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FOUR STRATEGIES FCR ACHIEVING LONG-RANGE GOALS IN
EDUCATION ARE OUTLINED, AND RELATEDC COISTRAINTS, CONTROLS,
AND CONFLICTS ARE EVALUATED. STRATEGY 1, A NATIONAL EDUCATION
'ACADEMY DESIGNED TO PROVIDE TRAINING FOR NEW AND CREATIVE
LEADERSHIP, WOULD RECRUIT GIFTED FERSONNEL FOR TRAINING IN A
BROAD UNDERSTANDCING OF THE MAJOR TRADITIONS OF SOCIETY, WITH
INSTRUCTION IN CEFINING MAJOR EDUCATIONAL AND SOCIAL.
PROBLEMS, FIELD EXFFRIENCE, AND A YEAR'S APPRENTICESHIP UFON
CRADUATION IN SELECTED EDUCATIONAL ORGANIZATIONS WHICH VALUE
INNOVATIVE EFFORT. STRATEGY 2, AN INSTITUTE FOR THE STUDY OF
EDUCATIONAL INNOVATION, WOULD FOCUS FRIMARILY ON THE CREATION
OF NEW CONCEPTS FOR ADVANCING RESEARCH AND CEVELOFPMENT AND
WOULD BE FRIVATELY SUPFORTED, STAFFEC BY LEADING SCHOLARS ON
1-YEAR FELLOWSHIPS, AND LOCATEC NEAR A MAJOR UNIVERSITY.
STRATEGY 3, A FLAN TO FACILITATE STATE AND NATIONAL FOLICY
DEVELOPMENT, WOULC ENCOURAGE INTERORGANIZATIONAL AND REGIONAL
EDUCATIONAL ALLIANCES ANC WOULD SEEK TO IMPROVE STATE

. EDUCATIONAL LEGISLATION, ESFECIALLY THAT RELATED TO THE

LONG-RANGE FINANCING OF EDUCATION, By DEVELOPING A PATTERN OF
SUPPORT UFON A COMBINATION OF FUBLIC AND PRIVATE FUNDS.
STRATEGY 4, THE AFPLICATION OF OFERATIONS RESEARCH TO LOCAL
SCHOOL CISTRICT PROBLEMS WOULD UTILIZE TEAMS CF
MULTICISCIPLINARY SPECIALISTS TO CEFINE PROBLEMS, CETERMINE
THEIR PARTICULAR DIMENSIONS, ANC CEVELOP FOSSIBLE SOLUTIONS
THROUGH THE APPLICATION OF SUCH RESEARCH TECHNIQUES AS
MATHEMATICAL MODESL AND PROGRAM EVALUATION. THIS PAPER WAS
PREPARED FOR THE CONFERENCE ON STRATEGIES FOR EDUCATIONAL
CHANGE (WASHINGTON, D.C., NOVEMBER 8-10, 1963). (JK)
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Crganizstional Strategies for Planned Change in ‘E'duc,atlon |

Introduotion

Eduoation. our second largolt lndustry today with a current annual expenditure of
$42 bmlon. will likely become our largeat industry by the end of the next decade, assum-
Inc that relathmly peaoeful conditions in th2 world continue. Ii is a paradox that such a
mnjor lndnntry could emerge considertng how severely under-developad iis systems of
research, planning and development are. Its ntrategies for planned change cnnnot begin
tn nompt.re. either quantitatively or qualitatively, with those possessed by our nation's
major iudustry of defenne. for example. At the same time, education's truly essential
role and its overriding significance for the future of society is unqunntion\ad. This is true
whether one views education within the nnar term perspective of achieving currant national

goals, including defense, or within the longer-range framework of an ever-renewing and

6ver-developing society. It v&ould seem, then, that we have been highly inconsistent:

- while placlng high value on education and investing billions of dollars in it, we are not

| willing or we have not “been able to develop effecti#e._ long-range planning arrangementn.

‘The .current gap between educational investment and educational planning sugges
that the important qnebtioms'durlng‘ the do!cnde ahead will relate more to the direction and
manner ot edncatinnal chanyge than to its rate and acope. Wlll collegea of education, for

examplo. move in the direotion of extlnction or ot dlstinctinn? To whnt extent wlll atata

: aduontlen departments c«nnsciou.ly develop new apprnaches to olmnge and to what ement

B i “ will they be deatructlvely buffeted by unpercelved toroea and nncontrnlled actions? Wﬂl

& naw fnrms nt nrganmaﬂon? 'rha answera to snch

’ff,l!f ft‘al queanan underl:f g o

.
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’j deliberations;  namely, to what extent can planned change in fact be achieved tn eduoation?
sl gy We address ourselves to the wplc of planned chango the usual problems of de-

ﬂnitlon arioe. The concepu associated with tho topic are so many and so complex that

) ] AT N U AR TR

tho entlre paper could be definitional in nature. However, since this clearly is not my

assignment, definitions will be limited to a few basic concepts.

it o
-

\’ We shall use Matthoew Miles' definition of change as an alteration in 'the goals,
. structure or processes' cf an educational or education-related system between tlme 1
ax;d time II.1 Pl.anned change implies the explicit design and control of the activities ,
which are to bring about the desired alteration i;egween time I and time II. Thus, planning
t | for change is not necessarily planned change because control of designed activities may
| not be accomplished. Control, when achieved, involves the effective performance, us .
Egon Guba has already implied, of such roles as reaea-rcli, development, diffusion, and ‘
the adoption and institutionalization of innovations.2 Although a high degree of ratlondlty
is ueochtod with thue knowledge -related roles, substantial oonﬂlct may also be involved
| *t& | - in any ‘and all of them. mrefore, an essential part of planned clnmge involves the use
G - andmanagemantocconmct | - I ]
"-‘;};;‘; o An organlutional atr.tecy is & sequence of activities designed to achieve a deﬁned . : -

malorcoallwlthmareuognlzedstmcture Thastrateslensetforthlnﬂuapmrm | o

’

| o or ‘ mre w long-mge tlnn nhort—rmgo obsectiveo and are more indlrecuy than

i s




‘!hl dliln ot ltuhshl whloh tl euenﬂally a dovolopmnnw aotlvuy. mVolvu

“7U theuse of extating couoepts to define & set of activities relajod to za explictt goal or

. goals, on the one hand, and the projection of ways to cope with predioted confliot which

 will arise when the set of actions is implomented, on the other. Thus, if s trairing
innovation were involved, design would engompsss (1) the specifioation of the training

\ . sotivities and (2) the definition of sctions for coping with the conflict which would likely
' arise during the period when dissemination sbout the innovation began and the time when
k; it is finally institutionalized. The task of projecting organizational strategies can be
. approached at the level of elsborating concapts which would shape design or at the level

of providing detailed designs of specitic strategies. I shall interpret my own task as
| move that of elaborating concepts rather than providing detafled designs.
- 8o much for definition. Let vs now return to education's investment-planning
gap noted above. Why is ednoatlonai planning sc underdeveloped at the same time
that education is so highly valued? What are the significant constraints which bind
our efforts to achieve planned change? If we could obttain insight into the constraints
that 1imit us, a fruitful beginning would be established. A clear understanding of
important congtraints, in cther words, could help us generate new organizational
o otrateglél as we{l as help provide a basis for ass2ssing strategies airoady Being used. 3

~
o | Clearly, there are various classes of constraints which affect educational
Y ohange. For exsmple, there are those related (1) to our limited knowledge of change;4
| ] :
S Ti"or a speciil trestment of the concebtn of '"constraints' see Herbert 8t

B8y
"On the Conoept of Organizational Goal, ' Administrative Science rl: W.f 12’;'.’“’ 1964,

4The significance of the knowledge constraint within the context of organlzaﬂonal
strategies is vividly {)lustrated in a recent article by Richard Walton entitled "Two
Stuﬁemen of Social Ciange and Their Dilemmas." (See Journal of Applied Bohavior,
Vol. 1, No. 2, 1965, pp. 167-178). Professcr Walton, in dealing with the question of
wm the leader does %0 achieve desired change in the face of major conflict, documents
the fﬁct ﬂm t;e group. d mm solentists would offer Jeaders quite dl!teront advice.

il ,?.»'o" e at thrut. honent com-

ri dﬂmwml in‘ strategy, whichare =
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faoﬂlwlng plannad ohtnce In projeotmg atrategﬂoo, 1 chnn m oaoh cm identlty a
m@&ié& aot ol oonntramts &ﬂaotinc planned ohange will thon analyze the oomtraluto -
ami. flnally, wm aet forth the oumnen of a strategy for oop*nc wttb the oonntralntl 'l‘!se
four mmma dolorlbod are mnotratlve. Thoy are oriented to the interests and probloml af
tho dlﬂoring pernonwl attending thls oonferenoe. Strategy v h den!gnod m rolato more

to the interests ot_k local oohool leado!ra; Strategy I . .re to state departmont and U, 8.

O!floe personnel; Strategy II more to university perscanel; and Strategy I to all educational

leaders in general.

Strates A Nstional Fducation Acodamy.

The first set of constraints to be examined are those related to personmel who are

- to carry out plannod change. In this regard we mlght remind ourselves of an observation
made a few years ago by John Gardner: "Nothmg is more vital to the renewal of an

orgsnization (or society) than the system by chh able people are nurtured and moved into

‘positions where they can make their contrlbutions. "o

 What can be said about the conoti'ainta that affect the selection, nurture and
performance of "able'peoplo" within the oontext of planned eduoational chnngo? 'Firot
we mlght note that even though t.here -are major dlﬁ‘eronoes in the procesaea and out-

comes of roaearch of devolopment and of the adoption of innovations in education.
tho muccelm’.ul performanoe oa all theoe functionl lnvolve talents of a vory high order.
E L ‘l‘horndllba who formulated prevlouoly unankod re.earoh questlonl Jerrold N
, who playod a oentral role in the deoign of a new phylioa onrrioumm for |




Mnd elcnlﬂcant inetlttmcnallzed lnnovatlon 1n ediwatlon. We come, ’chen, to cur

! te mmtrclnt, mly. that ln nny timc perlod !er any fleld ct endoavor, the num-

. ‘beié ‘e& perlcne capable ct aohlevlng rcuearch. development and/or ln-tltutlonaliza«

t“ion brenlrthmughe of e\ﬁ!lclent lmpcrt to set new dlrectlone in education is llmlted 3

The fact that many of the lnnovatlonl. whlch have helped set new dlrectlone

™ publlc education stnce the hoglnnlnz cl the Sputatk pericd have been initiated largely |

-b‘y -pereone outelde or marglnalto the field d publlc cd‘ucatlon rather than by proﬁel-

sional adnoatore, would eusgeet that the conetralnt w;thln the ranlm of thoee wlth

profeenienal tralnlng amd pnbllc echool experlence may be even more eubetantwl

| today than durlng earlier periods. In any event, it eeeme clear that a new leader-

ship etructnre in education has emerged at the national level whicn, at the core, l

| compoescd of non«-protee‘elonally -prepared pere'onnel Whoyhave had limlted;pub’lic »school |
experlence J ames Cass has commented on thle development ln connection wlth the |
: .»recent Whlte House Conference a8 follows-7 "For the program and the list of parti- |
. j,.""""oipanti placed on the record where all could see, the fact that the Old Educational ,

"Eetabllehment is no longer provldlng the leaderehlp for the natlon'a educatlonal enter-

i Tu 1s not meant to lmply that creatlvlty in educatlon is llmlted toa dletlngulahed
S few. A récent statem~nt concerning the deﬁnltlon of creatlvlty is relevart: "The
i emdy of creativi

,need not iimit itaelf to the eminent, the extraordinary ‘There are .
‘email and the.great and perhaps even between the creativity of

inships. between »

: | ecaryday life and that oa great ecleutlet or artist. If we include "everyday creatlvltY""‘v B
: ‘ ‘ 'in danger of makh ng our conceptlcnof it. memnglvaaa. but lf o




Leading membm o the om Eatabllehment are longr-time public schaol protesn -
'uionala who ‘In Caae 'e worde. "bear proudly their acare of the 1950'3. " Leading |

maembere ot tho new Eatabliehment on the other hand emenged during and eince the ,yi"'ﬁ‘? . |

| 1950'5. according to Caea. and they are noted for their pragmatic orientation and for

. ; " . theirintereatineducational change | o B L o o o

Whatever theory one uges to explain the emergenoe of ttie new leadership. it | o

’. ,‘?‘“?x o doee eeem clear that our educational bureaucracies have ha;.‘. great difficulty. vduring .

| . the lant decade eepecially. in adapting to the changing neede of eociety Our giant

g oity echocl districts, our growing etate education departmenta our huge profeeeional

'organizatione. our large schools of education in complex multi-univereitiee--with

all their paet accompliehmente--ha\ve been slow to respond to the needs of a lociety

in ferment.‘ Mo_re epecifi_cally. a;goo’d c'aee can be made that they have been remiss

E in meeting thepereonnel challenge and in achieving needed organizational renewal.
The obeervation can be illustrated from the perspective of un"'ereitiee and

: 'the lag in programe to prepare pereonnel to engage in planned change Under current

. ) if’“] j_';vjarrangemente. atudente are being prepared to undertake auch functione as reeearch.

/. , o | ;development ..and the inetimtionalization of innovation--functione which involve dis-

o | eiinilar kinde oi creative activities in diﬂerent eettinge--'while being recru/ted from

o the same talciit poole and being offered much the same kinda of educational prograxne

o Thia ie true eviren though we have much more explicit definitiona of the varioue func-

— tione aeeociated with planned educational change and s better underetanding of the

. ¥ '




program: ie, in other worde, wide. o

| While univet'eitiee have failed to create needed prepanto,-y p,mm. nchooi""» A
o | dintricte. etate aducation departmente and ether organizatione, have boen remiu n

b . .creating climatee and in allooating reeourcee which would eupport innovative etfort.f.f%‘

: Deeply ixnmereed in carrying out iarge und inunediate taake--otten with iimited i -
Lo ;

'pereonnel and material reeources--theee organizatione. by and large, have not had
» | ‘j, ,pianning departments whereby the old couid be continuouely chaiienged by the new |
R and where constructive long-ran(ce alternativee ior planmd change could be gener- ‘

ated and aeeeseed Under these eonditione. it is underetandabie that many leaderq

than of propeeing educational change. . I , o o
The price for neglecting the challengee of attracting society's most outetand-
ing talent into education and of providing the settings where creative talent could
flourish hae already been substantial, and payment is not nearly complete. With
- education expanding at all levels and with the increasing emphaeie being piaced upon
| V‘ed icational innovation. the impending pereonnel crisis in education ie likely to be of ., - “
l -f major proportione. Even though we have a new and poweriul leadorehip whieh can

set directione and can provide support for programe to achieve chence the gap

“r.
RS

between the eetting of new policy directione. on the one hand and- the implementa- ‘

S .

B tion oi poiicy. on the other, alwaye marked in any organization ie now a yawning

B S o
i

g
b

B
‘.

‘ Fortunateiy, the reoent‘;y paeeed Elementav and Secondary Education Act L
_ -providee ;pecial ommmnities for thole intereeted in coping with pereonnel conetrainte |
wtthin the context ot planned chance 'rhe Act eﬂera tmiveultieaa for 3

et e

| in educational organizatione neceeearily have aesumed the posture of oppoeing rather v




opoom ltlmnlm to doalgn new programs to rocrult and prepa.ro peraonnel to enga@a

| in plumod ohango funotionn. It aﬂoro all oducatlonal organizatlonn an lnvitatlon to

_ innovative eﬂort. As significant as the new Elemontory and Seoondary Act's organ-

| lutgodo.l otratoﬁoo are for coping with po;-oonoel conotraiote in oducatlon..‘ they are -
still lonufﬂolont, in myjndgmbnt. to-‘moet tbo Iong?}'ohg'e chméngoa before us. Wev

" need additional strategies. Thorefore. I offer for conolderatlon the conoept of & new |
National Education Academy. '

| Tho mnjor objective of the pzojootedl Nattpnal Educatlon Academy would be

to attract aoolety'o most prommg and most. imnslnative persons into education " |
and to propare them in such'a way that thoy would make major oontributlono to

> plannod change. 'rhe Aoadomw would plaoo priority o veomiting and preparmg
talented developon-npomoml highly s;mod in doolgnlng solutions to educational
problem It'is reoogniud ‘of ‘dourse, that some of the Acadon\y'o graduatea - -
mlght evontuauy booonte roooazohoro and that otbero nnght advanoe change by .
aoounlng roloo in oduoltion where thay cwould be centrally coucernod with adoption
and inltitutionallzation of innovations.

'“Gi'aduataa of the Academy, --attor-appionm:lcoohlp oxporionoeo«. ohoold become
aocompuohod artioulatorl of idoal related to.olgnmoant problema of educationa!
polioy 'l‘hoy would have the oapabllmoo to Borvq eventually at tho hlgheot lovel of .
‘oduoatlonal oman!utloh‘m s¢hiool dhtrictp. state education departmanu the
.Dopartmont of Boalth Education, a.nd Wolfaro and related organizations. In auoh
| ~poaitionl. ‘they wonld wield a aubotantial lnﬂuance on eduoatlon
Glearly. the impact of tho Academy would not be limz.ted toa glven level of

g‘wqmmont oxf level of oduoatlon. Nor would its contributions be limited to & given -

L D ST engm —w o

T e g
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section of the coimtryy.fv Rather the strategy projected is cne which is national in

~ character. Binos it would oleutly serve the national interést, the Acedemy nhm‘ld‘

be federally svupported. Support would include not only operational funds but also

oomprehami'vo financial aid for stndantu achumng the hlch llonor of botng admitted

to the Academy The Academy mlght be governed by a board appo‘md by the United

States Commissioner of Education.

Haﬂng pry/ided a brief description of the idea, let us now turn to more

© _ specific concepts related to strategy. As already intimated, such concepts would
| "be of two general types: those related to the Academy's recruitment activities, its
ataﬂing prwedmﬁ and its chﬁculum plans; and those l'nvolvinz projeoted pmu;m
of'conmct management as these would be encountered during the founding of the
Academy. Concepts of both types will now be elaborated.
First, the Academy would recruit and admit the most highly talented person's

populating the nation's secondary schools. Inventive individuals who had a deep inter-

est in helping solve important social and educational problems would be sought. Such
g a strategy is based largely upon the proven concept that inncvation is most frequently
' ' advanced by those holding fresh and more youthful views of problems; further, it

recognizes th, : our current recruitment procedures are not adequate to meet the

competltlon for talented high school students.
Second the curriculum of the Aoademy. which m!cht be a five-year one,
. Would give students an underotandmg of the major traditions of society, its major

trends and its emergent problems. Much emphasis would be placed upon providing

'ltude‘ntl opportunities to see and e:_mmme the relgtlopnhlpq between society's major

| governmontal. educational, and industrial institutions and lti emergent social and
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» qducmonal modl Durmg the first four years, in particular, content from the
| h\\mlmqu and the social, natural and physical sciences would be central to the

curriculum ‘The fifth year would eucompass content more directly related to edu-

: oatlon. 'rhe conoopt wnderlying the curriculum stratacy ia that doveloporo. even

mQro thnn rouarohou. need a broad oduontlond base.

. Third, instruction would be designed to help students comprehend and define
some of soociety's major oduoltimnl and social problems. Special efforts would be
made to develop understandings of the interrel ationship between and among society's
problems. Thus, problems of Negro educaticn, for example, would not be vlewed
from the purspective of the echooln alone but also in relation to auch mattarl as
housing, civil rights, poverty and employment opportunities. Such an approach, in

other words, would entail an examination of social and aducational problems from

. Within the broader context of educational, governmental, social and industrial insti-

tutions. The concepts underlying this aspect of strategy.is that development of solu-
tions must follow an understanding of problems; further, that educational problems
are intimately related to other societal probiems.

Fourth, before graduation, students would be provided opportunities to come
to grips with real problems in such agencies as largs ol;y dlstr&cﬁ, state edugation.
depu'tmenu. the U. 8. Office of EQuoatlon and related. qr,g;anlzatlonn. Dnrlnc the
fourth and fifth year, for example, students mlght plan to spend one Or more quar-
ters in the "field." Field activities might involve studying apd disgneaing et\iuon—

tional proum. examining adoption or mgtfmtlomuuﬂcn processes and their

implications for development, or testing the.xrelevance of research concepts,to

applied problems. The emphasis on thld experience h based, in part, upon widely

|
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scoepted conoepts of lesrning and mouvmon
- Finally, upon graduation, students wouid spend s year's apprenticeship

‘experience in carefully selccted educational organizations which valued innovative -
effort and which would establish conditions to facilitate innovative thought: This
experience would lnv&lve efforts 10 uctunllj design cdutioim to educational prob-
lems. .’l‘he underlying concept for the apprenticeship idea is one central to all pro-
fessional trdning'and again highlights the role of experience and practice in learning.

So much for concépts which would have strategic significance for defining |
the activities of the Academy. Planned change, as already noted, also involves the
use and‘ manaéement of conflict. What would be tho strategic sources of conflict '
whioh would face those desiring to institutionalize the National Education Academy?

First, thero would be conflict between those willing to undergo the risk of
establishing the Academy and those wtth.moré cautious attitudes. The more cautious
would fear failure, would likely worry about whether or not students Qould be attracted
to the Academy, whether the projected education would actually prepare them for
development careers, whether established organizations would accept and help grad-
uates make the transition, whether "drop-outa" would not be extremely great and.ao
forth. Rlul:—ték'ma.‘ on the other hand, would be more willing to face uncertain out-
comes. They would likely recognize more quickly that all existing institutions pre-
paring professionals have mbuﬁmtial drop-out rates and that tha efficacy of h'adi-;
tional modes of preparation is not yet absolutely proven. In addition, they would
feel a greater urgency to solve currenf peraonnel‘ constraints and would likely place

h;ghnr vduo upon experimentation and upon educational lnpovatlon.




which reaches all the way to the President of the United States; however, this alone

euoh change will nooeuarily depend, in the iinal analyeie. upon the abilitiee and

Saoond. there ‘would be oonatot eriainc from those who are conoernad about

B ww w eondetimee labeled the "federalisation of sdusation” and those Who would gee -

" the eetabltlhment of the Aoademy as a legmmate way to serve the national interest.

This oonﬂiet micht be enhanoed by the current concern about the increasing role of

" the federnl government {n eduoation. |

Third there would liinely be some oonfiiot between the proponents of the
Academy and those in univereitiee already engaged in preparing personnel to per-
form pianned ohange functions. Thie oonﬂict is explained by certain eooiai aoien-
tists through the concept of "vested interests. " Proponents of the Academy might
argue that current inetitutione are 8o oaugh_t up in tradition that they cannot meet
the total training challenge vis-a-vis planned change in ednoation. They might also
believe that the Academy wouid complement rather than compete with current
efforts in that its graduates would constitute 2 very small proportion of total number
of eduoation'e personnel. Some univerasity pereonnel. on the other hand, might feel
that they were xnuoh more experienced and capable.in preparing pereonnel a.nd that
exieting imtitutione should take on the taek

In summary, then, we are fortunate to have a new leaderehip eetabliehment
does not guarantee successful planned change in education. The impiemeontation of

motivatione of a large oadre of talented pereonnel Therefore, epecial eﬂorte must

be mede to achieve a greater eupply of highly gifted pereonnel to meet the challenges
of planned ohange Becauee exietinc treining inetitutione are aiready heavily bnr-

deued andv bec_nuee their many traditione often malne it diﬁioult to adapt to em,erzent
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M An Inltltuu forgm M Innomton. o
Tha high dogree of cmtlvity nqnlrad to set and lmplemmt new pouoy

dlrection- in education and the Inndequato mmbora o( creative poraonnol avaﬂable

to engage in these functions constitule only a part of the porlonul oonstraint prob-

‘lem. Achieving ofganisational climates where creative personnel cen bring about

succesaful research and developmental outcomos is another important mnda item;
unfortunately, the process may be hindered by the emergency mood in education
which, in one sense, is symbolized by the variety and scope of recent federal lem'-‘

lation. Those responsible for managing massive, new, and federally-supported

- research and/or development projects--projects which are designed to solve diffi-

sult residual problamn in oducition--inovitdbly develop a oﬂrong senae ot uriancy

in the conduoct of these progi'm. This urgency may be heightened by strong 'oxternal
oxpeotltionl which emanate from those renponnible for puling new legislation,

those charged with its lucceuful admlnistratlon and thooc on the "tirln; lino" in
e;hxmtion who need immediate help with burdensome problems. There is evidence

that the demandy for quick, practical and measurable resuits, which are frequently

assooiated with American endeavorl. is increasing in edmation.

Whﬂe -uch expemmom increase the prenure for immediately hal;lnl results,

|




b nevitaily mast experionios constdershle failure or, &t

r thy efforts to achieve uigi
b and omm o mmmnd dévelop-
mama-«um Mtummmtdm-
mww. d -maoud freedom to fall and of delayed Mwmon are extremely

| _  development of an infiwsosa pil flluetrates the point: "It (symmetrel) 1s ot of the
" yesults of 13 yuars in time and almost 100 man-years in effort by professional per-

soune ol in the company any's research program prax mgo_ii.p,ookw‘am rus dmm_. through

chemistry. It was started ut o tizae when W lolenti-u' felt this would be impos- )
l, Beptamber 28, 1965. )

Inthfuoe «mmmm«mmw and practicable
| runltl. the stage would seem to bo set, ﬂ:n for enhanced conflict between and
among tho mnqou ot lu'go research and/or dnvdopmnt projeota. those dosir-
— ing lmm.dlltely nnfnl results and tlmlovmhh pmjaotl cnrrylng out relemh and/or
- ﬁsvelopmint fmotm The manner in whloh this conflict is resclved wm have long-
o : | ram impucatiou tor those intoruhd in plmd chmge in oduoutlon. At worst,
| the confltsts and -pm_-m- mmu those carrying out research and/or ‘dovelopmnt
- o . Tunotions- Mdhlmhthntth.npomm bcoome lofmeduponhubitnal wayn
| | of thlnklnt and pomMn‘ md 80 rendy to lmla fbr the ﬁut colutlon propoud that
. tluybcoomn monpmq dmmgumo iudeqnm ooncepm etproblom and of
mdod m comlﬂvc or mﬁmmm ltruoturu ﬂn eduoutlon. Put dlﬂor-»

»

mﬂy. tho ooneom oncondorod by dnmndn on tho-o oarrying out new pmcraml
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| .um: of our lonz-ranso phmnmc needs and of their roloﬁon-hipo to -hort-tem
“;n“dl 'l‘llll in turn ootild lead to tlio dovolopmont ot mutually aupportlvo dual

-mugm opeolﬂcolly dollcm»d to serve both lhort-term and long-torm purpooeo.

"dhmonitrm immudlato and praotioable rooult. thafa the long-range ohallengeo per-
o Hnomt to lnnovmon aro negtootad lndood thls problom undonbtodly io i.atimately

: rolatod to the lnvootmont-plmlnt m nlroady noted Neodod balanoo between the

| -lhort-torm and tho lons-tom lntor«ts wm not be easy to achteve and the pattorn | o | | s

. osubllahod in regzu'd to thio ohallongo at the mﬂonal level will likely pervade othor[
- emorgenoy in oduolﬁon. Ono approooh !l to oroato organizaﬂonl in which the oondi- |
| medmly. 8uoh organizatlons oould oomplement other agencies whioh are pur- | -

| ;oning um'*-torm zonlo. It u within -uoh a frumework that we propose tho ooncapt

o K otan Inotltute for the Study of Educutlonal Innovatlon.

M
I

th uommha'emmmmmm view. 80 necessary for .

in lm»mnipmn-d ah-m aod become inimical to conditions of freedom,

ry for orommy At but tho confiict migbt reoult ln a much botter under-

ol the biggest woblem f&otnc the new louderohtp and others conoerned :
with pll!mad clmnco mlybe tho undonoy to become #o doeply lnvolved in trylng to

~

parts ot our eduoatlonal oyntom.

Clearly. there are many potontlll ntmtagleo !or doe.llng with the mood of

tions are luoh th.t gitud paraonnel wlll be lmulatad from tho demanda to produoe

A mjor zonl ot the Immute would be to oroata new ooncepto nooounry for |

if m: rmmh and devolopmont wlthin a framework of plannod oduoatlonal
b would mk to atcmt loholm who are mumtad in auaemng




o amen or nmmmmw dimenstons of plamd change.
Slnoe the !nltltuh wovld aleomeek W enoournge and to mnlne 1t pouib’ze for

t ’ A ‘ J(

q. . o the netlon'& h‘ldlnc eeholm to engege in ooooept dlovelopment releted to planned

' - | elmngeg (} would deol leeondarny wlth ﬂ\e 1mportant set of pereonnel oonltramte
e dleemodmthoﬂnmduoﬂontopreﬂoul otratecy It would, lnotber worde be

: o L daelgned to lnorme the number of oreatlve pereon- who could make oontributlone

to plmned ohanae
o .' Sinee 1t is eelential tor t.hoee in the mmute to be freed entirely from the

L -'- pren ot the lmmediate in order to eonoentrate on problem from within a long-
range framework, private eupport tor the enterprlvze would be hlghly dooirable.

| sueh eupport might be sought mitially for a perzod of ten yeare. eince eueh a time

- ., - perlod would be more compatible with the charaoter of the organizatlon than would
q o a lhorter period o e e L . | | |
- * w, \ Havlng deeeribedAthe nature of the Inetltute in general term, let us now |
; 2 E | : turn to more speeme eonoom whifch might lhepe the deeign of ite proeeduree for ”

' Ieleoﬂnc acholm and me eeﬁvitiee whieh it would eeek to etimulate.

mm. ﬂ\e proeeee o! ohooling Inetitute partioipa:nte would he a hlghly

3 “'; fcr one yew tenownhlm. These eeholm might come from aay department of a

.

' Lffve one, . The goal m.tght Im, for example, annually to select 30 leading eoholars o




A St L ML TR R G B S R R R A L R S e LR E B e e L RS i TR Ryammppmar e, B o

. lating environment and the freedom to think sbout problems of grest personbll < .
beckgroumds. As iready nticaied, poronsel ith diffrtng dicipionry bckgromds
wouldbg*gouchtm addmon, the lnst!tute mgm aspire to achieve Wmﬁbalance m -

© numbors betmeen established scholars and those more youttul ones vho show

. outside the United States. The concept pﬁdarlylpgthia aspect of the Institute's .sti‘utegy o

18 that difforing porspoctives tnsure confliting views, stimulation of thought, exam-
‘:;  ‘#ﬁﬁbn}?f.:-c@@?“ and, hOpefuuy. re‘?pmsinatibnﬂ of li.,‘.‘e',“.vvl.ﬂch. are basto to B
T it e e T
. o \ 'rhird, th‘ Institute ﬂhbﬁiﬁ bﬁl“#ﬁ?d in or ne\_a»'x;v a major uni,veriity so-'tl;at' e
"' . te participasts coud desw upon substmtial Ubrary and relsed rescurces. It sboud
L fﬁa‘ho-f‘be' convcntentlyplaced mr"lﬂﬂoﬁtﬂomrlmloortanteducanonmo rg ani zations | o

a8 oity,scboal districts or state education departments. Such lacementwould

- students of innovation to develop ideas or to.
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‘ the gaining ot support and in the implementation

of the Ige,titution would likely be mum 'l‘hoee interested in the imm(@diately

praotieel might queetion the value of the organization and some might even question

W . .‘ the wiedom of tbe needed risks implied in the Inetitute concept However. B

many othera would look beyond the mood and needs of the moment and would malne

8 etrong caee ior e f

ing the Inetitute idea and for designi.ng and imp)ementing

AR epecific etrateslee neceaeary for its fruition. -

Btrate" f 3 A Plan to FacilitateoState and National Polic' ‘Develo »ment |
.~. 1) o ;' N j‘_-;_'- The current impingement on education of deeply embedded and sharpiy con-
fiicting values concerning the desirabie roles of local state and federal government

is obvious. At a time when federal agencies are assuming greater power over

": education. today's citizens etiil hold many of the negative sentimente toward authority
e wblch prompted their ancestors to throw tea into the Boston Harbor. We have.

b .‘ ' B 'A other words. at the center of federally facilitated educational change today such

e deeply pervasive and sharpiy conﬂicting cultural values as ireedom &ad control

initiative and eompl iance. centralized direction and local autonomy. organized

eifort and individual creativity To iliuatrate the point when a leading achool

euperintendent was recently confronted with certain governmental demands. he

responded by labeling the federal action 'deapotic. alarming end threatening" and

by pmln,[

that euch aci‘lon 'undorminee the local control of eduoation ", In
é"brief epeech. Which mado national televiaion. he went on to etate. "While I




- ”WQ 190 ﬂﬂ‘& ﬂlﬁ imblie to the eaprieieul and auteeratie actione emanntinc irom
L the federai eduoation eﬂleee " (Chicago Tribune October 3 ) Ae conﬂict enoh
;é | pne that juet neted arieee and ie expreeeecd e pewerinl hrake ie applied to change

I , - againet radieal departnree froi..i the etatne g__

In ooneidering the etrategio impliontione ot ehanging locel etate and fed- e

_‘ ; S eral relationehipe and power aligmnente ior planned ohange we ehouid iiret aek
) ' L E .' | ) ,what the ea:ieting organizetional arrangemente are which enahle eoeiety and its

o - leadere to manage einerging oonniete within the gevernmental eontext It eeeme

; ﬂicte hetween proponents ef looal eutonomy end thoee interested in national eon-

R
ef [

Z; e o olearthatnewacoommodatiom are beingdevelopedandusedtohelp resolve eonm

cepte of educational developmu.at New orgenizational arrangemente, for example, L :

to theee various levele of government9 are heing increaeingly vsed to faoilitate

/ : o which are neither loeal etatenor federal hnt rather reet in between and are linlned ‘
i

/ L ) o 'planned change Often regional in charaete\r, theee new. patterne play a major
| ' _role in the conetruotive mediation oi’ conﬂict
' Growing initiaily from combinatione of eub-federai units, the following are

o ilix.stratione of the new patterne the dozene of inter-nnivereity organizatione in
higher education which are pnreuing a variety of pnrpoeee through joint effort-lo

| _eorganizatione of loeal ec.nool dietricte enoh as are repreeented in the school etudy

ration,

C ,.ation.. Erineeten. New Jereey, 1962

o :Q;and while 1ome edjuetmente neoeeearily ooenr. eulture tondn to proteot iteelf o

H -
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o Baee Burton ,Clark "Interorganizational Patterne in Education. " Adm trative “ ‘\

e pmgadmga vgf the Couerenoe on Coilege and Univereity Inter-inetitntional Cooper- s -
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oounoﬁ' monment or l‘n‘ reclonal apnr‘oeohem to providina special educatlon and
other related aervlooo. and etate oompnote such as the Southern Regional Educa-
tional Board. )

Patterna euou sis those just noted, aro!.made u;) of looal;~ state aud htghor__ . "a '
eduoation units. Foundattone. which have helped otimulate & concera for the
| natlonal tntereat in educetion, have been ln-trumental in lhelptnz create these new ' 1
regional alliances by aiding those in local, state and higher education units in their o
efforts to link themselves into larger organizations. The initial efforts of most
inter-university organize.tione have been eunported by foundations. tor example;
the same would bo true of atate compacts as illustrated in the recent eupport for

Jameu Conant's idea of an Inter-Btate Compact

Although federal eupport is channeled through a vartety ot aourcee. regional

compacts are recetvmg an increaelng amount of this typo of atd The concept
underiying the new reglonal laborato;-iee. which, in a aense. -epttomizee the trend
toward special educational alliances by amalgamating into one.compact a variety

of regional organ!nationa. represents a further development otf the tdea'

There are of course interorganizational patt«arns to facmtate planned change

'ﬁhtoh are more national than reglonal in ecope Theee have been encouraged

nrgely by federal programe affectlng education For example. Burton CIark o
dolorlboo. as followe. the national network of orgauizations involved ln the work
of the Phymoal Science Study Committee in its efforte to effect planned changee

nmn lohoolu- 11

-

mm“ Clark, Did., p. 231.
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‘“A Federal agenoy (The National Science Foundation) provided

the funds; a private non-profit group received the money and

" developed a new course; commercial organizations made the

_materials available to all units of the decentralized educational
system; dispersed universities and colleges used the new
materials to train teachers in all regions of the country; exist-

. ing local authorities adopted the materials and all0wed their
- teachers to reshape the local courses. "

" The linkage pattern in this particular case of planued change c..early was a com-
plex but effective one. Similar but more limited linkage patternc can be aeen in
other aspects of the curriculum reform movement, in the Cooperative Research
| Program, the National Defenue Education Act and other federal programs.

Whether interorganizational arrangemente start from local, state and
liigher education units or from federal programs, the‘y‘ help bring'abcut change
within a framework of shared decision -making where authority and influence are
dispersed. Theee arrangemente respect the need for decentralized dec ision mak- |
ing and, at the same time, represent an important_inﬂuence on this decision mak-
| ing 12 They generate'conﬂict and also help to resolve it. By capitalizing on o
important motivational factors‘ ench as vpr'estige. by invclving talented individualis
and strong inetitutione. by using the concept of the external cﬁange agent, by gen-
erating aand reeclving conﬂict. and tiy enipicying an extended dissemination network,

these otkanizationa have clayed and are playing important roles in aducation. i ' ,

By encouraging the ee,tabliéhmentand use of r‘egicnai alliances and nation-
ally oriented forms of interorganizations, national legi'elation is shaking the tradi-
| tienn of state, locai and higher education units and, at the same time, is aivOiding

| marked federal control. Instead ct‘ seeking an overt and powerful federalism with -

“1ZBurton Clark, Did. , p. 229.
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bvious control over local eduoationsl wnits, the strategy, would seem to be that
of boldy developing confederaticns which, ia fact, will substantially ixfluence
lnoddwwonmhnc Althou.h such elemeits of the confederations as inter-
university organisations were evideat as long as four decades ago, ourrent and

- emerging forms mpméntt new and, what may come to be viewad as, historic
changes in organisational strategies to improve eduoation.

These new developments, in one sense, highlight the important reserves
of a democracy. At a time when local, state and higher sducation units were
suffering from a certain complacency and having great difficulty in responding
adequntaiy to significant new needs in education, the federal governmant

became both a powerful extarml l&imulaht and a potential helper. Unquestion-

. ably, education will be porminqnﬁly affected, as was the case more than a hundred
years ago when state educational units seired the leadership role in American

‘eduostion.

-~ Even though the strategies un’derlying current programs may come to be

viewod as historic, they hnve some basic limltatlonl. In the first place. the con-

fedorationl being ulcd and developed are made up largely of highty selected individ- "

uall and institutions. Borrawlng from the ntrategy develnped and used by founda- |

tionu of lnvelvlns the strong unlvorames. the most oapable and vmble mdlvidualn. |
~ and the lohool dmmm where there are perlonnel oapublo of developing, com-

e munloatlnc nnd dramutlzmg ldeu, thme advancing regloml ammwen have achieved

,‘ - a nlectlve mlx Appare:ntly the strategy hal been very uucceutul, eupooially |
L fmm theatandpom d advmlns educatlonnl axoenonce. a Mghly leclttmm nttionnl o

ourn of tho lm ton yuars. nowmr. ‘since the -tmagy has etten eendad to
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iguore or to by-pul our weakest looal, ntate and higher oduoatlon units, it has
limitations from the standpoint of equalizing eduoagionnl opportunity. Since the
rational interests lnohn\o both our stronger and not so stron“s institutions, the
strategy is, therefeve, nolt_her all -encompassing nor, in its preesnt form, will
it be permanently .\llncient. Its insufficiency is suggested by the consideration
 that we have had a continuing tension between excellence and opportunity in educa~
tion and historically, we have tended to emphasire one and then the other.
Perhaps some shift is already evident in more recent leglsiatlon dealing

 with opportunity for the disedvantaged and the poverty stricken. Clearly, the

ooncern of this legislation s substantially different from that inherent in the

NDEA._and Natlonnl‘ Science Foundation programs, as are its strategies of imple- |

mentation. . Thus, the question still remains concerning a more Jnncomp’asslng or
' lupplelnentnry strategy for deaung with those higher education units, local dis-
 triots and ltaten which arn less affiuent and "whlnh mstonla‘ally have hlad'llmited " |
support abilities nnd Merior opportunities for education. Will the federal govern-
.- ment devise new and xnnre ,qnoompnsuing strateglea than n has currentl_y‘?' will
the problem of ntrategy fall to the indlviduai states ? Wﬂl thé problem be a new |
' frontier for our large private foundations? Will there be; as na 60 frequently the
case, & combined approach to encompaulnc strategy?

A second llmltatton of educational nlllancel stoms from the fact that many

of thom are not nyltematically l!nlnad to individual stataa Since states ln our sys- -

- tem are tho mjor legal units responsible for education, this limitation ponea

N problemn of eoordlnatlon. Eﬂeattve ooordinatlon is dependent upon clear concep- -

tion. of what .MO. Ntloml and aational legmmnte lnterants in edncation are




| md Imnlmo are hﬁomlmd, Important issues pertinent to the long-range
ﬁinmlnc of education impinge directly upon these various interests. Since siates

play such lniportantrolu in financing education, there are significant questions
.at this stage in history conoerning the role of individual ststes in long-range plan-

. ning, polioy making and coordinative effort in education.
With the burgeoning federal activity in education, any strategy for advanc-

ing state planning and coordination should desirably be based upon a definition of
the national interest in education. Even though federal participation in education
oan bs justified only on the basis of some defined national interests, these inter-
ests so far have remained impliocit and must be inferred from specific legisla-

tive acts. Apparently no strategy is emerging for a comprehensive definition of

,long-rance-natlonal interests in education. Mitigating against the development of

such a strategy is the view of many federal executives and legislators that pre-

. -~ mature public discussions of policy alternatives and of legislative programs, which

' | | are in the national hiterast. are likely tn interfere with the timing and passage of
such procramu Thus, we come to another major constraint: existing leglslative
and political processes otten hinder long-ranm poucy development in education.

 Infacing ths question of long-range state and federal planning in education,
it mlzht be WQll to remember that the éharge orlclnaﬁv given to the U. 8. Office
| of Ednoatlon was the collaotlon and diﬂuslon of information. 'rradltlonally. mtor- ' | ‘
ii R | mation has been mtarproted %0 mean atathtlcn and data obtained from nmrveya
- ‘More rmnt;y through "Operations Fingertip, ! there has been a move toward

pmudmc information on amorclns educational innovations of a different nature. . .
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'rm- imnype ct womuon vm Hkoly be -nother lmportlnt aid to tlme mteremd
in plumdd OMO

Smoo the molt lignlﬂoant information about eduoatlon relates to deoulons
of planning and policy, would it not be daab."ahlo for the U. 8. Office of Eduoation |

to confront more direotly the problem of educational policy and the provision of

. information pertinent to such policy? Though the U. 8. Office of Education pro- .

vldoq some relevant qm;itativo data, James Conant and others havq talked about
the inadequacy of our facts as they relate to educational planning ‘land polioy. A ‘"
major need is for qualitative information and tox: clearly elaborated policy alter-
natives, which can be weighed and examined. I long-range planning is tobe advanced
the development ot ways to encourage the explication and discussions of long-
range altsrnatives in education will be essential.

There is another more subtle reason for being concemd about the gener-
ation of policy alternttive‘av and the dqulopmaﬁt of inforhiatlon concerning them.,
Thil stems from the great tradmon of compromise and accommodation which is

central to our tradition. Charlea Frankel in hln book The Danocratlc Prospect

‘commented more generally a few years ago on the lmportance of ideas and the

zoneution of polioy alternatives in a democraoy The followﬁng atatement seems

very timely as we view the educational scene today:13

- "And the one nnmlatalmble gounl of all democratic governmzntn. |
when tbey arrange their bargaml and compromues. is to win |
th‘ m élﬂcﬂnn. e S ) - . » '

o

“‘ chnrlu Funkel v'l'he Da 20¢ ratic‘Prol, ot. New York. Harper and Rowe,
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1w e T higle i obikext in which every discussicn of planning and

of the dnvolopmant d oousistent pouoy ln a demooracy must
“'be. ﬁuod |

But it 15 for this reason too that demooratio pollﬁoa require
. ideas. Unless men have some coherent conoeptions of their

- existing oondition, unless they can imagine the long direction
in whioh they would like to move, the politics of the bargain,

~ the politics of equilibrium, can be a deadly affair - unfocused,
uninspired, and, for all its realism, unrealistic. It can settle
down, not simply very close to the center, but to a dead cen-
ter, quarreling over issues that are ghosts of the past and
tinkering with problems that lie at the fringes of the questions
that bave to be faced. With reservations, that is the picture
of the American politics at present. .."

Thus, the question remains: Can we develop a longer-range vision of

‘education's directions in the face of powerful tradition and constraints ? Can we

explicate and assess policy alternatives whioh are clearly related both to the

~ national interests in education and which are coordinated with state and local
. interesta? Those giving national leademhip in education, in my judgment. could

" ery jmt as greatly on the side of doing wo little with rega.rd to thls prohlom al

on the side of doing too much.

So much for an analysis of the problem with its various facets having to

do with oonﬂibttné cultural values, with limttations in interorg'énlzattonal pattem.

\
wlth a lack of !.ni'ormation and ideas about policy. and with polltieal constrainu

whlch mltigate against long-range planning. Let us now outline a strategy wluch

- hopemuy wﬂl otlmulata further work on the problem ot long-range phnnlng and

: ‘_ polioywlthin the context of etate and federal movemmant

The atrategy to be projeoted deals with the generation and asleument ot

- o polioy alternatives within a ﬂva-year framework and with particular relerence to

R




develop: ‘f Moml otrttmy which is more netloml in charscter, and

A e Nt _Caranint
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the ou'em lmﬂog of both errangementl More epeomo concepts underlying the
 strategy will oW be pnamxted
. First, the major tnrget of the etrategy would be chnnged and lmproved leg-

lllltlon to pupport_oduol.ﬂon in the various states. Intermediate to this achievement

- would be widespread and informed discussion of policy alternatives for education.

Discussion would be based upon information and ideas within a framework which

o lnoludel both higher education and pubiic education. The concept underlying this

. upect of the strategy is that all states have & baste respombmty for financing

eduoaﬂon, further. thlt in this period of great ferment. state support programs

noed to ba updated and to be seen in relation to nationel lntoreets and trenda. o o :

Seoond the utrategy would lnclude plane for informing the political process

i throngh eyetematlo eoholarelnp and the oreetlon of alternatlve educational polloie
o 'To mlneve a better bule for developlns alternatives, etudlee both at the nationa]l
and et tho otate level would be undertaken. Since eduoatlon ls belng inoreeslnglv

vléwéd in relatlon te the concopt of invemhent and since economists have developed -

| ‘m-ﬂwd- for pmjeetmg policy atwmuvan. they might play a 1qumg role in the

ltudy, whioh mleht be houvsed % a looatiom euch
deqtrably would headed by a Welmr Hener.

s \‘\f,'"'




5 attacked prisiotpelly by economists, ‘.emms |

Lo e | mlmnoo Tn addrossing thenlselves to the abova o
R N W‘ﬂmll. & weme use siich teols as program b\tdgotlng and beneflt—cost |
K lnlylis {0 senerahpolley ilﬁmtlves'nﬁd' to‘a.prdvlde soms evnluati‘enfof‘ the
| altomnvea. IR
) ~ While the questions would bs approached from within a national framework,
§ the study would setforth ,.lmpuestdons for state policy cono.er’nlng the financing of |
educntlon. By vlswlng eduestlon at leust ln part as investment the soholars mlght
draw npon the flndlncs ot more genersl lnvestlgatlons suoh as the Interagency Pro-
.' 1 | leet on Eoenomle Growth and Employment Oppertunitles--a Department of Labor
. . | | | endeavor whlcll wm lnelude a numbsr ot projections conoernlng the natlonal economy ‘
L ; | o - Ooncomitnnt wlth the natlonal stndy would be lnvestlgatlons in each of the
. N lndlvldual *_stat'e's” slmed at the dev"elidpmsnt and 'asse's'ment of lo'ng-,eran’ge pollcy

alternstlves vls-s~vls the ﬂnanolng of eduoatlon. Luckily, much data relevant to
S stntewproblem sre now emerclnc ln ths vsry tlnlsly Projeot 70 the results of

. whlch m now bilnc made avsllablo by ths councll ef Btate vermnents Projeet




'inoreases? Whet will be happening to non-farm salaries gbnernlly and, if the

,suoh:u trmportttion. higher eduontion, and public welfare. Signi!i-
csntly. the projeot is maldng and wili mnke uge of nationsi statietics on education
and of certain projections conoerning the nationsl économy and its growth patterns.

Therefore, 1t contains much useful information concerning the relationship of fiscal

policies at various lovels of government.

Project 70 providal ‘-in!ormﬁtion pertizisnt toa nuxnber of 'q’uostions rela’ted

to the long-rsnge fiuancing of educstion. muetrative questions for which there is

: pertinont informstion for the 1965-70 period are the tollowing What state functions

are likely to oompete most sharply with eduoation for revenue ? 'Ji‘o what axtent

Win 'publilc school ,en;rollment increase nutional;iy‘ and how will xnigration affect

‘

salaries of instruetional and non-instructional personnel are projected on the same

“basts, what will be the annual estimated expenditures for school salaries in 1970?

What is happening in regsrd to proxram extsnsion (e g. pre-school work, length—

\




| gewmpr'n nﬂtce m each oase and micht be directed by echolare jon leave from

uni , retttee or by othere equipped for the task
Thlrd another aspect of the strategy would be an arrangement wh ch would ‘
tomally ltnk acholare with those concerned wlth polltieal processes and the pass-
m of leglelation. Theretore, advipory groupe would be aaeoclated with those
cenduetlng ltudlee at both the etate and national levels. In this regard, the con-
cepte developed by Stephen Balley and his coiieagues in a etudy of legislative pro-
ceecee ln elght Northeaetern statee are relevant 13 Among other thtngs the study‘
dieelosed that effectlve leglelatlve effort at the state level generally lnvolved four
major groupe echolare, etate government et'ﬂciale and thoee in state educatlon
agenclee. edueat,ion aseectatlone and thelr satellitee, and epecial coalltlons of state"

organlzatlone with intereete ln educatlon.

(Thue. adviaory committees at the state level might be compoeed of univer-

etty echolars epectallzlng in econcmice and/or echool finance. state leg'lelators

“'.E»!,,f’,. Scheolmen in Politlcs, Vol 1 Syraeuse\
'22_89g




of studies. .

" f now turn to conﬂicts which would be encountered in its implementation. . One
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,"“‘{“ﬁmon‘taniu”ut_ions{and outstanding c‘iti‘aenl‘ not»repres’e‘ntlng ‘

The croup advising those condueting the study at the national level might

include persons such as the following scholars in euch organizations as ths Brook-_
'ings lnstitution. the Natlonal Planning Aasociation and universities- government
'eﬂicials from Congress. the federal executive branch ‘and the Council of State

Governments, profeasionals from such organizations as the Council of Chief State

lchooi Officers. the National Education Aesociation. the American Association of
School Administratore. the National School Boards Association. and the Association

of Land Grant Colleges; and representatives of special organizations such as tho

v. s. Chamber of Commsrce. and the National Congress of Parents and Teachers

. a8 well as leading citizens interested in education,

Advisory members would have t‘wc major responsibilities: 1) to react

critieally to the results of the studies as they emerge and (2) to provide leadership

in seeing that the results have an mupact on legislation. Those conducting the

studies would take final respons"‘ility for written statements on policy ulternatives.
Fourth. the most desirable pattern of support for the study might be a com-
bination of publi\c and private funds. Thus. federal a.nd atate: funds might be made

available for the state studies and private support might be sought for the national

) study Clearly. support would be essential for the successful conduct of both sets

Having projected some concepts basic to the deeign of the strategy. let us

. ‘a,"
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Some ‘iould'-m‘that loclllltive r.egultl\ stem from such elements as the use of
palitioal power, the holding of hifo_rmal. non-public dloouljlona and the achieve~
ment of compromise amoeng dltgeringvestsq interest groups. Otherl. would empha-
sise more the rational uﬁecta of the preocess, the value of public debate and discus-

. sion, and the need for clearly défined idesls. In these differing - views, confliot is

inherent.

Another scroe of conflict would be the differing views about the feasibility
of the strategy. Some might fael strongly that the strategy is highly complex, that
the needed personnel could not be deployed, and that successful coordination would
be improbable. Such views would counter those who would believe that, with appro-
priate support, the strategy could be impiomented, that legislation could be affected,

and that much could be gained from the experﬁénce that would be relevant to future

' planning.

Strategy IV: The Application of Operations Research to Local School District Problems

“» ’ In some circles it is fashionable to maintain that'local school districts and

- school boards are rapidly becoming passe’. This ‘view, it seems to me, needs to be
questioned as sha~ply as planning for change needs to be defended. The view appar-
ently is posited on very high expeétatlons of | the federal government's developing
leadership role in educatiion. However, since all of the féder&l government's pro-
m to improve education must have their test ultimately at the iocal level, and
sinoce federal legislation has eradicated few, if any, of the basic educational prob-
lems in school districts, it would seem a wiser strategy‘. long-range, to seek‘to
strengthen local _schoolf districts. More b'asically, in a period of great ferment,
school districts need to be sufficiently strong to function with an integrity and a
| dtrecﬁbn,of their own. |
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. Clearly, there are important coustraints _wblch interfere with the capacity
of school dutrlotl to deﬂpo their directions clearly and to project long-range plans

for improvement. One of thu.e is the inoreasing energy being invested by educa-
, tional leaders in meeting external demands. Emerging local, state and national
; . | demands will continue to cause educational leaders to face outward; frequently,

v there programs will likely require leaders to engage, almost continuously, inthe
. management of conflict which will arise from external demands and opportunities,
| and from contrasting internal expectations and orientations. More basically, there
will be the challenges of achlevlng sufficient flexibility to capitalize on the emerging
opportunities to improve education, on the one hand, and of having sufficient vision '
and commitment to avoid chronic opportunism, on the other. The significance of
planned change in the local school district, when viewed in relation to theae
challenges, would seem to be compellingly clear.

To meet the goal of planning, school districts must face the fact that, as

- @ general rule, they now have neither the budget, nor the staff, nor the organiza-
v ) tica for long-range planning. Current approaches to planning in school districts

seem much more informsal and random than formalized and systematic. Thus,

under existing arrangements, local districts find it difficult either to capitalize

effectively on the federal programs now emerging or to assess these programs in

relation to their own long-range priorities.

A major constraint standing in the way of attaining we!l staffed departments

of planning are the negative attitudes held generally toward centralized units devoted

to planning functions. Even within the context of local distri. ts it is not easy to

gain ﬁoceptahce of centralized planning. At the same time the price of some cen-
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| tralization must bo MG. 11 we are to lohleve conoerted dopaoymnnt of spacialized

porlonnol Thlt uuah peuonnol are neodod to develop lolutim to complex plan-
ning problems would seem to be incontestuble.

The oonoliuion that centralized planning in uéhool districts will cause
teachers and other personnel to have leas freedom and less choice does not neces -
sarily follow. Conceivably, central planning can develop and make explicit more
alternatives fo): action; can prene;t better organized and more relevant informa-
tion; can afford personnel more time to pursue uniquely professional roles; and,
in the final analysis, can help bring about a higher general quality of decision mak-
ing. Much will depend upon the relationship of centralized planning to decentralized
operations and upon the quality of linkage between these systems. Therefore, the
problem of linkage is one of major significance for those concerned with strategy
in school districts.

Linkage is dependent in part upon the quality and quantity of information
avallable to central planners with regard to school and classroom operations.
Traditionally, the inadequacy of information gathering and processing systems has
been another major barrier to planning. With the advent of computers many schools
and school districis are in a better positicn to rectify the situation at least partially.
The future potential for information gathering is suggested in a statement made

recently by Everett F. Lindquist in discussing the computer services now being

developed by the Iowa Educational Information Ceiter for the State of Towa: 17

TTEverett F. Lindquist, "Implications and Potential of Information Systems in
Public Schools" in Computer Crucepts Educational Administration, Robert
Marker, Peter McGraw and Franklin Stone. (eds.), Papsra presented at the
Twelfth UCEA Career Development Seminar, Universzity of Iowa, April, 1965.

LB
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A third major service will be to provids each school system
and each school building annually with a desoriptive analysis
“  of its own student body, showing distributions of variocus
. measures, charsoteristics, interests, traits, and needs of
the students in relstion to similar distributions for the state
‘ as a whole. These school profiles, for example, will show
j how the students are distributed with reference to educational
" and vooational plans, goals, #nd aspirstions; with reference

.

LTI

- —

. to important characteristios of home and family, including

ay educational and vooational status of parents; with reference

¢ to out-of-school activities of the student, including part-time
% employmeni; and with reference tc the student's interests,

N likes and dislikes, ovaluitions of school experiences, and

| self-evaluation. Much of this information wii! be obtained
- each year from comprehensive questionnsires administered

' to all students. Many of these student body characteristics
will be analyzed with reference to their interrelationships,
and particularly, with reference to the measured educational
achievement and aptitude of the student.

-
-

Professor Lindquist's forecast suggests not only the future importance of
\ information processing in schools but also the need to have staff who can interpret
data, can use it for designing alternative change strategies, and who can get the
strategies assessed in relation to their potential lmplementatloh. More specifi-

cally, it underlines the need for developers and for systems of planning.

" In acquiring staffs and developing organizetions to advance planned change
ia educatiorn, school superintendents and others face an important strategic ques-
tion: To what extent should they assume that universities, state education depart-
ments snd related agencles will provide them staff help in achieving planned
change, and to what extent should they build optimum planning capacities and need-

ed staffing arrangements into their own organizations? Strategy IV deals in part

with the staffing question as well as with constraints related to negative attitudes

e,

| toward centralized vlanning and the limited systeme for gathering and processing

inforxhat;ion.
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¥, Strategy IV wwldmvoln the appliostion by multi-dis-

oiplinary teams of selected opont!nm resanrch concepts and techniques to prob-

lems of plansing in three or four school districts. 18 The major objoctive would
be to get better answers to questions such as the following: Can organised multi-
disciplinary teams, which are skilled in operations research, formulate questions
shout school planning problems which will help educational leaders see these prob-
leme in new ways? Can operations research teams vuatribute to planned change
v helping design needed district-wide systems for gathering and processing infor-
mation? Can operations research teams, with the cooperation of school district
personnel, achieve more fruitful definitions of planning problems ? Can operaticus
research techniques ’holp produce bowq-nblutiom to educational or administrautive
problems ? Are there special b&‘arrlora in education which are not found in govern-
ment and industry and which lul;'tmtmly 1imit the value of operations research
conoept- and techniques in school district (Nanning?

Teams of operations researchers would be recruited from among those
who have had significant experienoe in government and/or industry. They would
work with school districts which already have strong planning departments and
where there are personnel interested in expioring the uses of opérationl research
in planning and in decision making. |

Initially, the team of researchers might expldré with school distriot per-

sonnel the problem(s) which might best be trehtad. Only a few problems would be

~— IBFor s duounion of operatlons reaeamh see c Weut Churchman, Russell
nt: ‘ arch, New Yorik:
John Wiley and Sons, ,Ino. . IM'I For a tuoclnot duouuion of operatlon- repearch
as rolntad to the interests of management see Russell L. Ackoff and Patrick Rivett,
Research, New York: John Wuey and Son-.




‘ohoki Gf the three er four diatiiots Involved. Selection of problems

wwl(!bbtohi“i\“*od after oxumdad oongultation among sohool ‘district personnel and
the opsrations researchers. When the problem areas are chosen new personnel
would then be added to the teams, if necessary. Thus, specialists in PERT (Pro-
gram Evaluaticn and Review Techniques), for example, might bo-addod to help
solve sequencing problems in planning where specialists in mathematioal program-
ming mi;ht ba needed if pisnning problems deal with resource allocation.
Operations resesrch had its inception about 20 years ago in Great Britain
when it was used to solve military preblems related to the use of radar. Utilizing
inter-disciplinary teams from the beginning, it was soon applied to industrial prob-
lems. By the early 1960's approximately one-third of the 500 largest corporations

in the United States, for example, were using the method as an aid to planning and

decision making.

‘The method has also had expanded use in governmental decision making.
One of the more notable examples, in this latter regard, is the development and
use of operations research and related ;echnlquen ir the Department of Defense

~ during Robert MoNamara's tenure. 19

Considerable literature on operations research has developed during the
last 16 years from which concepts relevant to 8trategy IV can be drawn. Ackoff
and Rivitt, for example, have noted several characteristics of operations ressarch

‘which they believe are essential.20 First, they have noted that operations researchers

~1U98ee Daniel Sélizman. "McNameara's Management Revolution, " Fortune, July,
1965, pp. 17741 |
ussell L. Ackoff and Patrick Rivett, Ibid., pp. 10-23.

\
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part of an organisation may have an important impact upon other aspects of the

system. Thus, problem definition hecomes extremely lmpoitant in operations
research. In the process of -problqm definition, much attention is given to identi-
fying significant interactions between and among various ﬂarto of the organization. .
Beoause of the scope of problems and the quantity of information involved, com-
puters are often used in operations research.

Second, operations roloafch must be carried out by a team of specialists.
Within the context of schools, for example, problems could have economic dimen-
sions, psychological dimensions, sociological dimensions and so forth. An impor-
tant assumption is that in complex systems one cannot always prediot which scien-
tific viewpoint will prove most useful in defining problems and in dssigning solu-
tions pertinent to them. A team of specialists is, therefore, a necessity.

Third, operations renearchers start with the assumption that organiza-
tional systems cannot be ocontrolled in their original environments and, therefore,
scientific sxperimentation in the classical sense cannot be achicved. Their strategy
for coping with this problem is to represent reality, typically, through mathematical
models and to seek to understand it through different symbolic representstions of
reality. In a sense, they experiment with reality through the use of abstract sym-
bols. In the process, an important part of the team's task is to determine those
aspeois of the onv‘imnmonta whlch can and those which cannot be controlled.

While mMOm research, in theory, can be used on any system, it has
had greatest use with management problems. While the content of problems are
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mbutﬁpmblem oan be clasified in ons d v

::;;mmwnt and qnoulng mmm techniques are available for. coping with

molt of these problems, lomo of which are quite advanoed

v . In wm opauuonl rvauearoh conept- to education, -everal potantm

. | sources of confliot are apparant. For exa:mplo. there would be those who would be
highly oritical of operations x_menrch because of its présunpd. predominant orienta-

tion toward matters of efficiency. In a human enterprise such as education, many

persons would reaent suoh an orientation. They would argue strongly that efficiency
is not the central consideration in planmad educatlonal change. On the other band,
others would maintain just as firmly that efflolency is u truly important value. in
education and that it is becoming more sig:niﬂéant as increasing funds are invested
in school systems; further, they might maima;ln that efficiency can be assessed |
only in relation to other important objectives in education. In these differmg views

there could be much conflict.

o W*

N . Second, operations research teams employ highly rational procedures.

»9
[ &

They seek to probe beneath the surface and to answer underlying questions. Thus.
Daniel Seligman has described operations research techniques and systems analysis
as these are used by McNamara in the Defense Department as follows: 21

"What is at bottom is an absolute insistence on being rational
and systematic. In practice this means that the assumptions
underlying positions must be made explicit, that issues must
be defined rigorously, that possible courses of action must be
examined in the light of their consequenccs, that data must be
precise (i.e., quantified) whenever possible--"

ZIDantel Seligman, Ibid., p. 120.
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Wiener's The Human Use of gnm _ahd the éiear optimism whioh pervadés
‘..Johli,vG‘ardn‘er's Self-Renewal: The Individual and the Innovative Society are addi-

tional expresslonu of fundamentally differing attitudcs toward c;mnge Thus, we

W

micht conoclude finﬁl)y that faith will be at least as impof_tﬁnt &8s reason in meeting

the future challenges of planned change in education.
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