problems; physical and occupational
therapy for the orthopedically handicapped; appropriate materials and services for the partially
blind; and traveling health facilities for the correction of physical impediments to learning
can become joint projects of the Educational Cooperative and regional health agencies.
Unmet needs for student personnel services can be collaboratively served through the
expanded capabilities of the Cooperative. Both mobile units and communications media can
be employed for such purposes, capitalizing also on shared personnel and centralized student
counseling and family counseling teams.
The development of educational leadership for community improvement and service can
become a major thrust of the Cooperative. One example of activity is the development of
coordinated information services from the school supportive agencies of health, welfare, and
employment to be disseminated to both schools and homes.
Increased professionalization of faculties. Promising practices in teacher preparation,
both at pre and inservice levels, which are impossible for isolated and disadvantaged school
districts to implement, can be incorporated into effective programs through shared resources
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of members of the Cooperative. An internship providing for the assignment of college students
to actual teaching situations in small rural schools for one quarter of each year while engaged
in college course work during the other three quarters is one new approach; the students would
serve on teams, with salaries paid on a graded scale based on qualifications. Such an arrangement increases the ratio of adults to pupils, affords supervised experience and income for the
young interns, and draws inservice teachers into closer collaboration with teacher preparation
institutions.
Inservice education can be provided through televised credit courses in many areas, including as one example, the teaching of reading. Instructional kits to supplement the television lessons can be jointly developed by the staffs of the participating colleges and public
schools, drawing on the specialized consultative services available through the Cooperative.
Similarly, a televised program of teacher instruction can involve teachers in actual classroom
situations in the diagnosis of specific learning problems of children. When these have been
communicated by telephone or tape to a central resource team, corrective programs can be
prescribed and materials kits developed for both the participating teacher and the central
collection,
Radio, video tape, telelecture, mobile units, and other materials and equipment available through the Cooperative can be utilized for both the inservice and preservice teachers.
Further, instructional programs and adapted curricula developed by cooperating school districts not only permit, but force teachers into new, wholesome relationships across district
lines. A climate conducive to interschool visitation, for instance, can be anticipated through
the Educational Cooperative.
Increased professionalization of administrators. School administrators find themselves
in exciting new roles as they work together in the Cooperative. The stimulation from planning on a larger scale and with expanded opportunities can be expected to energize
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superintendents whose isolated attempts to improve instruction have been abortive because of
li mited resources and personnel. Growth possibilities through membership on a team of superintendents are almost limitless. The capability of selling sound instructional ideas and of
buying competent human resources to implement them is magnified through joint efforts and
shared finances.
Further, administrative responsibilities relating to pupil accounting, the maintenance
and use of personnel data and the like can be handled by data processing centers available
to member districts of the Cooperative. Similarly, almost instant access to research findings
in all areas of education affecting administrative decisions can be afforded through a central
communications center coupled with data processing equipment.
Specific improvements to be realized through the Cooperative are defensible only as
they positively affect learning opportunities for children and youth. The illustrations just
outlined indicate the means by which the goal is to be attained: the goal of providing every
boy and girl, regardless of geographic and economic limitations, access to quality education.
The concept of the Educational Cooperative poses both new solutions to old problems
and new demands on those who spearhead its development. It proposes the redirection of the
divided currents of professional thought into a unified stream of action. The nucleus which
can transform it into a reality has already been activated, and its potential for educational
and social progress invites its establishment in prototype for examination by the nation. The
next chapter will describe the broad administrative base the Cooperative provides for educational planning and the structure required to implement those plans.
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CHAPTER II

AN ADMINISTRATIVE SYSTEM
FOR THE EDUCATIONAL COOPERATIVE
It is generally recognized that organizational pattern alone does not make the difference between shoddy and quality education. But a new alignment of school systems willing
to cut the umbilical cord of dependence upon conventional approaches to administration and
instruction can be structured to generate sufficient power to produce changes essential for a
real breakthrough in educational practice. If the new alignment changes educational leadership, then it changes education itself.

A Broad Administrative Base
The multidistrict confederation provides a broad base for planning and implementing
an educational program. It increases the sphere of opportunity and responsibility for each
board of education and each staff which capitalizes on its concept. This voluntary organization is designed not to replace existing structures but rather to open to them alternatives
for action. At present, grossly inadequate financing with its attendant ills tends both to
destroy initiative and to limit programing to the least expensive and the least imaginative
practices.
The Educational Cooperative is a confederation of autonomous school systems whereby each retains local control and escapes from poverty control. Historically, the American
people have demanded a voice in the affairs of their schools regardless of the level of
Financial support they have been willing to extend. The Cooperative protects this right.
At the same time, it breaks the hold of inadequate support. The superintendent cooperates with peers in neighboring school systems to provide, for example, a vocational school
for the three or four or five cooperating districts; alone and operating within traditional
arrangement, he has the choice of denying vocational opportunity to the youth in his

