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. Relationships Between the Restructuring of Schools
and Communications Technology U.S. DEPARTMENT OF HEALTH, EDUCATON & WELFARE
OFFICE OF EDUCATION
by Rev. Michael J. Dempsey®
THIS DOCUMENT HAS BEEH REPRODUCED EXACTLY AS RECEIVED FROM THE
) PERSON OR ORGKNIZATION GRIGINATING I7. POINTS OF VIEW GR OPINIONS
4 wt Voo T . s 1
‘ I wot well clexks will say, as them 1eSTeup o nor HCESSRILY RPRESEAT OFFICIAL OFFICE OF EDUCATION
By arguments, that all is fox the best posio o poucy.
Chavcer: The Frankeleyns Tale. (14th Cent.)
“ o s Oll - * id L
-+ Crises are opporitunities for constyuctive and imaginative
\ » .
o change. It would take the nost obduxate optimist not to
o quail before the mounting destructive pressuxes in Amexican
-
[ educational systems. Yet, to this writex, it seems as
2.

equally narrow-minded to £ail to apprxceciate and attempt to
seize the oppoxtunity to reformulate the oxrganization of oux
instructional syétems, given the unique capability fox
succéssfui change which instructional technology pfesents

to schools for the first <ime,

Schools axe one of the few human businesslike enterprises
which annually decrease in system productivity and yet are
maintained relatively unchanged. Each year, the input of

-

education increases substantially; each yeax the output, in

terms of numbexr of students taught effectively éer teacher,
or pexr school, or per dollar spent,. decreases., It bas
generally been accepted that a qualitative jump in quality
of education required smaller class sizes, more materials,
more audio-visual equibment, additional school sbecialists
and so forth} Whétever be the case for the practice of the

past, there seems little justification now foxr equating

quality in education mexely or even basically with greater
per student expenditures. It is time to xedesign instruc-

tional relationships. °

Technology has been part of Westexn life now fox sevexal

* Rev. Michael J. Dempsey is assistant superintendent of &l Catholic
schools, Diocese of Brooklyn, Brooklyn, lNew York,
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centuries, JYts applications naturally tended to centex

about the arcas of business and profit-making enterpvises.

One new facto¥ today is the willingness of many‘insightful.'

people to congidex the application of technologyvto concexns

nuch more intimate with human life., The field of education

} . is one humanistic endeavorx that has not until xecently
considered itself addressed by the surgihg tide of technology.'

' The basic process of teaching and learning seemed too

: interpexsbnal, too defined by the néed foy human contact, to

| .

be substantially assisted by "industrialization'. Books,

buildings and mechanical devices were introduced into the

teaching~learning process as they werc needed and becane

|

|

i

|

|

| : .

| available, but never fundamentally altexed the prevailing

} concept. They were accidental and accessory to the process;
E they enabled the school to function bettecr, but without

suggesting that perhaps they should be considered a

<

t ~ structural component of the prccesﬁ itself,

§ The formidable pressures upon school systiems today are
compqunding at least one unexpected diQidend, the need to
innovate simply to'survive; Now, this by'no means guarantees
that innovation will be woxrthwhile or that it will be related
to fhe basic problems of the schools. It is quite possibie
that new structures, whether organizational, intexpersonal,
or physical, will be, as they have tended to be in the past,
mainly expeximental, temporary and out of the mainstxeam of
educational practice. Nevertheless, the problems themselves
‘ : are now so great and apparently s0 gmpexvious 1o solution by
any combination of regular procedures that educators, for'

the first time, are tending to consider alternatives.




I an reflecting these views from a background rooted in

the Catholic School Sys{em of this country. School system
problems are often surprisingly similax in both public and .
non-public schools despite the fact that, to the uncriticai
public eye, the systemns seem so dissimilaf. The staxtling
increase in the proporxtion of lay teachers, the geometrically
increasing cuxricular demands, the multiplying xoles of the
schools, the hazincss of educatiohal objectives, the sky-
rockéting fiscel imbalance between costs and resources, the
chorvs of questionning concexning the effectiveness of and
need for value and especially religious value oriented
education and many more frustrating dilemmas are the daily

fare of Diocesan Superintendents, theix assistants and the

L]

"host of religious sub-agencies associated with the operation

of a Diocesan school system. Yet the point cag,'I believe,
be made even more strongly hexe, namely the pressuxes |
themnselves are creating a clinate favbrable to the sub-~
stantive altexation of oux school systems that has not béen
present in the past. It is possible that the flexibility

of parochiai school systems, referred %o'by Commissioner
Howe at the 1968 Nétional Convention of the N.C.E.,A, in

San Francisco, combined with a presently very substantial
and growing technological involvement,'may be able to evolve

a unique and viable model for the educators of the future.

The »emaindex of this paper will concentrate upon communi-
cations technology, especially in parochial school systems,

its potential, its present level of implementation, and a

©
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number of avenues upon which some of us have already or
are planning to embark. Let us begin with a bxief outline

of the implosion of television into Catholic school s stemns.
P

In eoxly 1965, except for ihe Axchdiocese of Boston's
UHF Channcl 28, no paxochial school system in the United
States operated a television system for its schools.

Today, eight major Dioceses and Axchdioceses operate very

extensive 2500 megahextz instyuctional television systems

that reach a potential elementaxy and secondaxy audience
of 24,154,291, Another ten diocesan school systems are in
various siages of plaming for such systems. The statistics.

are impressive enough; what is more significant is. the

'fact that none of thesc systems was inauguradted with a

basic mentality such as, "We would like television in ordex
to add an extra measuxe of eqmlity to oux educétional
systen" or even, "A television sys?em'will permit us to
experiment with new instrxuctional techniQues"‘and certainly
not, "We have a little extrxa money, so 1ei}s txy this
prdmising new educational tool". These are all worthwhile
motivés; indeed, the negative findings of the Foxd and
Caxnegie Foundation repoxts on.instructiénal uses of
television would likely never have resulted if educators
had been influenced by such fhinking as they approved

ox pressed for such projects. Tt is eacy to generalize
ebulliently concexning the undexlying suppoxt for diocesan

deéisions and to gloss over the false starts, the mistakes

in planning, the false, often sub~conscious expectations
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raised by too lyrical specches and articles. Nevextheless,
it is a fact that these systems were built to attack, fox
good ox evil, the spectxal problenms facing Catholic
education. Because, by intent even if not yet in fact,
they are to be integral to the educatiQe process, and not
pexriphexral, they oifcy a genuine basis for confidence

that these school systems will make a significant con-
tributior to Amexican education in the arxea of restructiur-

ing through technology.

Tvio embryénic coxrporate structures have been established
to provide two different jevels of service to the Dioceses
Qow-opexating ITFS systens. One oxganization will cooxdi-
nate cooperative services needed foxr xoutine funqtioning.
These would include the disscmination of information, the
coopexative production and distxiﬁution of programs, the
cooperative puxchasing of materxials and equipment, the
development of sources of funding and so forth. 7The other
providés a legal stvucture foxr a laxge scale eoopera?ive
venturge into exﬁerimentatiom involving.a cémbination of
technologies, terlevisicn, coﬁputex and satellite, in such
a way as to open an approach to the reconétituting of.the
relationships between the elements of an instyuctional
system, namely, students, teachers, materials and
technology. Substantive expeximentation aloeng these lines
has been carcied on in the Diocese of Brooklyn ovezr the
past two yeaxrs., It represents an effort to move from

theoretic constructions to the concrete packaging of a




viable instruciional system intended to test out the
promise of lower per unit cost fox education. It assumes
the absolute need for education to integrate innovative
instrxuctional techniqaés and hardware with a flexible new

organization of the school system itself.

Most, perhaps all, new approaches to education have been
unable to overcome the obstacles presented by traditional
school organization. Each new technique, whether it be
seam teaching, instructional television, ungraded

yimaries, tutorial systems and so forth, is inserted into
H 3

a traditional school organization and the process of organic

rejection of the %ransplant seens to occur with dismaying
reqgularity. It is not a question simply of the xeiative
mexits of the traditional and the new;’quité possibly the
formex in a paxticular case is sﬁperior. The difficulty
lies in the fact that the new makes demands on the old and
vicé versa., The paxticipants in a team teaching system
must have theiy schedules considexably altered from ﬁhat
required of fellow teachers. The ungradeé primaxy raises
questions by fouxth grade teachers who are accustomed to a
cﬁronologically homogeneous group and preéents of ten é
ro'slem fox administratoxs to find instructional spaces
diffegent from the number and/or size'ordinarily provided
for the gradad primary classes, Requifed high school.
class schedules make a shambles of the most ingeniousiy
contrived television schedule. The list could be extended,
but the point is not particularly controverted; the in-
troduction of new curvicular approaches and school oxgani-

zations.create frequently inavoidable abrasive planes of




contact with the predominant system. Frequently these
problens cannot be contained sufficiently to maintain the

innovation.

The introduction of technology into cducation faces also

the additional awkwaxdness of seeaming 1o challenge the
accepted position of the bunan pearson in the process of
jnstruction., How often is the chavge mnade that the

teacher is in danger of being replaced by the teleﬁision
set §r the computer ox. some othex mechanical monstex.

The presiding mind-set will accept these teclmnologies '

only if they do not distuxb the status quo; the teachex,
{he studeﬁt, the book, the classyoom must continue to do
what they have always done. Of course, such a dépaxt-
mentalized superimposition of technology can happen; indeed
this is precisely the reason why multi-million dollax |
television, computer and othex systcmé of hardware are held

to peu.forming such peripherxal functions for most of

American education. It is not that Amexican education docs
n;t use these instrumentalities, but tﬁat their utilization-
is rendexed unimpottant and ineffectual in relation to

the problems of education. Nevextheless, it would be a
mistake, in my opinion, to rail againét this dominant
attitude which is basically self-defensive in the face

of suggestions and pressuxes that do not approach the
question of education and schools organically and, as a

result, often do not present acceptable alternatives to the

persons threatened.




Technology must become involved in education in such a way

that it is tied to the substantive coxe of the educative

process and not left to dabble on the periphery. This e
cannot happen without majoxr structural reoxganization of

the schools, Up to this period, there'waslno othex way to
improve the quality of education, or extend it s reach, than

to multiply the elements of education, namely, teachers,

buildings and materials. This is no longex feasible norx,

in a sense, is it necessary., It ic simply not possible

fox school systems to find,; train and pay the school

staffs that would be required to mzet modern educational

demands; it is no longex possible for schools, as presently
organized, to cope with the volume, complexity, and signi-
ficance of the data modern life presents to ‘education fox
digestion, refoxmulation and presentation to students. It
is oxdiparxily stated in terms of money, but thé préblem

is not simply a lack of money. It is more true to say

that the function that instructional systems are required
to perform today axe beyvond theix designe& capabilities.,
Even the surburban school, spending $1;600.00 annually

per child without serious strain, and providing evexy

sexvice ordinarily available to teachers and students,
still inadequately handles the minds and persons of its
children when one considers the gap existing between the

potential for and the actuality of learning.

Anyone can incrxease the quality of instruction ox extend

its benefits to more students by doubling the per unit

&
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expenditure. But, experimental schools that designedly

exceed the normasl annual per student cost vexry substan-

?

tially are not capable of being replicated on a large

scale. What good does it do to discover that the introduc-

tion of instrxuctional television, or computer assisted
instruction, or massive doses of films ox modular schedul-~
ing, ox team tcaching or any othex worthwhile hardware ox
softwavre, raises achievemen% levels if at the sane time
it is clear that nothing reasonably analogous to the
experiment can be employed throughout the school distxict
oy diocese. In one sense, we are swinming in a sea of
experiments with technologies that so fay have not been
éelated 10 the mainstream of cducation. We have made the
point, ovex and ovér again, that the edﬁcational prbcess
can be substantially assisted, and improved by, even
profitab;y reconstituted around, one ox many of these new
appfoaches and technologies; as yet, we have not actually

#

done so in any large scale believable way.

‘Suppose we werxe to do the following. Let us take a

school or an entire school system and accept as given
the enrxolled number of studentg, the phygical plant, the
present size of the staff and the actual operating cost.
Within these parametérs,.considered flegibly, and apart
from local or state requirements, set as the educational
objectives only a level of education at least equal to

that presently achieved in terms of quality or quantity.

Then permit the school and system staff, with whatever

et

R U



resources of consultation is needed, to rethink the

entire school ox schiool system structure, governed only

. e

by the x»esulis. Why, for example, must a high school
student be in the school building from 9:00 A. M. to
2:30 P; M.? Why should there be classes? Why should
not most of the student's time be spent in independent
study? Very few, if any, ideas would be likely to
surfacz that have not been bart of the vocabulary of
visionary educators for the last many years. But the
frezdonm would be present to reorganize totally the
struciure of the school so as to take advantaga of any
technique or technology that offers a practical and
better altexnative to traditional teaching and lgafning,
It is my belief that, within such an opérational deéign,
we would be able to structure schéols and school systems
that are capable of educating hore students bettex at a
lower pex uhit expenditure than is the case today ox is
poséible so long as we insist on thé pfesent sfructuring

of schools.

Such é project must not be viewed as "tentative" in the
sense that term orxrdinaxily has when used of experiments.
We know that these individual new educational appfoaches
(team teaching, television, cbmpuﬁers, individualized
instruction etc.) work; they do ﬁo% have to be validated.
What is at question is the context into which tﬁey are
insexted, The idea is to éreate a flexible environment

already committed to the use of all these techniques in

whatever combination, or relationship is required to

N
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effectuate bettexr and more efficient learning. Therxe

is a kind of tentativeness present about the particulax
formulation that may arise at thz beginning of such a ,vlnif“
procedure, But the basic structure is %he conferxal of

a degrée of professional freedom, not the initial

outcone of the exercise of that freedom. We should

decide at the outset that this is not an experiment in

the sense that it can be dispensed with if subsequent
events are not satisfactory. In my-cénception, vie often
fail in education for lack of decisiveness in recognizing
utilized successfully. We would commnit ourselves to a
ﬁrocess of change, of accommodation to known values,
within a context of the unchallenged objectives 6f quality

and efficiency. The firmness of the commitment would be

critical to success,

The piocese of Brookl&n is edging %pwaxd a procedure of
this néture. Circumstances of finances and teachex
shortages, together with the eontinuing pressure fox
religiously oriented educatioh insist'thaﬁ we conéider
alternatives to the present routine of school operxation.
We envision that one high scho§1 and/or one elementaxy
‘would be selectedas ﬁrototypés on the basis of the ease
with which this ﬁéw apprQach might be abplied. It wéuld
be most important that the schools selected be reasonably
typical of the school system since the prime consideration
is the ultimate rep-ication of the ‘process in the
remainder of the schools, It might be possible to begin

without the necessity of xe-constructiing a school

1l




fact is that any system will resist a kind of process

relatively '"known'"; this one is not, We have simply not

organization if a situation were chosen where the school
structure was as yet fluid., But in such a case we:

would be simplylpostponing the incvitable necessity of ot
applying lessons leaxned hgre to already structuxed

institutions and learning, in tuxn,hoﬁ a going oxganiza-
tionmpves into this radically differcent mannex of

functioning.

Cne of the constant mistakeé of would-be cducational
revolutionaxies is the apparently aﬁﬁomatie denunciation

of educators in genexal fox their allegedly 'obstructionist"
reaction 1o attempted change., Usually the'charge neglects

the required conditions that make change possible. The

thatvis imposed from without ox one that offers little
else but apparent professional suicide. Much of the well—l
intended pressure is ignored because it is seen as
intemperate, unfeeliné ox self-seeking, as in the case of

educational broadcasters who on one occasion were told by

one of theix number to "...drag American education,

kicking and scxeaming, into thevzoth century'". The intent
of this project is to permit education to'have the degree

of freedom it needs tovrethink'its own function and implement
woxrthwhile new approéches in Such‘a mannex not so much to

threaten as to challenge its ingenuity.

-

Technology remains the key new "tool" element in the equation

of evolutionary education, All the other factors axe

12
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tied it to the problems education faces., Yet, cnough is
known to determine that the need for individualization in
instruction and simultaneous substantial reduction in the
permunit cost of education are simply not possible with-
out it. It is altogether possible tha% the hope of such
results fxom the application of technology to schools,
paxticularly tho éecond, axe sinply not realizable., But
there is only one way to settle the question and besides

30 alternative is presently available,

Communications technology, of which instructional television
is part, has a particularly significant xole to play in

this concept of a restructuring of schools and school

.systems. People familiar with the problems of reaching

audiences, of moving sometimes hostile viewers, of design-

ing messages in appealing ways, have something vexy

important to contribute to educators, . Scemetimes the worih-

" whileness of broadcasters' contribution has been romanti-

cized out of all proportion to the realities of learning
situations., Nevertheless, one-of the primé hopes in ouxr
Diocesan school system is the developmenﬂ.pf a cadre of
educatoxs themselves trained in the skills of broadcasting
and able to apply that’knowmhoﬁ to the substantive ;hallehées

of teaching real students.

The television operation in Brooklyn is by no means self-
satisfied. For the past two and one-half yecars it had
scrupulously avoided the trap of attempting to restructure

oux schools with tools that themselves had to be validated

13




to teachers and students. We have spent this time deing

what instructional.televjsion systems anywhere have professed

to accomplish, namely, the production and transmission of e
typical televised instxuct;onal progrems. We feel we have'

done this despite predictable technical, oxganizational

and educational difficulties.

The result of the effort is interesting in texms of personnel.
About seventy-five professional teachexs have undergone
intensive producticn worksheps designed to give them a fixst-
hand expefience of television production. Some of these
continued in longey training programs and some eventually
pecame staff members of the Television Centexs Anothex
roughly 200 teachers sexve as television coordiﬁatérs foi
their schools and receive some minimal ievei of training

for theix work. 'Thé Television Cénter's staff now nunbers

22, including production, technical, administrative and secre-

tarial pexsonnel, All of this means that a total of

.several hundred professional teachers have been exposed to

a real experience of television in educatibn to varying
degrees, apart from,the continuing general program of
education we offex annually to all princiﬁals, supervisors
and teachers in the school system, now about 5,700 pexsons.
There is a genexal positive conditioning toward an openness

to communications technoleogy inevitable in such an effort.

Now however, it is time for and conceivable that this so-

phisticated television system, still working out the most

basic problems of any I.T.V. opexation, become the leading
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. edge of a general rethinking of the structuring of the school
system itself, Until now, television served the needs of
our schools in the traditional mamner. Now, it shoﬁld
perform a more creative role, one that is made more
believable by rcason of thé new skills and insights available
to the schoul system through the numbers of trained profes-
sional teachex-communicators, the professional staflf
broadcasters, the utilization orxiented school television
coordinatoxs and so forth., The field of communications is
not a foxrcign element in this school system; it is not
adminigﬁxatively ox instxuc{ionally segregated from the every-

' day routine of the schools. I believe the time has come for

this television facility to project itself into_thé centex
of educational.evolution as a point of creativity, intuition

and catalystic activity.

A drcam is stimulating, but will it woxk? Well, why not?
Thepmobiem.is not: '"Can we design technical systems adequate
to accomplish instructional objeétiQes‘. We have been doing |
that for yeaxs, however uneconcmically_and'lacking iﬁ

pxagmatism, The problem is much more: '"What objectives do

schools seek?!" and "How can’ we integrate'communicatiéns

systems so as tg reach identifiable goals at minimum cost?"

Now that our own television operation is relatively stable

and growing and communications satellites, computers,

broadcast facsimile devices, and the gradual emergence of

the television tube as a potential universal display fox ”
all visual media are all realistic educational developments

within the next few years, we arc interested in taking the
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next necessary steps beyond the traditional stcreotypes of
both education and communicaticmns toward a hazy, but

achievable new design foxr Catholic education in Amexica.




