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The general goal of the National Institute of

Education (NIE) is to improve practice in all areas of educaticn so
that all Americans can benefit from the best education possible. To
determine methods for reaching this goal, this report describes NIE's
mission, examines possible organizational structures for NIE,
discusses suggested alternative programs,- and describes the prcposed
transfer of programs from USOE to NIE. The proposed programs fcr NIE
discussed in this report include adjustlng inequities in educational
spending, providing education services for poorly served clients,
fostering communlty involvement in education through educaticn
vouchers, improving productivity in educatlon, and developing theme
schools. (Author/JF)
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SECTION ONE: MISSION

In his March 3, 1970, message on education reform, ?resident
Nixon prbposed a.National Institute of Education "for the purpose
of enhancing equality of oﬁportunity.in education and developing
new and better ways for people to teach and learn at every level.'"
Legislation to establish the NIE is now in Congressional conference.
Upon £he bill's passage, this country wili have a chance to vita-’
lize educational research, build educational resourcésp help solve
educational problems, énd improve educational practice.

The need for the NIE is clear. 1In the past thirty years edu-
cation's share of the gross national product has doubled; yet it
would be hard to demonstrate that the quality of education has
doubled. The educational-pligh; of our cities worsens. Even our
affluent surburban kids are telling us .school is neither important
nor useful.

The general goal of NIE is to improve practice in all areas of
education, so that all Americans can benefit from the best education
possible. To feach this goal, NIE will give priority attention to
solving critical educational problems, fundamental research, build-
ing educationél resources, and improving current practice.

To carry out its mission, a number of special features must be
incorporated intc the NIE. One major feature will be a focus on
development, on moving current research into practice. Although
there are definite gaps in our knowledge base, researchers.already
know much which could make a difference if it were adopted. Too
little attention was paid to the pfocess through which a good

idea, or an important research finding, would actually be implemented




in a local community. Consequently, many helpful ideas or products
never reached their intended clients. Therefo;e, NIE will concentrate
on developing methods which insure that the research ;nvestment will
actualiy impact educational practice,, and work with other agencies to
get those methodg implemented.

While the dissemination and implementation of the results of
educaﬁional research and development are an important responsibility
-of the NIE, so much controversy surrounds this function that we believe
a special statement is éppropriate here. Some advocates feel that
sufficient knowledge of educational methods is now available so that,
if these methods were properly disseminated with adequate funds,
considerahlg progress coﬁld.be made immediately in reforming the
schools, Others believe that the difficulty really lies with develop-
ment and evaluation. They maintain that we have seldom, if ever, been
éble to &evelop alternatives that are practical and politically and
economically feasible and further, have no evidence to prove that any
given innovation is really much better than the practices it replaces.
When and if any alternative is properly devéloped and firmly proven,
dissemination will prove no problem; the aiternative will sweep the
schools, just as penicillin swept through the medical profession once
its efficacy was established. Since sinceré and informed men hold
both these views, probably both are partly correct. The National
Institute of Education can aid in the problem by providing an emphasis
on complete development and careful evaluation, by pointing out, with
respect to each program just what was developed and tested, what
question was asked and how firm thg.amswer was.

In any event, NIE performance will'be judged by the quality of




what is produced and whether appropriate R&D results have an impact
on educational'practiée. If NIE is to be judged.in these terms,
then it must have mechanisms to assuré the acceptance and imple-
mentation of its R&D outcoﬁes and alternatives, whether the imple-
mentation is directed by NIE itself or by other ‘agencies.

At present, there is insufficient evidence on the success of
diffefent dissemination strategies and vefy little information on
ﬁow strategies should differ with the kind of R&D result being dis-
seminated. Therefore, the National Institute of Education must
undertake basic research.and development work on alternative imple-.
mentation strategies.

The diverse nature of NIE's R&D'results and of its users pre-
clude any.single dissemination mcchanism; but evidence from DOD's
Project Hindsight indiéates that the most effective implementation
.of-R&D'effortS results from the vision of a few men who develdp the
concept into reality and follow it through development and into
practice. It ié with this in mind that continuity of staff assign-
ments within NIE was inciuded as a special feature. This method will,
we believe, increase the likelihcod of implementation of the results
of NIE work.

A problem related to dissemination is that questions of education
are often questions of Qalues and obviously, different people will
have different values. National cultural pluralism and geographic
diversity make it unlikely that a single solution to a nation-wide
pr&blem or concern will be_satisfactory for everyone. Consequently,
another special feature of NIE is that it will study and develop

:lternative solutions to particular'pfgblems or concerns. It will
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make available the alternatives necessary for people to make choices,
but it will not say that there is only one choice.

Another feature of NIE has toc do with the scope of its activities
and constituency. Past Federal education efforts have been organized
and differentiated by age level, school organization, or subject
matter. NIE will takeba broader view of education, concerning itself
with the education of all Americans of all ages, whether in school.or
6ut. Education is not something that happens six hours a day to
people between the ageé of six and eighteen,'or twe and twenty-two.
Education is a life-long activity, and it is the goal of NIE to make
that activity a satisfying one for all ages.

Legislative and Presidéntial interest for new and continuing
Federal research and development efforts proQide NIE with°several
distinct missions: |

1. Create Feasible Alternative Solutions to Help Solve Education
Problems of National Concern .

This mission is the major focus for Federal Educational R&D
and should become its most prominent activity. With the mission of
problem soliving, the activity must be well supported by sufficient
resourceé to analyze major problems, design and implement programs of
research and development, and then carry out and evaluate alternative
solutions that are educationally sound and economically feasiblg.

2. Improve the Practice of Education

This mission is to improﬁe the state of the art (and science)
of curriculum, instruction, organization, ;upervision, and.the other
functional components of the educational s&stem. The R&D program;
that are designed to promoﬁe imprﬁvgd.educational practices may be

Q
IERJ!:comprehensive, involving all components of a school system or specific
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involving pérts of the system. The focus, however, is to revise and
* advance current practices.

3. Build More Substantial R&D Resources to Provide a Knowledge
Base for the Solution of Problems and Improvement of Practices

NIE must continue the long—staﬁding Federal commitment to
subport basic and applied résearch on the foundations of education
that will add to man's understanding; NIE must also continue to
support the training of personnel capable of contributing to educa-
-tional research and development. Without an increase in the quality
and quantity of the problem solvers, the rate of improvemént in
education is not likely to increase. As another resource for improﬁe—
ment, NIE must continue to support new institutions that provide
unique R&b'capability not ;vailable‘in the private or puy%ic sectors.
Thus NIE's mission to build R&D resources includes the development of

‘new knowledge, personnel, and institutioas.
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SECTION TWO: ORGANIZATION

A variety of models for organizing R&D-activities are being used
by diffefeﬁt Federal.agencies. The Gogdard Spaceflight Center and
the National Cancer Institute organize their intramural research
people by discipline, then ''detail' individuals to project teams
when a problem requires multidiscipline effort. Since NIE will be
eﬁgaging in intramural research and must attract capable researchers,

a project-by-disciplinary-matrix structure is an attractive

alternative.

Another alternative, exemplified by NIH and NIMH, separates
intramural and extramural research on the presumption that intra-
mural researchers and managers of extramural grants are different
kinds §f people and work best on‘separate goéls.

A third alternative is to organize NIE by constituent groups
(vocational, handicapped, higher education, etc.). This arrange-
ﬁent affords organized groups a clear focus of support, enlists
the aid of the field in encouraging incre;séd budgets, and is not
an uncommon arrangement in gove?nment orgahizations.

There are, of course, many other ways to désign an R&D organiza-
tional structure, e.g., a functional arrangement with separate units
for research, development, dissemination; organization by levels . with
preschool, elementary, secondary, and adult units. A thorough
analysis of the dimensions of organizational design for NI. has
been completed by the Rand Corporation, and provides a discussion _

of the advantages and disadvantages'of various alternatives.




A reyiew and evaluation of alternative structures is not
presented here;Athe reader is referred to the several dccuments
prepared by the Rand Corporation (1).

The recommendations pre;ented below were develcoped by the
Planning Unit staff after studying the numerous &ocuments and
conferFing_with a wide range of consultants. Although these
recommendations comprise.z. single alternative suggestad by'
information reviewed thus far, ®his proposed oxrganization may
be expected to be modified as guidance ¢x additional information is
received. The necessity of providing budget justification, personnel
projections, and program descriptions led us to specify an organiza-
tional design. Some‘assumpfions about the organizational framework
were neces;;ry 0 continue the planning process although w; recognize
that the Director of NIE will decide what kind ofvorgénizatiou he

wants. Our tentative design includes nine distinct organizaticnal

units:

I. NATIONAL ADVISORY COUNCIL

A National Advisory Council will have the responsibility for
NIE's general policies. It will have its own staff, and in addition to
policy matters, will regularly assess and report on the state of
educational R&D.

Both versions of the Bili state that the Council shall consist of
fifteen members appointed by the President for three year staggered
terms. Ex-officio membters may also be appointed by the President. The
House version would have thé Director and Commissioner of Education

automatically serve in an ex~officio capacity.



Major differences in the two bi;ls'relate to the Council's degree
of authority. The Senzte version assigns a major policy formulation
role to the Council, authorizing it to establish policy; the House
version makes the Council an advisory body which makes recommenda-
tions to the Director and Secretary on matters of program and

- policigs.

Since some differences in the Bill have not yet been reconciled
by the Conference Committee and Congress, the functions and éomposi~
tion of the Council is still uncertain. Recommendations on the
functions and composition of the Couancil will be prepared for the

May report of the Planning Unit.

II. OFFICE'OF THE DIRECTOR'
 Thé major responsibilities of the Director are related to
decision-making, management, and reporting. He must coordinate
the work of the Institute; determine program priorities, budgets,
placement of programs#* iqto spécific units; and report on the
Institute to appropriate governmental ageﬁts'and to the public.
Various NIE units are assigned specific management responsibil-
ities for the R&D program. That is, program initiation is the
responsibility of the Policy Research and Planmning Unit; technical

manag-.aent is accomplished in the operating program ocffices;

* We use program here in the sense of a major integrated series of
large scale activities, with a planned beginning and ending date,
with operationally specified outcomes and accompanying progress
milestones. Such a program includes a large number of project
elements, is generally a multi-year commitment, and will generally
exceed one million dollars in cost. Examples of existing programs
include the experimental schools and the career development models.

.
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contracts management is done in a unit within the Office of Admin-
istrative Services; and evaluation of ongoing programs is the
responsibility of a separate Evaluation Unit. This division of
1abor allows efficient use of specialists in facilitating the R&D
effort and enhances accountability of the prbgréﬁ to the Institute's
goals._ However, it places special requirements for data collection,
decision-making, and communication on the Director if the flow of
work is to be smooth.

In this task of coordination, the Director must be able to

answer questions like the following and act on his answers:

~ What new programs should be supported with what level
of funding?

- Where in the organization should new programs be placed?

. = How much money sHould be allocated to specific current
programs?

- Does the Institute's management and structure satisfactorily
facilitate its research and development responsibilities?

This will require that he have a staff of his own to compile informa-
tion and make recommendations, and that staff, in turn, must depend
on the specific offices for input_information and suggestions.
‘Consider the exampiles below that briefly describe how some of these
actions might take place.

Recormendations for all new programs will be initiated by fhe
Policy Research zud Planning Unit. Proposais for major new programs

or new institutions will come from the NIE operating units, from
R k
outside clients, or from the Planning Unit's cwn internal program .

* . [
H
design section. In many cases the design section may have to work

1with an outside initiator to refine his proposal so that it is

ERIC
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ready to be acted upon. A summary of each program proposal will be
sent to the Director's staff, with a rationale, implementation plan,
and cost estimate. Where there are a number of proposals, the Policy
Research and Planning Unit will submit'pfiority recommendations with
justification for their rankings.

Thg Evaluation Unit will provide data and recommendations on
all current programs, based upon how well each program is meeting
its goals. This evaluation function has been separated from the
operating units where the programs are located in order to preserve
objectivity. There is a special danger in the case of ongoing
programs that program officers will be co-opted, and even without
selfish objectives, begin to work toward indefinite continuation

. of their programs rather than completion. Sgparation of th;'evalu—
a;ién function will help avoid this problem.

The Evaluation Unit compiles summaries of each program, with
recqmmendations concerning qualipy improvement, contraciors with
the best performance records, and prbgram value and trédeoffs,
and submits these to the Director's staff.

The Director‘s staff, with its budget analysis experts, compiles
the information and recommendations for both new program proposals
and continuing program and support in a form that is suited to
decision-making. They.may call upon preogram officers, the contracts
office, etc., as needed, to provide further input to this report.

A "Cabinet" is then assembled consisiing of Dircctors of each
major office and some persons from lower in Ehe hierarchy who are

selected each year to fill rotating positions. The Cabinet considers

© he overall budget plan and makes a forhal'report to the Director
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concerning its adoption or adaptation and the placement of programs
within NIE units. The Director will use.his own staff report, Cabinet
recommendations, and suggestions from the Advisory Council to guide.his
final budget and program placement decisions.

A similar detailed plan could be described f&r evalu%ting the
Institute itself and prxeparing reports to Fhe Secretary of HEW or the
President. Here the Director will lean more heavily on the Advisory
Council, who might themselves serve as a "Board of Visitors" or employ
an outside contractor to do so. In every case, both because involve-
ment in decision-making promotes commitment and quality work, the
staff of the Institute will also be asked to reflect on such reports

and suggest ways to improve programs or management.

III. POLICY RESEARCH AND PROGRAM PLANNING UNIT

This unit serves as a '"think tank" operation to conduct policy
research, to analyze problems and to propose new R&D program alter-
natives. The planning would be done by prohlem-oriented task forces
consisting of first-vrate prcfessionals dréwn from a variety of
disciplines. Program plans weculd be submitted to the Director of NIE
for decision. If program plans are clearly related to significant
problems, provide a plausible path tc implementation, and are within
the budget and prio;ity constaints of NIE, approval to proceed is
likely to be given. All major new NIE programs are initiated from
this unit.

Separating policy research and new program planning from the

operating offices can result in poor articulation of what one group

plans and what another group.implements. Such problems of continuity
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between plan and program is a common complaint in R&D agencies. We
believe that by éctually transferring the-people who plan a program
from the Planning Unit into one of the Operating Units (provided the
decision is made by the Diréctor to impleﬁent Fheir program), articu-
lation problems will be reduced. If the small cadre of people who
were ipvolved in pianning a program are given responsibility for its
implementation, their planning is likely té be more realistic and
their commitment to fol;ow through on the prdgram fo its practical
implementation will be enﬁanced.

In operation, the Director and Advisory Council might.select
a new problem for analysis and planning and assign'the task to the
planners. A suitable staff would be'employéd to do the analysis and
planning, preferably within one year's time. This task force would
haQe a plarning budget for whatever consultant and contract work was
necessary if it could not be handled intramurally by‘the task force
itself. Most of the professional personnel on a task force would be
exempt or with a temporary (term) Civil Service appointment. Initial
appointments would be for one year only.

if the Director and Advisory Council approve a program plan for
implementation, the task force staff will be assigned to one of the
three operating offices. If not, the appointments of the task force
personnel will be discontinued or they will be reassigned tc another
planning or operational task force as appropriate.

The head of the Plarning Unit will receive all proposals for new
programs that are prepared. outside the Plaﬁning Unit. He will be’

responsible for integrating such proposals with existing planning
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work. Those proposals that are approved will be submitted to the
‘Director with a recommendation for action along with an analysis
describing how the outside proposal fits the framework of current
planning for new initiatives and its similarity to ongoing programs
in NIE. Using a single unit to handle all new program initiatives
will help avoid duplication, and will increase the coherence of
the overall NIE activity and will decrease the possibility that
good ideas will fall between organizational units and get lost.

Once a program is approved and is established as an ongoing
activity of one of the operating offices the program manager will
have authority to fund projects within the scope of his program.

New project .proposals will not have to be reviewed by the Planning
Unit.

The following sequence of steps for initiating a new program
alternative within NIE illustrates how the actions of the Planning
Unit relate to other offices in NIE:

1. The Director seeks the advice of the Advisory Council,
Policy Research and Program Planning Unit, and client
groups for new program ideas.

2. The Director with the concurrance of the Advisory Council,
selects a limited number of problem or program topics for
consideration by the Policy Research and Program Planning

- Unit. Available resources will probably allow considera-
tion of no more than four or five new problems each year.

3. For each pfoblcm a small multi-discipline task force is
formed, and with the help of consultants they analyze
issues, define the problem, and plan an integrated R&D
program, including tentative schemes for intramural
research, program management staff requirements, extra-
mural contracts, dissemination and implementation plans,

budget needs, and evaluation plans. This program plan-
ning should usually take less than a year.
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4, The Director, with the advice of the Advisory Council
gad within the constraints of available funds, either
approves or rejects each major program proposal. This
decision is made s#imultaneously with any proposed re-
vision of existing programs. The aim is to have new
and continuing prograws and budget needs considered
at the same time. '

5. 1If approved, the program and its staff are assigned
to an appropriate Office: Directed Programs, Resource
Development, or Practices, Presumably, most of the
programs will be assigned to the Office of Directed
Programs, since problem-solving i& NIE's major new
thrust. Among the alternative choices, no more than
two or three new programs should be started each year
so that finances can be concentrated.

6. A new R&D program is budgeted, forward funding the
program for its duration.

7. At the conclusion of its efforts, the R&D program
~organizational unit is disbanded. The professionals
will be holding appointments exempt from Civil Ser-
‘vice. They will either leave NIE or, if their skills
are appropriate, be assigned back to another NIE unit.

8. Dissemination of the "end-product" of a program will
depend on the nature of the outcome. Different kinds
of programs will be implemented in different ways.

In some cases the private sector will be used. Other
programs will require legislation, others will make
use of mass media, etc.

A key feature of this process however, is to have those individuals
who managed the development of a program move into an operating agency
such as USOE or DOL, a State department of education, a large city
school district, wherever they might facilitate the dissemination and
implementation of the program. This procedure implies that program
plans that are prepared by the Planning Unit must include detailed
tasks and costs for dissemination and implemeantation.

In proposing such a procedure we have bcen much influenced by

the results of the Project Hindsight study conducted by the Depart-

o~ »nt of Defense which reported that successful implementation of a

RIC
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change was tied to an individual or cadre of leadership personnel who
stayed with the program from initial planning through field impiementa-
. 7’

tion.

IV. EVALUATION UNIT

The Evaluation Unit will provide data on how well all current
programs are operating and maintain files on the acceptability of
performance of particular contractors. This Unit will be oriented
toward normative evaluation, with its aim to discover gaps and flaus
in programs, to recommend action for improvement or eliminétion of
ineffective efforts and to suggest added funding for especially
effective.programs. Information from program management units will be
considered. in the evaluatiog, becausé their staffs probably know
more about specific programs than anyone else. However, to avoid
influence of the program management units, which may be co-opted
by their interest in ongoing efforts, the Evaluation Unit will
employ its own evaluation system and report directly to the Director.
A new assessment system, as described belbw, is being designed for
this Unit.

The Evaluation Unit will conduct its work through a two-tiered
panel organization with a single Master Panel to which a series of
Specialist Panels report. The Master Panel is a blue-ribbon, one-
year advising group that reéommends funding priorities among R&D
fields and reports through thc Head of the Evaluation Unit to the
NIE Director. The Master Panel does not perform site visits to
assess programs. Rather it uses information from in-house personnel,

from Specialist Panels, and from outside contractors, to make
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recommendations on funding priorities,

The Master Panzl will be composed of 10 to 12 highly qualified
professionals who possess broad knowledge of educational R&D. The
intent is to get first-rate,‘very competent people who will furnish
both stature and expertise to NIE program evaluation. All of the
members of the Master Panel will serve for at least one year, with
one-third of them being carried forward frém one year to the next.
Membership will require two to three months of work during the year.
The Chairman of the Master Panel will be selected by the Director of
NIE. He will serve full time for one year. He will assist in the
selection of the other panelists, and may at his op;ion have a half-
time Assistant Chairman. The full-time appointment of the Chairman
will allow.him to participate in Congressional Coumittee héarings and
to assist in prcpafing budget testimony.

Ongoing R&D programs will be grouped into 6-10 specialized
clusters, with related prugrams within each cluster. Each cluster
will be judged by a specialist panel of about five people that make
priority recommendations within that specialty area to the Master
Panel. These are called Specialist Panels because they consider
one content area, but their membership includes broad-gauge scientists
and researchers as well as recognized experts in the specialty area.
Serving on a specialists panel will require 20-30 days during the
year. Panel mecwmbers will serve for at least one-year periods.

An in-house support team in the Evaluation Unit will coordinate
and facilitate the work of all participants in the assessment system
and provide information to them. Members of the support team will

&) , . .
[ERJ!:eport to thz head of the Evaluation Unit. The team's major tasks
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are developing the lists of resource personnel for both Specialist
Panels and consultants, scheduling evaluation and training, monitor-
ing special evaluation contracts, making their own reports on how
the evaluation is proceediné, and suggesting alternatives to it.

The head of the Evaluation Unit will obtain éritical assessment
information from these panels and the support team. Although the
Evalua£ion Unit staff will have a normati?e orientation necessary
to the function of making recommendations on the allocation of
scarce resources, the assessment system also requires that some
personnel play a nurturant role in relation to institutions and
programs. In-house program personnel from the liné operating offices
(e.g., Directed Programs, Resources, and Practices) will play this
advocate rble, helping to build programs and to make as gobd a case
as possible for them during evaluations. The crucial requirement
for those who fill this role is understanding the program well
enougn o represent it to the agency, and they are expected to supply
supportive, although not necessarily uncritical, v¥zports and informa-
tion to the head of the Evaluation Unit and to the Director's Office.

Specialist Panels may not review every program every year., In
some cases, when adequate data are available to preclude new assess-
ments and a program is midway in fulfilling a multi-year program plan,
only routine milestone checks will be done by technical advisors in
operating offices, in collaboration with the performing contractor.
If, however, these milestone checks prdvc unsatisfactory, or if an
increase in budget is requested, the Evaluation Unit will be alerted
and will call on Specialist.Pancls to sitc visit and provide informa-

O fon. When a program is judged to be completed, an assessment is

IToxt Provided by ERI



done by the Master Panel, again calling on Specialist Panels, and
results are reported to the Director.

A special comment might be made on.the advantages of a Master
Panel that does not site viéit. First, Site Visitors are often
offered especially appealing performances by coﬁfractors. The
Master Fanel will not 'be swayed by such incidental information.
Second, it is questionable tha; one group éan adequately and
directly assess the continuing requirements of some 25 current insti-
tutions and 100 ongoing programs or large projects in one year.

The trade-off is that each program will be visited by one of several-
Specialist Panels which will report its findings té the Master Panel.
The Master Panel then has the manageable task of comparing the data
on a}l proérams. Large R&D agencies administering several‘programs
may be visited by several Specialist Panels, each of which will

make incidental comments on management in addition to its primary
comments on program performance. Finally, the comparative evaluation

of programs will always occur, because each Specialist Panel will

visit several programs in its areas of special knowledge.

V. EXTERNAL RELATIONS UNIT

An External Relations Unit will coordinate NIE activities with
other Federal agencies, Congress, and professional interest groups.
It will have a legislative staff, an editorial group, and a public
information staff to accomplish these fpnctions.

Coordination of activities with other Federal agencies will
require information sharing with all agenciés involved in éducatioﬁal
R&D, agreements with other égencies on their missions and areas of

ERIC
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responsibility, joint planning and management withiﬂ areas of
overlapping responsibilities, exchange of personnel, and other
resources among agencies participating in such joint program activ-
ities, and joint funding in areas of similar interest. During

the Spring of 1972, plans delineating how the puBlic relations
staff yill undertake each of these activities will be developed.

The public relations staff will also provide and solicit
information from the general public and from the broad array of
educational R&D workers and practitioners upon whom the success
and acceptability of NIE depends. This may sometimes involve
national surveys and polls, because these groups c;n be a valuable
resource ip the assessment of the coﬁntry's educational needs, and
identification of critical problems.

Among the wost important of NIE's objectives will be that of
advising policy makefs on solutions to major educational problems.
Until now, R&D has seldom contributed to such policy decisions,
partly because its results have been formulated only for its own
fraternity, and not designed for policy application. The External
Relations office will design procedures to correct this condition.
Its legislative staff will not only screen and respond to Congressional
requests, but will seek the help of éhe legislators in interpreting
political priorities and, working with the Unit's editorial staff,
they will adapt R&D documentation so that it provides clearly written
statements addressing policy issues, fhis will include R&D-~based
advice on solutions whenever it is apprOpriéte.

This Unit may occasionally contract out some of its work, but
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will primariiy carry out its functions with its own personnel

holding Civil Service appointments,

VI. OFFICE OF DIRECTED PROGRAMS

An Offige of Directed Programs wiil be one of three main
substantive operating units and will house those‘comprehensive
R&D programs that aim at developing alterqative solutions to help
solve prominent problems requiring substantial national reform.

Programs in this Office are generally characterized by NIE
initiative, planning, and direction. It will, for exaﬁple; be

.responsible for the implementation of the research, development,

and dissemination activities that were planned by the Planning Unit.
The general'mode of program'managemeﬁt within this division may be
characrerized by such words as:. positive, directéd, and intrusive.
Thé normal instrumentality will be a performance contract. Specific
pérformance criteria, definitive schedules, management plans, and
the like will normally be expected of performing organizations.

The participants and clientele served by this Office (lawyers,
economists, management scientists, large R&D agencies, government
planners, etc.) are likely to have a strong analytic and actiocn
orientation. Close monitoring; thorough management review; and
familiarity with the contractor operation, management, and person-
nel will be more common than not. Program monitors will make
frequent trips to contractor facilities,

The orgsnization of the Office will be by problem oriented
task forces that opcrate in- a longitudinal ;ather than specialized'
fashion. Each task force will contain within it the capability

ERIC
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for carrying out what research, development, and dissimination that

is needed. The task force will consis; of a team of senior and junior
professionals who have been transferred from the office of Problem
Analysis and Program Planning, augmented by additioral personnel.

The staff of each task force will have the cépability and pre-
rogative of conducting intramural as well.as extramural research
and development. The primary mechanisms for extramural R&D will
be the contract with its specified outcomes,

The senior professionals on each task force will hold éppointments
exempt from Civil Service requirements. Junior professionals may
either be exempt or Civil Service Teﬁporarys. The few personnel
with only gdministrative dufies, as well as clerical personnel,

would hold Civil Service appointments.

VII. OFFICE OF PRACTICES

An Office of Practices will contain programs that aim primarily
at improving the art of scienée of teaching. The programs will be
characterized by procedures that encouragé planning and implementa-
tion of improvements by schocl systems, State departments, and other
education agencies. The general purpose of this Office will be to
support promising programs which experiment with current practice
and evaluate, demonstrate and spread the best current practices.
The programs in this Office ﬁay be comprehensive, such as those

models employed in the Experimental Schools Program; or specific

to one or more of the components of the educational system such

O

as curriculum development, irstructional methods, organizational

change, evaluation system, etc. Thé_pgrticipants and clientele
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for this Office include teachers, school administrators, teacher
educators, parents, students, and "all others engaged in assisting
in the operation of educational institueions.

Programs will often vesult from the initiative of the client,
but will occasionally be a result of NIE initiative. Relationships
with school systems will normally be through a non-demanding contract,
and be of a supportive nature. Use of other organizations, such
‘as evaluation coatractors in the expefimental schools program, may
be through more demanding contractual instruments. Initiation of
proposals for improving practices would come from outside agencies:
Regional Laboratories, R&D Centers, School Systems; Universities,
etc. The ?rominent activity would be development, evaluation, and
demonstration supported by contracts awarded for unsolicitéd
proéosals. Evaluation of proposals would be accomplished by review

panels of consultants.

VIII. OFFICE OF RESOURCE DEVELOPMENT

An Office of Resource Development will manage programs on basic
research, researcher training, and institutional development. Its
function will be to build and strengthen R&D capability throughout
‘the country. These programs generally will call for either a
"laissez-faire," or a '"supportive'" mode of program management.
Support of basic research generally requires that adequate publicity
be given to the areas in which the agency plans to support research.
The primary program management action generally centers around the -
decision of which applications to support, thereafter the contractér,

does not require (in fact does not want) much, if any monitoring.
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The primary emphasis will be on enticing first rate scientists and
bright young scholars from a wide range of disciplines to get involved
in research on education-related topics;

The participants and cliénts of this office include university
researchers from a wide range of academic disciplines, e.g., anthro=-
pologists, sociologists, psychologists, historians, etc.

Int;amural Basic Research will be conducted by individuals or
teams of scientists intending to add to the kno-ledge base in the
foundations of educafion'and learning. All the professional personnel
in this Unit will be either exempt from Civil Service, or will hold
temporary appointments. Little use will be made of contracts, although
an extramural contraét as part of a research project would be an
available thion. Decisions about what intramural research this Unit
Will conduct would be made with the approval of the head of the Office.

Extramural Basic Research wduld operate totally by grants and
contracts outside NIE. The Unit would rely heavily on outside review
panels for the evaluation and funding recommendation of proposals.
Contract management and coordination of the Review Panels of outside
specialists would be this.group's main activities, and its staff
could all hold Civil Service appointments.

The researcher-training group would operate in a similar manner
to the extramural research group: awarding and maintaining contracts
or fellowships, and coordinating review panels. Tt would be staffed
with personnel holding Civil Service appointments.

The institutional development group's principal responsibility:
is the existing Regional Laboratories and Research and Development

Q

E[{L(}nters that have not yet reached full maturity. It will award
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contracts, coordinate review panels, and again be staffed with personnel
holding Civil Service appointments. When a lab or center reaches
maturity, it will no longer receive support from this office. The
Institutional support program requireé that institutions be started,
brought through growing pains and be maturead. This kind of program
requires a "supportive' mode of management and project moniﬁors wiil
be far more active than above, and often féirly intrusive, but their
tone should be one of helpfulness. As institutions move through the
transition from immature to mature, program management will shift
from supportive to more directive and the institution will do
business with the Office of Directed Programs or the Office of

Practices, instead of the Office of Resouices.

IX. OFFICE OF ADMINISTRATIVE SERVICES

An Office of Administrative Services will be needed to provide
pefsonnel, procurement, fiscal and general services for NIE. As a
separate agency, NIE will be expected to budget for their Administra-
tive Services. This does not necessarily'mean that beginning July 1,
1972, NIE must be totally self-reliant for such services. Many of
these services could be efficiently and economically provided by the
Office of Education, or other Federal agencies. Where appropriate,
such agreements will be worked out. Furthermore, the establishment
~of a completely independent Administrative Services Office would
require more time than remains for NIE planning. Time constraints,
therefore, will also encourage NIE to seek some support services f;om
other agencies.

Nevertheless, to operate, NIE will require qertain Administrative

O
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Support Services. The general functions to be performed are:
. Financial Management
- . Personnel Administration
. Contract Managemeng

. General Services such as facilities, maintenance,
duplication, etc.

The details of each organizational unit and the main procedures
that are to be used in the Office of Administrative Services are
described in other documents being prepared by the Planning Unit.
One feature being considered is the partial decentralizatidn of
administrative support units such as Personnel and Contracts, so
that service personnel are located iq each of the three operating
offices. As an example, the heads of operating offices such as
Directed Programs, Practices, and Resources, would have assigned to
their office a Personnel Specialist and onec or more Contract
Specialists. The purpose of such an arrangement is to support the
decentralization of administrative authority and decision-making,

vesting it in the hand of those leaders who are operating programs.
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SECTION THREE: PROGRAM

This section of the report will describe new programs and projects
tkat might be initiated in FY 1973. Since programr planning is an on-
going activity that is not yet completed, the description that follows
should be viewed as an inte;im report, not a final statement of pro-
gram plans. The R&D activities that will be digéusaed represent possi-
ble lines of work rather than final commitments. The processes that
the NIE Planning Unit has ewployed to briﬁg these program possibilities
to their present state of definition will be described below. In
addition, the procedutes we expect to employ to develop the program
plans in fuller detail, and the criteria that will actually be imple-
mented in FY 1973, ate also described. | ~
I. THE PROGRAM PLANNING PROCESS

The NIE Planning Unit was established in the spring oé 1971. A
major emphasis in the work of the Planping Unit has been, and continues
to be, the planning of new R&D possibilities for the Institute. An
open process, responsive to contributions frem a wide variety of
sources is being employed. Ideas and suggestions have been elicited
from a broad range of the Institute's potential constituencies.
Specifically, three activities were undertaken.

A. Disciplinary Meetings

In order to involve a wide range of disciplines and educational
interest groups in the planning process, we organized a series of
meetings with scholars and practitioners. The task in each group was
to consider what the participants, speaking from the vantage point of
the discipline or field they represented, could offer as suggested
R&D activities for the NIE. The participants at each meeting discussed

ERIC
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the knowledge in their area of competenée that is most applicabie to

the mission of the NIE and suggested possible programs that the Insti-

tute might undertake.

Each group met for two days, usually in Washington, D.C. Members

of the NIE Planning Unit and other interested individuals
primarily as cbservers rather than active participants.
meetings have taken place:

= Psychology
Chairman - Gecrge Miller (Princeton University)

- Sociology
Chairman - Burton Clark (Yale University)

- Educational Technology

attended,

The following

Chairman = Joha Truxal (Polytechnical Institute of Brooklyn)

= Anthropology : )
Chairman - John Whiting (Harvard University)

- Classroom Craftsmen
Chairman - William McConnell (Webster College)

-~ Representatives of the National Education Associati
Chairman - William Morrison (President NEA)

=~ Curriculum Research and Deveclopment
Chairman - Wade Robinson {(Central Midwestern Re

on

gicnal

Educational Laboratory)

- Educational Publishers

Chairman - Robert Follett (Follett Publishing Company)

- Deans of Schools of Education
Chairman - Ted Cyphert (University of Virginia)

- Reading
Chairman ~ Harry Levin (Cornell University)

An additional meeting is schadulcd in January 1972:

- Measurcment and Evaluation
Chairman -~ Samuel Messick (Educational Testing

Service)

After each meceting the Chairman prepares a paper summarizing the

suggestions of the participants. Although these papers are preparcd
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for the NIE Planning Unit, they ﬁre ciréulated within the field for

additional comments and suggestions. At the preéent time, summary

papers are available from the meetings of psychologists, sociologists,
- and educational technologists. N

During the next few months, an adéitional se;ies of meetings is
planned, some of which will bring together some of the participants
in earlier meetings for interdisciplinary discussion.

B. Commissioned Papers

In order to focus directly on major program possibilities for the

NIE, three papers were commissioned:

= Community Participation im Education

by Polly Greenbexg

- A Culturally-Based Fducation Svstem for the Disadvantaged

by Joan C. Baratz

- Open-Informal Education: Recommendations for Research and

Development
by Lillian G. Katz

Each of these papers defines a major problem area in American educa-
tion and clarifies the knowledge base from which potential solutions
may be expected to emerge. The status of R&D work currently underway
is surveyed and suggestions for additional work are presented.

C. Planning Documents

In a preliminary study of the proposed National Institute of
Education, Roger E. Levien tentatively defincd three problem areas
that warranted careful study:

- The inadequate education received by the poor and disadvantaged,

- The inadequate quality of the education received even by those
from more affluent backgrounds, and
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- The need to use education‘s 1imifed resources more effectively.
Though Levien pointed out that these problem are;5 wvere not based on a
comprehensive analysis of the Amerizan educational system, it is obvious
that they are sources of agute concern to educators and laymen alike.
As such, they were used as foci for éliciting suggestions for R&D
program possibilities.

Each of the three problem areas was first examined by the Planning
Unit in order to isolate salient issues as sharply as possible. An
outline for cach area was cubsequently devaloped in which the scope of
a problem~oriented inquiry was specified.

Subsequently, we contracted with several outside groups to examine
the problem areas and to prepare documents cuntaining their analyses.
The following groups partieipated: .

= In the area of the education of the poor .....

a group at the University of Illinois headed by Prof. Frederick
A. Rodgers produced a report entitled A Program Development

Document to Improve the Quality of Education for the Disadvan-
taged.

- In the area of the quality of éducation .....

a group drawn from several universities headed by Prof. Kobert
Davis of Syracusec University produced a report entitled Program
Proposals for Improving the Quality of Educational Esxperiences.

- In the area of the effective use of educational resources .....
three groups worked separately ....
+..at the University of California (Berkeley) a group headed by

Prof. Charles S. Benson produced a report entitled Research
Prioritics for R&D Projects in the Economics of Education.

+.>at the University of Colorado a group headed by Profs.
Larry D. Singell, Nicholas W. Schrock, and Wesley J. Yordan
produced a report entitled Ine Problem of Obtaining and Using
Resources in Education: Some P{_pOGed Proorn"o for Purposive

Change.
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«+.at the University of Chicago and other universitics a group
headed by Prof. Mary Jean Bowman produced a report entitled
Educational Qutcomes, Processes, and Decisions: Frontiers of
Economic Research and Development for the 1970's.

As part of its analysis, each group was asked to

- define the major educétional problems in the area under its
consideration,

= examine past and current R&D efforts addressed to these problems,
and

- suggest promising new lines of R&D work which the Institute
might consider.

The documenis were replete with ideas and proved to be rich sources of
suggestions for R&D work in education.

As noted above, program planning is a continuing process. On the
basis of the disciplinary meetings, commissfioned papers, and planning
documents, we have focrmulated tentative plans for addressing some of
the major problems of American education. The work continues, however,
and in a later section of this report, the procecdures we expect to
follow in developing highly detailed and specific program plans will
be discussed.

I1. PROBLEMS TO WHICH THE NEW PROGRAMS ARE ADDRESSED

The immense complexity of the Americanm educational system and the
diverse but critical functions it fulfills in American society make it
extraordinarily difficult to evaluate its impact in a comprechensive
way. In addition, the close relationship between the institutionalized
arrangements for providing educational services aﬁd the larger soclety
thereby served complicates any attempt to examine a particular aspect
of the system in isolation. In a real sense, every socliety gets the
educational system it deserves - or perhaps unconsciously desires. If

American education is beset by problcms, and there can be no doubt
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that it is, it is important to recognizé that these are not simply
failures of the schools. Not all education takes place in schools,

and schools, to the extent that they fail to meet societal eoxpectations
and needs, may reflect structural and functional inadequacies of the
larger society. A realistic analysis of the problems of American
education cannot be separated from an examination of the problems of
American society. In the same manner, any attempt to introduce signi-
ficant reforms in American education will necessarily impact upon
American society in significant, and sometimes painful, ways.

That American education is in serious trouble is a fact beyond
dispute, although different interest groups may prefer to emphasize
different causes and, of course, different cures. Dissatisfaction with
the educational system has reached unprecedented levels, and it has
become quite fashionable to speak of a crisis in the classroom. Yet
the American experiment in mass education cannot uncquivocally be
judged a failure. Soon after the nation was founded, and continuing
until today, public education was extended to more people for a longer
period of time than any other nation had Aone before or has done since.
To provide as much education for as many pecople as possible has been,
for more than one hundred and fifty years, a distinctively American
goal. To realize this goal the nation has made - and continues to
make - enormous investments in the educational system. As a conse-
quence of these societal investments in education, the system can boast
some striking successess

- There has been a steady increase in the number of students
at all levels,

- The retention of students by the schools has improved signifi-
cantly.
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There {s some evidence, mostly 1ndirect to be sure, that the
quality of education has improved.

The typfcal tcacher and school administrator has a greater amount
of formal academic preparation.

Education has made striking contributions to national growth
and individual productivity.

Education has contributed significantly to the reduction of
poverty.

Clearly, the picture is not all bad; in important ways the American

eduycational system has served the nation well.

Yet, in the face of these remarkable accomplishments, it 1is

incontrovertible that American education has reached a point of crisis.

The signs of dissatisfaction are widespread and the desire for reforn

i3 reflected irn numerous ways. To cite only a few examples:

Thus,

Although the taxpayer's revolt is most azpparent at the local
level vhere more and more schocl bond elections are disapproved,
there is increasing resistance to school support at all levels
of government.

There is a growing concern on the part of parents that their
children are receiving an inadequate education, and in the
inner-city ghettos parents are demanding decentralized community
control of their local schools.

There has been a marked increase in student protest and student-
initiated efforts at school reform, most publicized at the
college level but also to be found in the high schools as well.

There has been an increasing, and often stressful, public aware-
ness, beginning with the 1954 Suprcme Court decision declaring
racially-segregated schools unconstitutional, that the public
schools may not reinforce local customs that deny equal educa-
tional opportunity to minority-group children.

There has been a marked increase in the number of books and
artfcles in the popular press that portray the schools as littie
more than prisons and schooling as a nightmare experience that
destroys the spirit of the child.

in the face of success, the educational system encounters

mounting evidence that parents, students, lay citizens, writers, and
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We have examined some of the factors that might account for this

apparent paradox. Why is it that the American educaticnal system can
00 longer mect the expectations of large segments of society? The

- answer to this question will depend, of course, upon the perspective
one chooses to adopt; not everyone wiil define the causes of our educa-
tional malaise in the same terms. The factors that contribute to the
current crisis are numerous and complex, and there is room for honest
disagreement. We believe, however, that the factors to be discussed

below are basic.
A. The Educational System has been Technologically Non-Progressive

The cost of producing Lay goods or services in the economy is
decpendent upon the price aud amouat of tie inputs required for each
level of output. Increasing output while maintaining or reducing
input comes about primarily through the application of technology.
Thus, technological progress has played a central role in raising the
American standard of living because it has vewulicd in nore and better
goods and services while maintaining or reducing the quantity of
resources employed in the process. Although education has made signi-
ficant contributions to this increase in productivity in the economy,
the educational system itself has been slow to adopt technolugical
innovations., As a conscquence, growth in edwcational expenditures
have risen far faster than growth in the economy as a whole. In the
last decade, for example, while the Gross National Product vas
averaging a 6.8% annual increase, expenditures for education averaged
a 9.7 annual growth. To raise the revenues required by these
increasing educational expenditures has required increasing effort on
the part of taxpayers, We have apparently reached the point where
large numbers of taxpayers are simply unwilling to continue this
process. Although there are many factors that can account for the
technologically non-progressive character of the educational system
(e.g., all of the service, labor-intensive industries tend toc share
this characteristic), the need for change is obvious.

B. The Distribution of Fiscal Resources is Inequitable

One of this country's proudest claims is that all citizens erjoy
equal treatment i{in the distribution of public goods and services.
Nowhere, however, is the disparity between what we profess and what
we actually do more obvious than in the way we allocate funds for the
support of the public schools. The statistics of school finance
clearly demonstrate that in poor, high-density school districts per
pupil expenditures tend to be far lower than in more affluent districts.
‘o the extent that a child's educatjion depends upon the amount of




-34-

money allocated to it, the poor child is clearly being short-changed.
His education is dependent not on his needs but on the wealth of the
community in which he resides and ultimately the ability of his parents
to pay taxes. In a landmark decision, the California Suypreme Court
decided on August 30, 1971 in Serrano vs. Priest that the state's
systen of scihool financing is unconstitutional under the equal pro-
tection clause of the Fourteenth Amendment. Similar decisions have
been reached {n Minnesota and most recently in Texas. If these
decisions arec upheld in the U.S. Supremc Court, we can probably expect
wmajor legislation to revise tlic methods for allocating funds to the
schools. Clearly the methods currently in use Jo not produce equity,
but how it can be achieved, and how it can be coupled with other
necded educational reforms remain unresolved problems.

C. The Schools are Isolated from the Mainstreams of
Life and Scholarship

With the rise of modern industrialized societies, institutions
were created to deal with the highly specialized functions that make
such societies viable, Thus, schools were created to take over many
of the educational functfons that formerly were performed by the
family. Typically, schooling takes place in settings that are physi-
cally separated from the home and community; schools are staffed by
specialists who assume the distinctive role of providing instruction
for the young. Although this separation of the schools from the out-
side world nay be justified in the inicrest of organizational effi~-
cieney, it is possible that what begins as separation gradually becomes
isolation. There are many reasons to believe that this has occurred
in many American schools. Sensitive observers have noted:

- the irrelevance and inappropriateness of much that is taught
i the schools,
jzing the knowledge they transmit,

- the limited understanding many teachers Lave of the basic
subject matter with which they deal,

~ the generally low levels of scholarship and competence which
the schools employ as standards for teachcrs and students,

= the failure of the schools adequately to prepare students for
employment,

- the often arbitrary and non-functional rules that students are
requircd to follow,

- the inability of the schools to make effective use ot community
resources in establishing the instyucticnal program,

~ the tendency pf the schools to base practice on custom rather
than evidence of demonstrated success.
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The picture that emerges from an examination of these characteristics
is of a self-contained institution that has become isolated from the
socieiy it 1is supposed to serve and from the knowledge it is supposed
to transmit. The result is to immerse young people in a school
culture that deals in a superficial way with largely trivial matters -
above all in a culture that lacks authenticity.

D. The American Educational System has become Non-Responsive
and Non-Adaptable

In contemporary industrialized societies the institutional arrange-
ments for providing needed human services.bave tended, almost inevit-
ably, ‘to become heavily bureaucratic. Rules and regulations assume
more importance than the human purposes they supposedly serve; power
and authority inhere in formally defined, hierarchically organized
positions in which demonstrated merit and ability are relatively
trivia! considerations; individual initiative, spontaneity, and
inventiveness become crowded out by a preoccupation with the mainte-
nance of organizational stability,

The American cducational system, like most big enterprises, has
not escaped this trend toward bureaucratization. 1In the typical
school svstem, therc is an unmistakable emphasis on written rules,
formal criteria, role relationships, defined responsibilities, and
the professionalization of work.

To a great extent, this tendency toward bureaucratization merely
rcflects the facts of life in a mass society. Many of the tasks
involved in serving a large clientele must be repeated again and again.
An organization equipped to perform these tasks automatically and
efficiently must tend to become bureaucratic.

There is nothing necessarily pathological in this development.
Problems do arise, however, especially insofar as organizational
purposes drift toward self-maintenance and away from client service,

In many ways this appears to have happened to the American educa-
tional system,

-~ At each echelon of authority -~ teachers, principals, and super-
intendents -- there is more concern with pleasing supervisors
thau achieving some larger, more legitimate educational purpose.

- The system generates and effectively publicizes only a limited
amount of information that can be used te¢ judge its performance.

- Throughout the system there is an inordinate concern for docil-
ity, order, and control.

- Following proper procedure, going through channels, and
defending the established order of doing business have become
ends in their own right, and more important than getting a
needed job done crezatively with deep personal commitment.




E

Q

RIC

-36-~

- the adoption of innovative.practicés is too slow and uncertain to
keep pace with the needs of a rapidly changing society.

The picture of American education that emerges is of a system that is
unable to re-new itself by responding rapidly, confidently, and openly
to diverse client needs and expectations.

E. The American Educational System Provides Too Few Opportunities
for Fruitful Involvement for Concerned Parents and Citizen
Groups

An especially unfortunate feature of the non-responsiveness des-
cribed above is the large school system's inability to provide students
and parents with opportunities for genuine involvement in decision~
making affairs. The decade of the sixties, in particular, was charac-
terized by trends toward centralization in education. This attempt to
gain economics of scale through merging and consolidating school
districts, while often resulting in greater efficiency and cost
effectiveness, has nevertheless generated some undesirable side effects.
On a significant scale across the nation students and parents have
come to believe that they, as individuals or as members of small local
groups, have little ¢r no part to play in determining the kind and
amount of education they desire. Some of the causes underlying this
feeling of powerlessness are highly visible.

~ The increcased standardization which accompanies centralization
reflects a society's reliance on the educational system for
cultural homogenization. This phenomenon may have been useful
historically, but a monolithic culture is now neither desirable
nor possible. Practices which do not accommodate both cultural
and individual differences can no longer be considered viable
methods for educating the young or the old in our society.

- As a result of the tcndency tor large established institutions
to grow complacent with time, centralized school systems have
not typically kept up with changing client needs. Students who
must learn the coping and adapting skills needed in tomorrow's
worid are increasingly critical of institutions which seem to
place the needs of the system above those of the clients.

- In centralized systems, professionals at the top tend to make
the major decisions. This practice is particularly lamentable
in education, where clients have little choice about matters
which have important implications for their future lives and
well-being. But as school districts become increasingly large
and complex, there is more and more a tendency on the part of
school boards and parents, who lack professional credentials,
to abdicate decision-making responsibility and to let matters
be decided by the superintendent and his professivnul scaff.

Feeling powerless in the face of a large, complex, and
unresponsive system, some parents have chosen to accept a
passive role but others, in increasing numbers, are challenging
the system and demanding a genuine voice' in decision-making.

Aruitoxt provided by Eic:
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F. There is Widespread Academlc Retardation in the Schools
that Serve the Poor

Earlier we noted that inputs of resources were inequitably distri-
buted in the educational system with the poor receiving far less than
they need. 1In like manner, all conventional measures of output show

- that the poor learn less in, the system. The evidence here comes largely
from data on school dropouts and standardized tests in the inner-city
schools, and is too well known to require extensive documentation.
These data reveal a pattern of progressively more severe retardation
the longer the child remains in school. In reading, for example, the
typical black child in the inner-city is likely to be almost one grade
below ‘the national norm when he is in the second grade. By the time
he is in the fifth grade, he is likely to be nearly two grades below
the national norm. In the eighth grade, his retardation is likely to
be betwcen two and three grade levels. In other subject areas, such
as arithmetic, standardized tests reveal a similar, though often less
severe, vatterri. Thus, cumulative, progressive retardation is the
fate of large numbers of minority-group children.

It is possible to argue that the iests that reveal these deficien-
cies are themselves imperfect instruments -~ unreliable, invalid, or
biased. It is also possible to argue that the schools place an
inappropriate emphasis on reading, expecting levels of skill not
required in most jobs and not used by most adults. These arguments,
however, will not satisfy most minority-group parents who observe
the corrosive effects of this retardation in their children. Perhaps
as much as any cther factor, the inability of the schoocls to teach
'poor children has inspired the demand for decentralization and
communiity control.

The problems described above are not mutually exclusive. Since
the educational system involves an intricate-and delicately balanced
network of relationships, it is easy to see, for example, that the
technologically non-progressive nature of the system is intimately
tied to its non-adaptiveness and non-responsiveness. So too, the

-widespread retardatioﬁ in the schools attended by the poor is not
unrelated to the inequitable distribution of fiscal resources. If
the problems are not mutually exclusive, they are also not an exhaus-
tive listing. No doubt other analyses would emphasize other problems,
some of which we regard as less significant. We do contend, however,

that these problems are of .central significance. They are more than
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symptoms; they are at the root of the pérvasive senée that the educé-
tional éystem ie in deep trouble.

Moreover, these problems are of more.than transitory significance.
To address them effectively.will require major reforms in American
education. In the future, the shape ;f these problems will no doubf
be changed by the complex interplay of political, social, and economic
forces now at work in society. Research and development is not the
only force that can or will stimulate the needed reforms. We believe,
however, that R&D has an important role to play in pointing the way
toward those reforms which have the greatest chance of redésigning
the educational system and making it truly adequate to the needs of.
society. Accordingly, the program plans the NIE eventually adopts
must be measured against their potential for making a significant
impact upon these problems.

III. A UNIFYING THEME FOR THE NIE'S NEW R&D ACTIVITIES-

‘The n;ed for educational reform is based largely on the recogni-
tion that the procedures we use to educate are not nearly so varied
or diverse as a complex, pluralistic sociéty requires. The American
educational system is derived from a single model which in its local
manifestations is more often characterized by sameness than diversity.
Throughout the United States, notwithstanding superficial differences,
schools assume very similar forms and employ very similar practices.
Although all of the prcoblems of American education, as described
above, are not necessarily due to this,abse&ce of diversity, it is
unlikely that they can be addressed succesgfully uniess greater
diversity is created. Accordingly, we propese as a general, unifying

theme for the new programs now being planned: the cultivation of



;educational alternatives. The cémpreheﬁsive reforms that are required
if American education is to be fundamentally re-éhaped will necessarily
entail the creation of a broader range of educational alternatives
than are now available.

The reasons for cultivating a gre;ter range of educational alter-
natives are numerous and compelling:

- Neither parents nor students agree on what scheools should try
to accomplish or how they should go about it. Alternative
patterns of schooling are needed to accommodate differences in
client goals and expectations.

- If students want different kinds of schools, it-is also true
that they need them. Different students have different needs,
different patterns of abilities, and different responses to
any specific experience. Present schools are unable to match
student differences with appropriately differentiated educa-
tional opportunities.

- Schools are far more successful when they have enthusiastic
student and parent support and the cooperation of the general
comnunity. Consumers are more satisfied when they have a choice
among different versions of products with fundamentally similar
purpocses. Providing a choice among alternative educational
opportunities is thus a good marketing strategy for obtaining
eager consumer support.

- The possible effectiveness of educational alternatives cannot
be known in advance or in the absence of scientific study.
Since the cffects of differences cannot be studied until those
differences exist, the creation of educational alternatives is
a prerequisite to scientific study.

- Our present schools are buffeted by conflicting demands. Making
marginal, rather than fundamental, differentiations in educational
practice to accommodate these demands, they have failed to
satisfy many of the diverse interest groups in American society.

A scunder enginecering principle would dictate the creation of
alternative patterns of education that meet specific client
interests and requirements.

-~ The survival of the educational system is jeopardized precisely
to the cxtent that diversity is lacking. Alternative forms of
2ducation may be viewed as an evolutionary safeguard. Since
many aspects of the future are largely unpredictable (only
rapid and constant change scems assured), a generous supply of
alternative patterns is needed to discover those that have the
highest survival value.
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In bdilding diversity, it will ptoﬂably be necessary to distinguish
diffefent paradigms of educational goals and practices. The teacher
education program, the curriculum materials, the physical facilities,
ihe daily and weckly schedule that wqu well for one kind of education
will almost certainly not work as well for another, basically different,
kind of education. Thus, we will have to replace the notion of "what
is best" by the quite differcnt noticn of “what is best for this
particular educational alternative." To accomplish most of the
important tasks in education, there are probgbly no ways that are
unambiguously best of all. Instead educational practices are of
differential effectiveness depending upon the contexts in which they
are employed ané the purposes they are expected to scrve. In culti-
vating a richer and more varied group of educational alternatives,
there must be an explicit recognition that all educational practices
cannot be evaluated against a single, common standard.
1V. A PROPOSED MODEL FOR NIE'S NEW R&D ACTIVITIES

In attempting to formulate plans for possible new R&D activities,
we first developed an explic;t model as a framework for our efforts.
This model was based upon an analysis of ideas developed in the
disciplinary meetings, commissioned papers, and planning documents,
as well as those idecas gencrated internally within tlie Planning Unit.
Since many essentially.similar suggestions appeared in different
guises and in different sources, the task was, at least in part, to
organize a coherent model for structuring the planning of programs.
This model may be represented as a two-dimensional matrix as in the

figure below.
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Figure 1
A MODEL FOR PROGRAM PLANNING
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The model distinguishes two different analytic dimensions: mani-
pulable conditions and program foci. As the figure shows, under
manipulable coaditions, four factors have been distinguished: Incen-
tives, Information, Sauctions, and Agents. The figure also inrdicates
four different program foci: Access, Decision-Making, Productivity,
and Substance. Plans are being developea for eight new directed
programs, two of which are derived {rom and respond to each particular
program focus. A preliminary description of these programs is
presented below. The general goals for these directed programs are to
develop alternative methods for achieving: Equitable Access, Local
Community Involvement, Increased Productivity, and Authentic Learning
Experiences.

In general, the manipulable conditions represent dynamic aspects

of the educational system.' They arc described as “manipuloble" since

they are not static conditions, but are instead subject to modification




under certain circumstances. We take £he position that any program that
proposes to effect a major change in the educational system must invest
a substantial effort to modify these four conditions.

Incentives are defined by the distributica of rewards and punish-
nents that guide the behavior of studeants, parents, teachers, adminis-
trators, and taxpayers. Each of these groups is subject to different
incentive conditions, and the performance of eaéh vis-a-vis the educa-
tional system can be modified substantially only if these incentive
conditions can be changed.

Information is decfined as the flow of factual data relevant to the
status of the educational system and the performance of its ;onstituents.
i.e., pupils, schools, districts, products, etc. Reform of the educa-
tional system will require substantfal modifications in the quantity
and quality of information available to those who must pay for,
receive, provide, and guide the development of educational services.

Sanctions are defined partly by legislative actions and judicial
decisions by Federal, State, and local authorities, but also by those
administrative regulations that assume tgc character of legal require-
ments. Since present educational arrangements are intimately tied to
a network of legal obligations and responsibilities, major modifica-
tions of the educational system often cannot be undertalen unless
there has been enabling legislation or dhtil legal and administrative
barriers have been removed.

Agents are definced by the mechanisms that mediate educational
processes. Included here are individuals, media, and materials that
function to transmit and cﬁannel instruction to students. Clearly,
these agents determine how education is packaged and delivered. If
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education is to be reformed in fundamental ways, new agents may have
to be created and old agents may be required to aﬁsume new rdles.

Most of the rccent attempts and proposals addressed to educational
rcform are derived from one or more of these four factors. Performance
contracting and mcrit pay are primariiy attempts to modify incentive
conditions. National assessment and the creation of the ERIC system
are focused on the development and dissemination of information. The
passage of the NDEA and the ESEA and the decisfons of the U.S. Supreme
Court and other state courts rcgarding schocl segregation and finance
are examples of how sanctions may be used to alter the educational

system. Sesame Strect and team teaching are illustrations of how

agents can be changed or used in new ways.

The program foci represent areas of potential R&D activity in
which the Planning Unit is developing ncew program plans. 7These program
plans arc being formulated “vertically" rather than "horizontally"
since the problems to be solved rather than the factors to be manipu-
lated are the focus of concern. The goal of each program is to make
a contribution toward the solution of a significaut educational problem
through the modification of incentives, information, sanctions, and
agents, Thus, the manipulable conditiouns are regarded as factors that
must be modified in the educational system in order to reach the
objectives of each program. Although, in effect, each program can be
defined by the pattern of modifications in the incentive structure,
informatien flow, legal sanctions, and agents it proposes ¢o establish,
the focus of the programs is not on these modifications as ends in

themselves,
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Access is concerned with the extension of opportunities for indi-
viduals - not necessarily those of school-age alone - to recciv: needed
educational services while insuring that the distribution of these
services is equitable. As a program focus it responds primarily to
the prohlens of inequity in the.distribution of fiscal resources and
the non-responsiveness of the educational system as it is now organized.

Decision-Making is concerned with establishing mechanisms that
provide a greater opportunity for thc consumers of educational services
(i.e., students, their parents, and local citizen groups) to partici-
pate in educaticnal decision-making. This program area responds pri-
marily to the problems of the inability of the educational system to
involve concerned client groups and to the widespread academic retarda-
tion in the inner-city schools.

Productivity is concerned with the need to maintain a reasonable
and acceptable balance between outputs (defined by the cognitive and
affective characteristics of students) and inputs (defimad by the
resources expended to reach any given level of output). The focus on
productivity responds primarily to the pfoblems presented by the
educational system's failure to use technology effectively and its
non—-adaptability.

Substance is concerncd with the need to develop, within the
educational system, a broader range of authentic educational experiences.
Although the primary emphasis here is on the overt curriculum - making
it more relevant to a hcterogeneous, rapidly changing_society - there
is also concern for the implicit, hidden cqrriculum which is often
more important in determining what and how a student learns. This

@ Jrogram focus responds primérily to the problem of the isolation of the

ERIC
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V. PROPOSED NEW PROGRAMS

In this scction, eight new progran possibilifies - two for each
program focus - will be described. The programs are presented in
general terms with only a minimum of concrete detajl. Questions of
cost, feasibility, and potential benéfits have not been systematically
examined, although there are plans to do so (sce Next Steps below).
Each description should therefore be regarded as only an illustration
of a possible program that might be implemented by NIE. However, at
this point in the planning process, the programs must be considered

preliminary and tentative formulations rather than our final thinking.




-46=

PROGRAM I - A PROGRAM I THE AREA OF ACCESS:
ADJUSTING INEQUITIES IN EDUCATIONAL
' SPENDING

This is a proposal for NIE to develop workable procedures to
implement fiscal equal&zation plans 1n‘eéucation. Such plans are
now in the process of being mandated by the courté, authorized by
legislation, and studied by State commissions all over the country.
The following statcmcnt.attempts.to show that the problem of inequity
has been well documented, the technical task of developing formulas
or models to.redistribute funds is underway, and the judicial and
legislative groundwork for change is already being established. The
appropriate step in July 1972, when NIF becomes operational, is most
likely to be implementation;-the knotfy problems of matching varied
proposals for solution to specific circumstances in cach State, and
of gaining the acceptance and cooperation of citizens who may have
to spend less on their own children and morc on the children of the

. poor in order to achieve equity.

A. Specific Objectives:

The problem of creating public awarcness and willingness to
do things differently once a goal has been changed, has seldom been
addresscd by educational R&D. The current fiscal situation not only
peses a problem to be solved, but also provides a vehicle for study
of such public behavior change. In keeping with the problem and the
opportunity for study, we propose the fqllowing objectives for this
program:

. To define the most well-developed formulas for equalization

so that they can be treated as planned variations in wide-
scale reform.
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» To work closely with several States in developing the
formula varfation most suited to their circunmstances,
specifying a scries of changes that incrementally move
their current system to the proposed reform.

. To develop and try out information programs at each site
that will lead to knowledgcable public decisions concerning
the proposed fiscal change.

. To try out the proposed fiscal changes and information

programs, collecting evaluation data so that the refomm
variation can be treated as cxperiments.

. To disseminate gencralizable elements of the program.
B. Currcnt Status of Equalization Programs:
In our country, more public tax money is spent, per student,
to educatc the children of the wealthy than the children of the poor.

This happens because levels of school spending are largely determined

by how much local property tax a district can collect. Private Wealth

aud Public Iducation, by Coons, Clune, and Sugarman (2) not only docu-

ments this difference in spending, but also shows that student achiecve-
ment is often directly related to district per-pupil spending, and
inversely rclated to tax funds that are available. They consider
this problem to be a serious vielation of the Burteenth Amendment
to the Constitution, based on the principle that the equality of
education may not be a function of wealth other than the total wealth
of the State. Courts in three States -- California, Minnesota, and
Texas -~ have accepted this principle and declared that the local
property tax base of school support is not legal. The courts have
not, however, devised workable solutions.
These court rulings are not the first calls for reform. Tax

changes have often beceun proposed and adopted to equalize funds

, ?vailable for education froﬁ district to district. Almost every
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State has somc plan for equalizaticn, but except for Hawaii where the
State centrally adnministcrs the school system, no plan is completely
effcctive. The most cormon type ol cqualization is the foundation
plan. In the simplest form ;f this plan, the State astablishes a
dollar lcvel (foundation) of spending -- say $500'per pupil -~ which
is guarantecd to cvery.district if they tax themselves at a certain
rate (i.e., 1% or more). 1f the funds raised do not provide the
established foundation, the State pays the difference as a subsidy.
At its own option, a district may tax itself above the rate required
to receive the foundation, and rich districts typically do so, pro-
viding much more money for their children's education. Thus the
foundation plan provides a floor level on per-pupil expenditures,
but the amounts provided are often so low that they are nor.a
significant force in cqualizing.

Simple foundation plans are the exception rather than the role;
finance structures in the various States are almost always a complicated
combination of foundations, flat prants, varying local shares, and
Yederal grants that are usuilly provided in the form of categorical
aid. These State-to-State variations, which would make significant
general reform complicated, have been well documented by the National
Education Finance Projcct (NEFP). The project staff devised a formula
to rate the cqualizing power of State plans. Plans with the lowest
conceivable equalizing power would provide either no State funds or
simply a flat grant to cvery district. fer—pupil flat grants from -
States to districts would have soncwhat more equalizing power,
followed by plans where pupils in cach district are weighted according
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to costs of educating them, and grants are made on;the basis of those
weights, (For example, a vocational student might have a weighted
score of 2, a kindergarten student 1.5, and a third grade student 1.)
A higher level of equalization comes when, even witﬁout weigﬁting
pupils differently, a required local share in broﬁortion to the tax-
paying ability of the district is deducted for State redistribution
before the apportiomment is made. Finally, the greatest equalization
occurs vhen this ability-to-pay factor is combined with apportionment
dn the basis of weighted pupils. Each State finance mechanism was
defined by NEFP according to these levels and assigned a score. No
two scores are alike, making generalizations about needed changes
very difficult. The highcst'possible'cqualization rating of 8.4
was received only by Hawaii, and the lowest score of 2.295 Qas
received by Connecticut. The median score was about 5.1. In States
with medium and low equalization ratings, some school districts spend
threce times as much as others on each pupil.

Clearly the problem of inequity in spending is well-documented,
but one more link must bg_considered. It seems an understatcment
to say that differences of 300% in spending are likely to affect
educational qunality. 'Nevertheless, this link of quality and expendi-
ture should be established befere policy-makers embark on an equalization
program., Several studies have examined this problem. A recent and

thorough study was done by Guthrie, et. al., Schools and Inmequality

(3. They made a careful analysis of data from the State of Michigan,

showing that when schools receive more money, their pupils get a

higher quality of education, have better job opportuuities, higher
O
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personal income, and more social mobility.

Not only has the problem been documented, but a number of solutions
have been proposed. As one example, Coons, Clune, and‘Sugarman propose
a District Power Equalizing (DPE) scheme where each district chooses a
rate of taxation it is willing to accept, and eacﬁ tax rate -- regardless
of the number of dollars it produceé in a given district -- has a pre-
established per-pupil expenditure associated with it. When the taxes
raised by a poor district do not reach the amount required by the
assigned per-pupil cxpenditure, the State provides a subsidy to meet
that expenditure. Thus, the per-pupil expenditures increase regularly
with willingness to tax, even in poor districts.

The DPE model attempts to grant fiscal reform on the existing
inefficient configuration of school districts, possibly as;;ming that
this configuration is too difficult to change. Other equalizing models
question this approach. The NEFP developed a computer simulation that
can manipulate many combinations of Fedaral,'State, and local support
in alternative models of finance. Their simulation protetype, however,
was'based on a model State with a relatively efficient district organ-
ization because of the difficulty in developing "a finance plan which
is equitable-to the children and also equitable to the taxpayeré in
a State with inefficient small school districts gerrymandered so as
to sequester wealth and to disequalize educational opportunity."”

(NEFP, vol. 5, p. 266) Guthrie, et. al., would overcome this problem
by shifting State support from school di;tricts to individual schools,
making the school the unit for equalization,'instead of the districﬁ.
These and other formulas are fairly well developed, but need clearer
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specification and application to the varied kinds of real settings
that exist.

Administrative and legal support, so necessary to get authoriza-
tion for the kinds of techniéal changes described above, is being
developed all over the country. At least thirty States are consider-
ing chgnges in their complicated finance systems. For example,
California is contracting with experts to éevise needed changes that
will satisfy its recent court ruling against the local property
tax. In New York a commission is just completing its study and
recommendations for changes for the State. Illinois is just now:

* forming such a commissicn. Even cities are involved, with special
studies stimulated by law suits in places like Washington, D.C. and
Detroit.

Federal interest and participation in reform measures is probably
reaching a peak now alsc. In addition to support for NEFP, the
President's Commission on School Finance has been supported for over
a year, and is expected to publish recommendations sometime in March
or April. Newspapers have already announced the possibility of
President Nixon's proposing a valuc-added (or national sales) tax
to help municipalities pay for schools and other services. Finally,
the pending Higher Education Act authorizes further study of the
finarnce problem.

Though the problem recognition, development of technical solutions,
and administrative and legislative suppﬁrt described above are being
accomplished and are very important, they aione cannot solve the
fiscal problemn. Workable procedures must yet be developed for
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implementing nceded fiscal changes in a public setting, and those
procedures must accommodate individual circumstances in many dif-
ferent places, This most critical and timely step requires both
research and development, and is the objective for the proposed
program described below.
C. The Proposed Plan:

The following clements would be involved in the proposed

plan:

1. 1In every case, care would be taken to build upon,
rather than duplicate, the extensive work already
under way in this field. The staff would regularly
exchange information with the informal but broad
network of individuals and agencies involved in
the area.

2. During the Spring of 1972, proposed equalization
formulas would be carefully defined, including
identification of true costs, legal barriers,
and implementation steps, so that these proposals
could be treated as feasible planued variations
in change.

3. Existing systems and possible changes would also
be defined. Descriptions of each State's finance
mechanisms are probably available from carlier
studies, and USOE staff members have been monitoring
more recent action.

4., In July 1972, wvhen NIE becomes operational, a few
States might be selected for in-depth case study
and deveclopment of one of the formulas as a plan-—
ned variation in change. Selection could be a
function of how prototypic the State is, its
willingness to accecpt an NIE staff study, its
apparent rcadiness for change, or any combina-
tion of these factors. Readiness for change
could be judged informally by data on the
existence of court cases, pending legislation,
citizens commissions, apparent public dissatis-
faction, or unique ecomnomic conditions.

5. The carefully developed solutions could be
matched or adapted to specific sites where
[:RJ}:‘ case studies have been undertaken. Plans for
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implementation and evaluation would have to be
developed.

Public informat’on programs would be designed so that
citizens at each experimental site could be reached
-~ whether they watch TV, listen to the radio, or
read newvspapers. Content would concern fiscal
characteristics of the schools, present finance
mechanisms, and proposed changes. .

At each step of the program, generalizablz elements
would be reported, such as:

the fcasibility of existing equalization proposals
wvhen applied to real scttings;

- legal and adnmiristrative changes nceded to imple-
ment cqualization plans (e.g., reduction of
district size, sclection of a new unit of State
support, reallocation of Federal funds received
by the State, etc.);

- incentives that night encourage State adoption
of cqualization plans before court cases force
the issue (e.g., technical help in devising the
plan, or transition support from Federal squrces
for adopting necw plans);

~ degrees of change that are publicly acceptable
(e.g., using Federal or State funds to raise the
floor of support in poor districts without sub-
tracting from locally-ralqed support in rich
districts).

By the end of FY 1973, experimental sites should be
ready for implecmentation of solutions that have been
devised. NIE would continuc helping thosc sites make
changes and collect evaluation data during 1974 and
1975 w1th formal reports and recommendations to
follow.
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PROGRAM 2 - A PROGRAM IN THE AREA OF ACCESS:
PROVIDING LDUCATIONAL SERVICES FOR
POORLY SERVED CLIENTS

American educatlon has well-designed systems for the clients it
serves, the young who attend clementary, secondary and college level
schooling. They, however, are only a third of the population in the
U.S. Among the other two-thirds are audiences for vhom the creation
of new cducational systems is probably dcéirable.

1. Preschool children: Research on early cducation has had a
high priority in the educational research effort in the past, and the
interest in such projects as Hcad Start and other preschool child
development and day care programs makes it certain that the NIE will
have a role in rescarch, development and demonstration in early educa-
tion.

2. Adolescent “drop-outs" and “push-outs:" Many youngsters
cannot or will not adapt to the present cducational framework, yet
to leave these youth uneducated and alienated is to risk high social
costs in unecmplojynient, crime and undevaloped human potential. The
NIE must be concerned with developing opportunities for providing
instruction at unconventional sites such as community centers, jobs,
homes, and libraries; with the exploration of apprenticeship possi-
bilities; and with the creation of second chance education for these
youths.

3. Adults dcsiring career education: Included in this group
are individuals kept irom advancement by lack of training; skilled
and professional workers in obsclescent occupations; individuals whe
have changed their interests and wish to enter different carcers; and
parents--particularly wvomen--who have talen time out, or have been
part-time workers during their child-rearing years.

4. Adult sub-proups with identifiable educational needs:
Examples in this group are: parents vho need help with understanding
and satisf{ying the educational, social and health needs of their
children; adults wviio wish to enrich their leisure time activities;
citizens wishing to understand more about social institutions such as
the judicial system, the tax structures, or other aspects of govorn~
ment or social life.

5. ‘The institutionalized: The hospitalized and bed-~ridden
represent an audience whose lives could be enriched, and whose contri-
bution to socfety might be enhanced through education. The imprisoned
criminal population is in need of large-scale educational services,
from basic literacy to high.school equivalency. All nced effective
programs to change their attitudes so they can fit into society.
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6. Older people: Therce is at present no cducational sfstem to
ald older citizens in making the transition from wvork to retirement,
and hardly any oducational programs te help the retired become self-
sufficient, financially, physically, and psychologically, according
to the recent ihite House Conference on Aging.

These audiences total well over ten ﬁillion people, and it is
clearly impossible for the NIE to develop programs for all of them.
Sample or pilot programs suitable to some groups should, however, be
within the NIE's capability.

An carly NIE task, therefore, should be to survey possible educa-
tional research and development tasks suitable to cach new potential
audicnce in order to assess the work necded, the costs involved, the
probable payoffs, and other relevant factors.

Though not all educational services for new audiences are of equal
importance, nevertheless strict cost-benefit estimates camnot be the
sole source of judgment for NIE priorities. [Lducation for old people,
for instance, may not promise a high yicld to the economy in increased
productivity (though it may reduce social costs), but it may neverthe-
less be a high priority for the NIE, both because other agencies are
not confronting the problecu, and because of society's ecthical commit-
ment to this group.

Cost-benefit analysis is a powerful tool for guiding decisicas
about types of educational projects aimed at similar audiences.
Preliminary NIE planning, therefore, should apply cost-benefit cri-
teria within but not among catcgories of audicnces to be served by
new cducational devélopments.

A. Specific Objectives in Each Category.

For each audience judged to be a priority group for new educational
services, the NIE's objectives might include:
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- the deveclopment of pilot versfons of educational services for
that client group, and the wide dissemination of information
about those pilot projects.

- budgetary research to inform state and local authorities and
other Federal agencics on the costs and benefits of the pro-
vision of the proposed new educational services, e.g., eduration
for old people would be of interest to the Administration on
Aging, and the NIE would design its research to provide policy-
relevant data to the AQA.

= incremental development of projects to mcet specific client needs
with evaluation of the effectiveness of the services as pravided
by such projects.

B. Examples of Educaticnal Programs for New Clients

1, Parent Education: Extensive work in Head Start and Project

Follow Through, as well as research by such authorities as
Benjamin Bloom, Susan Gray, Burton White, Earl Shaefer, and
others has indicated the value of educational programs for
parcnts in increasing the coguitive achicvement of their
children. At the same time, there are increasing demands by
parents and parents~to-be for education in areas where they
feel unprepared: nutrition, pre-natal and post-natal care of
children, child-rearing, consumer education, information about
ways of participating in the education of the child, and
perhaps interpersonal relations. In addition to these, there
are kinds of knowledge which the society may wish to make
available to parents or parents-to~be, such as birth control
information, alternatives to conventional sex-role stereco-
types, or employment counseling.

To the extent that preparatory studies indicate the value
of allocating research funds to the development of educational

systems for parents, the NIE program in this area might consist

O
: of the following steps:
ERIC P
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1. Survey of existing parent education projects and analysis
and evaluation of their components, aims, and results.

2. Assistance to educational or other authorities wishing to
duplicatc the validated features of existing programs.

3. Identification of sites for new experimental prograns.

4, Creation of experimental programs to meef stacific perfor-
mance objectives integrating a variety of approacihes, with pvalua-
tion of the effectiveness and cest-benefits of variocus combinations
of curriculum and operating styles against these objectives.

5. Study of the incentive structures of hospitals, school
administrations, State and local governments, and other authori-
ties; and the ways of manipulating such incentive structures to
encourage the adoption of proven parent education services.

6. Studies of newly emerging social needs which would prompt
changes in the nature of the educational program.

2. FEducation for 0ld People: The recent White House Conference

on Aging tentatively identified a number of areas in which
older citizens could benetit from cducational services, yet
found that neither the Administration on Aging nor the Office
of Education has any substantial involvement in the field.
In only one state, New York, does there exist a division of
the Department of LEducation concerned with the neceds of old
people, while the educational efforts of the State Units on
Aging werc found to be minimal.

As with educational services for other client groups poorly
served at present, preliminary studies by the NIE will be
necessary to dectermine the costs and most productive avenues
for the development of new educational systems. On the basis
of work done by the above Whi;e Housc Conference, it is possi-
ble to list the following as plausible avenues for the NIE's

carly investigation:
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- Identification of the educational resources of America's 20
million older people, both to cstablish nceds and to find the extent
to wvhich they may be able to assist various educational jurisdic-
tions, as instructors, consultants, or helpers.

~ Investigation of the poteuntial of television programming
especially designed for old pcople, to inform them of available
social services, to enrich their leisure time, or to help then
in other ways.

- Experimentation with the opening of conventional educational
systems at the elementary, secondary, and college level to retired
persons, and ways of financing their atteundance at those institu-
tiouns.

- Pilot projects in community-based education for the operation
of consumer cooperatives, non-profit social service organizations,
handicraft industries or other post-retirement occupations.

-~ Experimental work in pre-retirement “transitional' education
to prepare people on the verge of retirement, and ecducate them
to cope with the complex social systems (e.g., Medicare, Social
Security, etc.) set up to serve thea.

In all such projccts NIE work could share some common themes:

- Efforts would be made to identify successful practices
already underway at State and local levels, and to broaden access
to information about those successful projects.

- NIE-sponsored development projects would attempt to integrate
whatever cducational services already exist with more comprehen-
slve scrvices being developed.

- NIE research would cover the range of issues from the deter-
mination of needs through the development of systems to meet those
needs, the creation of pilot systems and the dissemination of
information about those systems; and would provide the continuing
monitoring of operating systens.

These examples, illustrating the NIE's stance in education for
parents and old people, suggest thc¢ range of activities that might be
considered in the provision of cducational services for other poorly
served audicnces. The determination of needs and the examination of

alternative program possibilities should be une of the most important

early research tasks of the NIE.
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PROGRAM 3 - A PROGRAM IN THE AREA OF DECISION-MAKING:
FOSTERING COMMUNITY INVOLVEMENT
IN EDUCATIOXN THROUGH COMMUNITY VOUCHERS

The public schools enjoy virtually ﬁonopolistic status in provid-
ing educational services. Except for the very wealthy and those with
strong religious convictions, no meaningful choice is available.
Apparently, however, large numburs of parents have lost confidence in
the public schools and are dissatisfied with the educational secrvices
they provide;

In some communities, alternative schools operating with strong
parental support have been established, but this is an option open
only tc those parents who have the time, energy, money, and sophisti-
cation required to participate effectively. Those parents who live in
poor neighborhoods are typically unable to exercisce this option, and
have turned instead to the public schools, demanding a greater degree
of community control.

In all communities—-=-whether rich or poor--there are parents who
would probably welcome the opportunity to make a choice concerning
where and how their children should be educated. Although it is
impossible to know how many parents would make use of such an oppor-
tunity if it were available, there are many reasons to believe that
the nuwber is not negligible.

The plsn described below provides a mechanism for parents--as
comnunity groups——to'obtain the educational services they want and
need. Like the plan currently under study by the Office of Economic
Opportunity, it does so by providing:parents with a voucher, but the

voucher is extended not to individuals, but to parent groups acting
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in concert to select and implement an alternative education for their
children.

Parents in different communiti;s are likely to have different
needs, and no one solution is certain to be best for all. Consequent-
ly, this proposal calls for the development of the community voucher
to meet local educational needs as expressed through parental choice.

A. Spccific Objectives: The proposed plan calls for an experi-
mental development of the community voucher scheme. Specifically it

is designed to:

- provide parents, the consumers and clients of educational
services, with an opportunity to purchase such services from a
variety of producers through the mechanism of a community voucher;

- provide residents in a local community with a choice among
educational alternatives through the development of a preferential
voting mechanism;

- cstablish a procedure for providing pareuts with information
concerning the performance of the public schools and any alterna-
tive schools in which they may be interested;

- study the effects of preferential voting on parent choices
as between the local public schools and the alternatives available;

- examine the cffects on the public schools when such choices
are available to parents;

- study the ways in which the educational services purchased
by community vouchers affect parental satisfaction and the
learning of students.

B. The Proposed Plan: The basic clements of the proposed plan
might be as follows:

1. Educational vouchers would be issued by an authorized
State agency to’'a locally~established community group. Indivi-
dual parents, not affiliated with a community group, would not
be eligible to receive a wvoucher.

2. The community group that receives a voucher would consist
of parents or gevardians of schodl-age children who, in a local
preferential election, indicated a desire to obtain alternative
schooling for their children instead of sendiag them to the
local public schools., Other community members could also be
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part of the group in order to insure broad representation and
support.

3. The dollar value of the. voucher would depend on the number
of students to be served. The money would be derived from Federal,
State, and local sources in a pattern and amount consistent with
that of the local public schools. In no case would per-pupil
expenditures represent an amount lower than the existing level of
support in the local public schools. Under certain circumstances,
however, it might prove necessary to increase the per-pupil
expenditure for the community group electing to receive a voucher
if it could be shown that the local level of support did not meet
community needs.

4, The voucher would be administered jointly by representatives
of the community group and a local voucher agency. This agency
would have a small NIE-supported staff that would work with commun-
ity groups to implement a voucher system. The agency would provide
information to community representatives and parents interested in
the voucher plan, facilitate public discussion of the advantages
and disadvantages of the plan, and would assist in the development
of the local voucher system if, in a preferential election, a
community group (or groups) who wanted to establish alternative
voucher-supported educational services was identified. The local
voucher agency would function in a facilitative role and would
provide needed administrative and regulatory services. It would
not, however, monitor the performance of the commuuity group.

5. Guidelines for obtaining and using a community voucher
might be developed cooperatively by the NIE, the State Education
Department, local rcpresentatives of the public schools, and
community leaders. Communities under court order to desegregate
the local public schools would be ineligible to apply, aad the
voucher could not be used by any community group to insure racial
segregation. However, the guidelines could stipulate that, as
long as public policy is not violated, conditions for obtaining
vouchers and constraints on their use would be minimal.

6. An approved voucher school could be a new school especially
created to fill an expressed community need, or it could be an
existing alternative scheol. It would be required to accept the.
voucher as full payment of tuition, and would not be permitted to
charge tuition beyond the value of the voucher. Voucher schools
would be required to accept any student as long as it had vacancies,
and to develop fair and uniyorm pupil personnel policies to insure
non-discrimination.

7. The local board of education would be responsible for
administering the public schools, and for providing educational
services for students whose parents did not elect to send them
to a voucher-supported alternative school.
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The effectiveness of the community voucher plan, as described above,
must be developed experimentally through a demonstration project
designed to meet specific program ébjcctivcs. Before such a field
test i{s car-ied out, however, it will be.necessary to formulate the pro-
gram in greater dectail. Specifically, the following steps are pro-
posed:

1. Conduct an in-depth feasibility study: Since OEO is
currently experimenting with another type of voucher plan, NIE would
study the history of that effort and, hopefully, avoid a repetition
of whatever errors this first effort may have produced. As a prelude
to developing a set of guidelines, we would sharpen the ground rules,
under which the program would operate, deciding such matters as the
definition of "community," the best procedures for administering a
voucher plan, an appropriate development strategy, and procedures for
the evaluation of results. At this stage in the planning, it would
also be necessary to construct a viable plan for designing and organ-
izing local voucher agencies and for developing a mechanism to assess
community preferences,

2. Locate several communities where a field test is possible:
NIE would begin the :xperiment on a small scale, involving no more
than tvo or three communities at the outset. Although specific
criteria for site sclection would be developed during the course of
the feasibility study, NIE should probably be guided by the existence
of such elements as;

- apparcat community interest in the plan;

— the community's ability to ‘develop alternative schools if
such schools do not already exist;

- the willingness of public school authorities to cooperate;
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- the non-existence of legal barriers, or the possibility of
removing such barriers;

- evidence of real need for.an example of reform in the school
district or community.

- 3. Establish a local voucher agency, inform the community of
the plan, and arrange a preferential clection. A number of procedures
would have to be worked out in detail before NIE could proceed to this
stage, However, plans for providing information about the voucher
scheme to parents and students would probably include radio and TV
announcements, bulletins and flyers to State Education Departments,
school superintendents, local schools, and the availability of NIE
staff to meet with interested community or school groups. Presumably
comnunities would need assistance in holding a prefereontial election;
NIE might perhaps ?ﬁgzéde this assistance by heclping to organize a
town or community meeting to discuss issues, and by providing examples
of preferential ballots.

4. Assist in implementing voucher schools for those communities
which elect to have them. Prior to establishing any voucher-supported
schools, a community would need infcrmation on educational alternatives.
NIE would have provided much of this information during stage three
(above), but would also cogtinue to work with communities in obtaining
the additional information which might be needed to set up such
schools. In addition, NIE might help communities send out bids,
review incoming proposals, and negotiate contracts with supplicrs of
educational services., Whenever a community expresses a need for a
particular kind of information or service, NIE would have to be able

to respond.
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5. Document and evaluate the experiment. If generalizable
elements are to be isolated frem this experiment;tion, it is impera-
tive toc have good documentation about thq problems and difficulties
encountered in each stage. Additionally, a sensitive evaluation plan
must accompany the stages of planning, development, and implementation.
As the program is implemented, specific featurrs would necessarily be
aitered to reach performance criteria, and NIE wouid accordingly

document and evaluste each stage of this effort.
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PROGRAM 4 - A PROGRAM IN THE AREA OF
DECISION-IMAKING: XPERIMENTATION
WITH ALTERNATIVE VOTING TECHNIQUES
Increasing numbers of parents are demanding greater participation

in educational décision-making, and increasingly are refusing to
support bond issues for their local schools. It is not clear to

what extent there is a genuine conflict tetween schpol administrators
on the one hand and parents and taxpayers on the other, but it is
apparent that many pecople believs that the trouble with public edu-
cation is that it is "efficient" only with respect to the goals of
educators. Of course, the basic vehicle created to regulate and
bring together the preferences of the public and the "professional
interests of the school administrators is the elected school board

(or the school board appointed by an elected official). These officials
have, over the years, removed decision-making on matters of school
~policy from parents and citizens, with the school professionals
persuading the various lay groups that they are most qualified to make
such decisions. Yet, there is evidence that the school leaders do not
make strong, responsive policy changes. In the fiscal area, for
example, there has been a surprisingly constant mix of resource
allocations over the last 50 years. Thaﬁ is, proportions of money
spent on administration, instruction, plant operation, plant maintenahce,
other school services, summer schools, adult education, and community
services have shown no sharp changes. This constancy of input mix
over a period of time when the demands on education, our technical
knowledge, and the aggregate level of.resources devoted to education
have changed significan&ly appears, a priori, to be the result of an

@ ‘nflexible, non-adaptive educational system. Add to this the fact
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that the public usually has but one choice in bond electioas--"yes"

or "no™ to a specified amount of money--and it isn't surprising that
citizens have a feeling of non-involvement in the decision-making pro-
cess and growing frustration at their lack of power.

This program purposes a sclution that is based on the following
hypotheses:

1. Individuals will support a higher level of expenditures for
education when. the goals and services provided by the educational
institutions more closely approximate their own preference, and when
they feel that they have some involvement in the decision process
which determines the size and composition of these expenditures.

2. Allowing citizen preferences to influence the allocation of
educational resources will promote a more responsive system tham now
exists, so that expenditures--if not necessarily higher--are at least
used more effectively.

There is theoretical as well as empirical support for these
hypotheses. The theory of social choice suggests that individuals
will choose to support public expenditures at a higher level when the
composition of these expenditures more closely reflects their own
preferences (4), and a statistical study of the fiscal performance of 529
school districts concluded that the combination of public vote and
relatively modest pupil enrollment is effective in maintaining the
school district's economic performance. 'This empirical study iound
that wealth is highly significant, but not more so than public vote
(5).

With this kind of evidence, and because voting is the most widely
accepted means by which decision-making authorities can determine
social preferences, we believe that the public vote should be more

widely employed as a means of making;dccisions and reflecting

community préferences in education. Voting procedures should he
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developed so that they can be used to determine not only the level of
educational expenditures, but also 'the composition of educational
goods and services as provided by the system.

A. Specific Objectives:

This proposal calls for the development, tryout, and
evaluation of:

1. Uncorventional voting procedures that allow taxpayers to
determine: a) levels of educational spending for curricular and
capital outlays; b) tax sources that are the most acceptable means of
educational support; and c) broad policy matters in their local
school districts.

2. Procedures for informing the public about local educational
decision-maliing, and insuring their active involvement so that voting
decisions are based upon knowledge and understanding of the issues.

B. The Proposed Plan:

1. To examine the feasibility or several alternative voting
plans for school spending, including at least the following:

--A system of multiple-choice voting, as contrasted to the present
all-or-nothing choice that typically exists. This system, as
illustrated in Figure 2, could allow choices in spending levels, in
items to be paid for, and in most acceptahle sources of taxationm.
Thus, a given individual might vote for a school costing one million
dollars if it is financed by ecither an increase in the sales tax (IB)
or the inceme tax (IC), while voting for a school costing one-and-a-
half millicon dollars only if it is financed by an increase in the
income tax (IIC). Any number of ecxpenditure proposals could be com-
bined with any number of tax proposals, limited only by the require-
ment of keeping the ballot manageable.

-~A system of plurality voting or unit ranking, in which the winning
alternative is chosen on the basis of the total score obtained by
summing each voter's ranking of the .available alternatives. For
example, consider the preferences of individuals X, Y, and Z for the
altematives (a), (b), (c), and (d) as reflected in the rankings

o shown in the table below, where a vote of 1 indicates the most
AR\!:preferrcd alternative. Under the present mechanism of majority rule,
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FIGURE 2
Hultiple-Choice Voting

I. Construction of a school at the cost of one million dollars
to be financed by:

A. a - mil increase in the
property tax Yes No X

B. a - percent increase
in the city sales tax Yes X No

C. a - percent surtax on
the city income tax Yes X No

"IXI. Construction of a school at the cost of one~and-a-half-million
dollars to be financed by:

A. a - nil increase in
the property tax Yes No _ X

B. a - percent increase
in the city sales tax Yes No X

C. a - perccnt surtax on
the city income tax Yes X No
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altemative (a) would be chesen. Under the plurality rule, however,
alternative (b) would be chesen. Use of the plurality rule would take
account of individuals Z's strong c¢pposition to alternative (a)--rank-
ing (a) last--and the relatively wecak preference of both individuals

X and ¥ for alterative (b) over (a), rarnking (b) first and (a)
secund.

Table 1

Alternatives

(a) (b) (c) (d)

X 1 2 4 3

Individuals Y 1 2 3 4
Z 4 1 2 3
Totals 6 5 9 10

In this ecase, veighting of ninority views would zlter the outcome
that would have resulted freom the usc of majority rule.

--A point voting system which would allow individuals to reveal the
intensity of their feelings. For example, each voter might be given
one hundred points which he could allocate to the various alternatives
in relation to the relative weight that each carried in his preference
function. The following allocation of points (Tsble 2 ) would be
consistent with the above rankings given by individuals X, Y, and 2 to
the alternatives (a), (b), (c¢), and (d).

Table 2
Alternatives
(a) (b) (c) (d) Total
X .30 28 20 22 100
Individuals Y 80 10 6 4 100

Z 15 32 29 24 100

Totals 125 70 55 50 300
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With 2 point voting system, alternative (a) would again be chosen over
alternative (b). This results from individual Y's prefercnce for his
first choice (a) over his secord choice (b). On the other hand, if
individual Y had a preferencc structurc similar to that of individual
X, alternative (b) would be chosen over alternative (a) even though
both X and Y would have a slight preference for {a) over (b). The
total points for alternative (a), (b), (¢), and (d) under these con-
ditions would be 75, 88, 69, and 68 respectively. Here point voting
would lead to the same final ranking of alternatives as plurality or
unit voting.

2. To as:sure that educational decisions that should appro-
priately be mad: y professional educators and administrators are
carefully defined and left to them, the public would not be consulted
on decisions which involve specific technical matters. The appro-
priate items for ballots would be worked out in each individual
community.

3. The precise methodology for the experiment would be definad
during a feasibility study to be done in the coming spring. However,
an example might be as follows: Several districté that are about to
have bond clections could be selected as experimental sites on the
basis of public interest in change, lack of success in current bond
issues, and variation in size, geographic location, and wealth. A
contractor (perhaps the League of Women Voters, or local units of the
National Committee for Support of Public Schools) might be selected in
each district to develop alternative ballots and sponsor experimzntation
with them. A sample (say every fifth voter) would be asked to fill
out a second ballot along with his official one. Each community could
probably test many feasible new kinds of ballots, with technical
assistance from NIE.

4. Public information programs would be developed so that

N

@ ~itizens at each experimental site could be reached before voting
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experiments occur. The programs could explain ptrocedural changes,
consequences of available choices, -and bencfits of the new voting pro-
cedures. For example, if a decision is to be made on the location of
a new school, the information program would have to include knowledge
of the expected population growth in different areas of the city.
Evaluation of the information system as well as each voting procedure
would be part of the program.

3. Reéults of the new balloting systems would be analyzed and
reported for each community. A post-survey would determine community
reactions tn the new information program, the kinds of ballots, and
the results.

6. A conference of local contractors would discuss results
and male rccommendations. Results would be published and discussed
with euch organizations as the Education Commission of the States,
State Departments of Education, and the Asscciation of School
Administrators.

7. If the new voting procedures prove to be successful, NIE
might consider writing suggestced legislation for States, or secking
other organizations (for example, OEQO or OE) that could support

techn’cal assistance in writing such legislationm.
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PROGRAM 5 - A PROGRAM IN THE AREA OF PRODUCTIVITY:
THE UNBUNDLING OF HIGHER EDUCATION

Institutions of higher education perform several different functions
tied together in one package and offered to students on a take-it-or-
leave-it basis. This monopolistic practice cnables institutions to
resist the introduction of tcchnology.or other innovative practices
that might be more cost effective for the individual clients. Further,
furnishing unneeded and undesired servi.~s, and requiring students to
purchase these appears wasteful of boti ‘ustitutional and student
resources. The program proposed here i< designed to show the feasibi-
lity of unbundling the educational services provided by colleges and
universities. It is anticipated that when this is done, an increase
in productivity will follow.

Colleges and universities serve a variety of functions. Among
the most important are:!

1. An educative function, by imparting information to students,
and by instructing them in the skills and methodologies appropriate
to the discipline or profession in which they are interested.

2. A credentialing {unction, by certifying educational attain~
ment through the awarding of degreces.

3. A distributive function, by attempting to match students
with schools and programs appropriate to their intercsts and abilities.

4, A social function, by providing the student with an insti-
tutional context with which he can identify.

5. A role-model function, by providing the student with
opportunities to interact with individuals who enjoy high-status
academic occupations.

These functions vary in importance and value to different students.

At present, a student who wants just onc service or wants selected

portions purveyed by different institutions through variable periods
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of time cannot purchase vhat he nceds. Courses are packaged into
credit hours, credit hours are packaged into curficulums, final exanmi-
nations follow fixed schedules, spccific.substance is conveyed through
- one specific medium without the possibility of choosing one's own mode

of instruction.

The anti-trust laws of the U.S. pfohibit American firms from
tying the sale of a wveaker product to the sale of é more desired
product. Yet this is apparently vhat institutions of higher education
do. All of the functions of ecducation are tied together, and the
student at any particular institution is forced to buy them all.
Furthermore, within each function, desired services are tied to
undesired services (e.g., good teachers are tied to bad; students
must fulfill certain "requiremcents" no matter what thci;vcurrent goals;
time and site may or may not be convenient for the sgudcnt who wants
to work while studying, etc.)

A. Specific Objecctives:

The program proposed here is designed to meet the following
objectives:

- A plan will be developed and implemented to demonstrate
the feasibility of separating into discrete "industries" (both
profit and non-profit) a variety of educational secrvices.

~ Spezific unbundled services will pe developed incrementally -
until they can compete successfully with the traditional total-
package arrangement.

- Parallel with fhe creation of such unbundled educational
industries, fiscal plans will be developed enabling students to
avail themselves of the services to be oifered.

B. The Proposed Plan:

1. The Educative Function: Portions of this component already

exist in the form of the current knowledge industry. Additional invest-
Q
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ments, particularly secd money, will probably be needed in such areas
as the production of model courses via intcractiQe cable TV, educa-
tional video cassettes, and computér terginals. Insofar as possible,
courses should be self-contained and independent of specific sites of
instruction. For the natural sciences, this will involve the ingenious
design of laboratory experiences, conceivably modecled on the British
Open University home experiment kits. It would apbear that this
function can be largely performed by the private sector, once profit
potential is demomstrated.

2. The Credentialing Function: Credentialing and accredita-
tion agencies conuld be developed to fill several functions: test~-
drafting, test-making, credit and degreec awarding, grading, and perhaps
assigning performance-orientcd tasks (writing of papers, experimental
investigations, developing a piece of curriculum in the case of a
prospective teacher, financial analysis of a development project for a
future economist, etc.). ~Choices of grading systems could be available
to students. Accreditation agencies could award diplomas both on the
basis of their own grades and those of other firms. Competing agencigs.
some perhaps profit-oriented, should be encouraged. If choice is
available, quality should be regulated by the market place; e.g.,
chemists certified by ACS might be preferred for industrial or academic
employment over graduates with chemistry majors from an undistinguished
institution.

3. 7he Distributive Function: Agencies, other than colleges
and universities, that could carry out a distributive education function
would be a fairly new phenomenon in the U.S., although a network of

counseling and tutoring services exists in the Soviet Union for
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éotrespondence students. Different types of advice might be purchas=-
able: how to put together for oneself a spccifié package aimed at

some career or avocational goal; intensive tutoring with choices of

the type of tutoring desired (human cne-to-cne interaction, technolog-~
ically mediated drill-and-practice); pacing for students who are not
highly self-motivated through a system of fines, forfeits, and dunning.
That this kind of service can be profitable has alfeady been demonstra-
ted by the increasing business for college placement agencies and the
informal, but highly effective, tutecring and information services
(ratings of teachers and courses) developed by students, for students,
on many campuses. Clearly, however, the range of services and their
availability need to be expanded.

4. The Social Function: Investment of Federal funds to
duplicate this function does not appear appropriate. Students are
likely to form their own aggregations, perhaps around tutoring centers,
or unconnected to their academic activities (e.g., Weodstock, Fort
Lauderdale, community action groups). Also, those students who highly
valuc exclusivity and social connections would continue to go to high-
status institutions, being willing to purchase the package in order to
gain these benefits.

5. The Role-Model Function: A system of supported internships
in industry and the non-profit service sector (public institutions,
government, social service agencies) will allow experience with a
much broader range of occupations than are modeled in institutions
of higher education. Initial Federal furnding of internships may
demonstrate their usefulness to both student and employer so that they

ay become self-supporting. Responsibility on the part of practitioners
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and job holders for apprenticeship education, a;ready accepted by the
medical, research, and skilled labor professions, will also be encour-
aged through such an initiative.

- 6. Student Support: Existing schemes for student support will
have to be adapted to allow poor students equal access to the variety
of services. Perhaps individuals could be allocated a specific amount
of money, duplicatiug current support available for a college education,
to be spent at the individual's discretion for educational services.
Presumably, he would try to "buy the most for his money." This would
not only allow many more options for students now in a position to go
to college, but would make it feasible for poor individuals to obtain
higher education, even if they neced to work while doing it, or are
not within cownuting distance of an inexpensive (or free) city or
state university.

7. Evaluation: As an appreciable number éf students avail
themselves of the services to be offered, comparative studies of out-
comes need to be made. Component: to be examined would include costs,
carcer success fboth obtaining desirable jobs and performance in those
jobs), acadenic attaimment, social and psychological effects on the
individual and family, ctc.

The purpose of this set of‘;ct1vitics is to introduce greater
flexibility and productivity into the system of higher education. It
is expected that, even if competing services become viable, many
institutions will continue to function much as tliey do now, since
their packaging will be so good as to attract a sizeable number of

students who prefer them to unbundled higher cducation.
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 Clearly, NIE cannot simultaneously undertake the full range of

activities necessary to make separate educational services available
to all students as an alternative éo existing institutions of higher
education. Hence, a time-sequenced series of activities would need
to be initiated in order to build the crucial components over a
period of years.-

1. Unless credentialing mechanisms could be made available,
assuring a student credit (grades, course credits, degrees, etc.),
for achievement and performance at least equivalent to that obtainable
through traditional means, he would not be in a position to choose
alternative forms of instruction. Hence, the extension of external
credentialing is onc of the first activities NIE might have to support.
Existing agencies could be funded to expand their current programs,
for instance:

-~ the college level examination program sponsored by ETS;

- the effort by New York State thirough the Regents External
Degrec Program;

- evaluation mechanisms being developed by University-Without-
Walls basecd on performance criteria;

- explorations by community-oriented state colleges, on how
to award credits for "lifc experience";

Future steps in this arca could include identification of other
agencies that would be likely; candidates to develop proficiency tests

and stimulate their entry iuto the field. Examples are:

Professional socicties;

High School equivalency examination boards;

Testing agencies such as the Psychological Corporation;

Industrial corporations alrceady using test mechanisms for

1 internal decision-making.
v
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It may be anticipated that, at t.list, any expansion in testing

and evaluation activities would be through cxiscing institutions of
higher education, as is true of CLEP now. As other components of an
unbundled system werc strengthened, however, the credentialing agencies
could be expected to become autonomous in their operations, offering
their services either through other institutions or directly to the
student himself. |

2. The student would need access to alternatives for acquiring
knowledge. A two~pronged support program by NIE might be called for

here:

a. Development of additional curricular materials which could
be studied independently of institutional setting:

~ Introductory courscs developed by professional societices
(text, correspondence honmcvork and quizzes, tutorial guidelines
for tutor-centers at local universities or community centers) to
meet the requirements o- their preficiency exams.

- Extension of the University-of-the-Air to cable television
at three to six sites with existing irstallations. For the present,
the courses should be developed with th.: cooperation of local
univursities, who might be villing to give credit. Market surveys
should be used to establish the most highly desired courses,
optirnul times for broadcasting to the home, and projected enroll-
ments.

- cooperative efforts between institutions of higher education
and industrial concerns to design specialized portable courses
to be offered at plant sites, in homes, at community centers, as
well as on campus, and which would lead to an upgrading of ewploy-
ment.

b. There may be many channcls of education zlready available
in a comuunity, but the student would need help in identifying these
and putting them together in appropriate ways.

- creation of inventories of leading resources. The University-
Without-%alls is alrcady developing such ceners in embryonic formms
at cach of the sites where it is operating. J3uch inventories could

o be constructed for several local situations, but also at a broader
[SRJ!:‘ level of use.
o
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- advisory systems for students not formally attached to
specific institutions. Early foci for the establishment of these
are the teacher-advisor nztworks already being set up by a number
of experimental colleges, and the informal student advisory services
existing on miny large campuses.

3. NIE might fund a limited number of internships for indivi-
duals engaged in study at the underpraduvate level. Enough sites could
be supported (20 to 50) to represent a large variety of careers and
types of institutions, both private and public. Federal funds might
be used to subsidize part of the interns' salaries, and provide
relecased time of permanent staff for supervision and training.

4., Studies might be funded to develop support mechanisms for
students wishing to take advantage of a variety of cducational and
credentialing components. Two particularly promising possibilities
are:

~ credit banks for four years of higher education, allowing
drawing rights by individuals as they perceive the nced for
specific kinds of education and credentialing. The government
could, for instance, guarantee cach citizen 15 years of free
education, but with no particular specification as to how and
when the "education credits” were to be used. Presumably,
trustees (parents or guardians) would be using available vouchers
for an individual's early education, but at age 18 (or preferably
even earlier, say at age 15) the individual himself might decide
what use to make of the educational funding avsilable to him.
Clearly, detailed feasibility studies and development of fiscal
support plans are nccessary before such schemes can be evaluated
and tried out.

-~ full funding of higher education. In the case of this
mechanism, a varlety of proposals have already been worked out
in some detail (Weisbrod and Hansen for the State of Wisconsinaj
Armacost et.al., for the State of Kansas; Singell, Schrock &
Yordan in a gieneral scheme usimg the Federal income tax system
for repaymeni of long~term loams, etc.). NIE might support
evaluation of the various schemes for feasibility of early
implementation, and subsequently suppor: their testing cut in
several sites® (number depending on readiness and size of geo-
graphic subunit, e.g., individual institutions, state-wide cystem,
all institutions in a metropolitan azea, etc.). While first trials
of full-funding schcmes are likedly to be iastitution-centered, such
mechanisms, if succesgful, will «learly advance the fiscal power of
the individual buyer in a diversifiled and competitive educational
marketplace.
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PROGRAM 6 - A PROGRAM IN THE ARFEA OF PRODUCTIVI.Y:
STIMULATING GREATER USE OF TECHNOLOGY
IN EDUCATION

The last quarter century has been cha;actarized by radical
advances in the comaunicatiors media. One need only think of
the impact on most individuals -- particularly «hildren -- of
mass television-viewing, or the industrial and techhological
changes wrcught by the advent of high-speed computing devices.
Marshall McLuham has made a carcer of popularizing his views on
the results of these developments; other somewhat more sober
futurists (e.g., Peter Drucker and Alvin Tofler) have also commented
"on the current and forsceable future changes in our society
directly ascribable to the speeded~up communication process.
Interestingly, the new techunclogies have made vér& little
difference in the one endeavor totally concerned with communi-
‘cation, namely the educational system of the country. True, new
subfields (e.g., film production and computer sciences) have been
introduced on somie campuses, and prospective science professionals
learn new techniques necessary to their careers. But the way in
which the substaﬁcc of education at all levels and in most fields
is communicated remains essentially unchanged, despite inveéstments
running into hundreds of milliorn dollars. Why the unwillingness
or inability of educational systcms and institutions to tcke ad-
vantage of the new co%munications technologies?
~ Systems and institutions of education are cssentially
conservative and static. Their heaviest investments
are in staff, and then In buildings. Neither are easy

to convert to new practices, nor can they be quickly
eliminated and renlaced by up-to-date elements,
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- Initial investment to install effective new commu.ication
technology is often high. At a time of financial crisis
for sichool systems and universities, funds nust be used
for maintenance of the operation rather than its improve-
ment, even though such improvement would prove cost
effective in the long run.

- While appropriate mechanical devices are available,
intellectually respectable substance (i.e., software)
is often missing, R&D having been largely concentrated
on hardvare. The failures of teachiug machines and
closed-circuit educational television are largely
ascribable to this fact.

- Too little is knc~n about the man-machine interface in
the learning process. What part of information purveying
is most effectively done via a non-human mediator? For
what age levels and what types of learning is the physical
piesence of a human being indispensable? What little
evidence we have does not always bear out popular notions:
In an experiment in Brooklyn's Brownsville section, both
elementary school children and adolescents appeared to
make better progress when taught to read via a mechanized
responsive environment system, perhaps because the neutral
machine was endlessly patient and voiced no adverse
criticisms. At the Oaklcaf School, small children learn
to use the well-arranged storage and vetrieval system of
learning units without adult help. The independence and
purposeful activity of six- and seven-year olds in such
a setting is in marked contrast to traditional primary
classrooms.

- Development in the knowledge industry has been most
active in areas where quick profit returns vere to be
anticipated. After some initial investments in develop-~
ing educational applications, many profit-making concerns
have withdrawn from this activity in favor of sure-fire
educational products (such as textbooks) where markets
and sales techniques are establishced and well understood.

The racent history of the applicaticn -- or lack thereof -- of
communications technology to education makes it clear that no advance-~
ment is to e expected.without well-planncd Federal initiatives. And
yet, increases in productivity in wost.fields share tﬁc twe common

elements of competiti-a and mechanization, the latter generally

artended by conversion from labor-intensive to capital-intensive

ERIC
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operation. The program activity suggested above under the title
"The Unbundling of hLigher Education" is one attempt to introduce
competition into the system; the activities sketched below are
aimed at using technology to increase productivity.
A. Specific Objectives of this Program:
~ To establish a firm base for systematic experimentation
in which educational technology is irtroduced with a

specific focus on productivity;

~ To conduct experiments that have a high potential for
pay-off;

-~ On basis of such experiments, to support viable models
of effective use of technology in education.

B. The Proposed Plan:

1. Contract for studies examining the history of R&D in
educational technology in order to identify the crucial factors
leading to successful applications in specific instances, while
-inhibiting broader use. While a considerable literature exists
in this field, there is as yet no critical analysis available to
allow the setting of priorities based on likely pay-offs for
further investments in cducatioﬁal technology.

A variety of media could be included in the NIE
sﬁudies:
- closed-circuit educational television;

- cable television, in and out of formal instructional
settings;

~ radio and audio casscttes;
- films, video tape, and audio tupe cassettes;
- computcer~-assisted instruction

- computer-managed instruction
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- communication satellites,

- and "old-fashioned" média such as printed texts,
correspondence instruction with suitable counseling
and tutoring, etc.

Each of these media could be examined along several

dimensions:

- cducational effectivencss, for both the cognitive
and affective growth of students;

- costs, for start-up and for continuing operations;
- sguitability for specific settings: age levels,
suk:tect matter, physical environment, human support

components, etc.,;

- political and social factors facilitating or impeding
* adoption;

- anticipated contribution to productivity.

2. On the basis of such studies, the most promising opportun-~
ities could be identified. A second input component is likely to
‘result from the current efforts of the Committee on Automation Oppor-
tunities in the Service Areas, particularly its Education Panel.
Possible choices for next steps are already emecrging from the extant
literature, for instance:

- a community college with a very small campus that
invests its capital in equipment rather than physical
plant. Teaching would be conducted mainly in the
home or in small decentralized and infrequent
groupings of students.

- computer—assisted instruction in basic skills in
elementary school, with attendant rearrangement
of student-teacher ratio and diversification of
staffing, including use of community aids and
other paraprofessionals.

We would need. however, to:marshal and analyse the

available evidence much more thoroughly before launching into

ERIC
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such specific initiatives.

3. Once initiatives are identified and priorities set, there
night be scme limited studies or experimehts testing the assumptions
made and filling in information gaps. Scveral examples, some already
underway, will illustrate what types of projects coulc constitute
+his phase:

- a study of incremental costs in providing specific
social ervices via cable TV, assuming, as a given,
installation costs and subscription to currently
available programs. Included would be specified
educational programs, health care (e.g., diagnostic)
services, fiscal transactions (e.g., credit, payment
of bills, etc.). Such a study is now being proposed
to NSF by the Mitre Corporation and will probably
be funded.

- a test of computer-aided instruction at the junior
college level, with a view tovard establishing base
line information on costs; suitability to various
settings; and educational outcomes of two entirely
different systems, onec with large central computing
facilities and numerous terminals and an casy pro-
gramming language designed for local curriculum
developnent, the other with on-site mini-computers
and a centrally developed curriculum. This kind of
experimentation is long-range (five years) and
costly ($10-15 million). It is, however, as indis-
pensable to the wide-scale introduction of educational
technology as any pilot plant, nmodel plane, or limited
metroliner service to the upgrading of the industries .
involved.

- production of a common-core curriculum to be cenveyed
via advanced telecommunication networks serving ex-
tended districts. Core facilities alrcady exist in
the Coast Communitv Collepge district, for instance,
and in the television netvork set up by SUNY in-
cooperation with local LTV stations. NIE might
fund the development of substantial amounts of
curriculum material, so that as much as half of
lower divisicn instruction for participating insti-
tutions could be taught via the tclecommunications
networks.

ERIC

Aruitoxt provided by Eic:



E

-85-

4., A second-stage sffort in which the most promising of
the developments studied and tested in 3. (above) might be imple-~
mented in several sites {five to ten). A.subactivity could be
the support of projects to overcome shortcomings identified in
the preceding phase, such as improvements in accessing mechanisms
(terminals) or in curricula substance, better mixes of human-macinine
components, more astute management of social and political environ-
ments, etc. Ié is likely that this phase would be even more costly
than 3., but attached to these costs would be a high degree of

confidence that the investments made would indeed result in enhancing

. educational productivity,

5. Widesprecad introduction of proven technologies in
appropriate settings. This phasc would be beyond the concerns of
NIE, except for advisory and sced roney support to assure successful
installation. At this point; such a program area might be transferred
to another operational unit of NIE, such as the Office of Practices.
Continued monitoring of adopted innovations will be necessary to
assure the introduction of cost-effective changes as advances are

made in communications technology.

O
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PROGRAM 7 - A PROGRAM IN THE AREA OF SUBSTANCE:
THE DEVELOPMENT -OF THEME SCHOOLS

The American educational system has been largely indifferent, and
often hostile, to the racial, ethnic, and linguistic diversity in the
U. S. Traditionally, the schools have been regarded as a central

"americanize"

aspect of the "melting pot." Their purpose was to.
young people, and to enable them to pursue conventionally-defined goals.
As a consequence, the publiic schools are »asically traditional and
inflexible at a time when creativity and adaptiveness are urgentily
necded. In addition, the schools depend upon practices that are
sanctioned by the conventional wisdon of educational professionals,
with little or no regard for student or parent viewpoints. In the
mutual adiustment of the student and the school, it is primarily the
student who must make most of the adjustments. The schools have not

~been conspicuously successful in responding to the new nceds created

by ethnic diversity, nor can they fully accommodate children with
exceptional abilities, interests, handicaps, or aspirationms.

A familiar complaint about the public schools is that, in addition
to the ostensible subject-matter curriculum, they teach a hidden
curriculum as well. Largely, through théir mode of operation, the
schools foster shallow rompetitiveness, dissembling, and manipulative-
ness. The requirements of order and stability demand of all parti-
cipants-~teachers no ‘less than students—-~a high degree of conformity
if the sysﬁem is to function predictably, and the highest esteem
therefore goes to those_who are most docile.

There is clearly a nced to experiment with different kinds of

O
FER|Cducational experiences. Alternative schools are needed that teach

IToxt Provided by ERI
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trust, concem, compassicn, open-mindedness, sensitivity, and a sense
of community, as well as those moré traditional educational values
school-. lay claim to: task persevcrancc; mental toughness, knowledge
and understanding, and delight in learning. Alternative schools are
needed that can respond to a broader range of lifc sctyles than the
public schools can easily accommodate. Above all, schools are needed
to provide models of educational practice that demonstrate the
possibilities.of radical departures from the traditional scﬂool model
that dominates present school practice.

This proposal calls for the development of a small number of
alternative demonstration schools based on educationally-relevant
themes. These schools would be small in size, but by virtue of care-
ful planning and development work, they would display bold and
imaginative educational practice. Each school would begin with an
interrelated set of ideas of potentially great educational power,
and would then attempt to develop a full range of educational pro-
cedures consistent with these underlying ideas. Guided by some
explicitly articulated educational or psychological viewpoint, each
school would develop an integrated progrgm—-including a curriculum,
materials, techniques, day-by-day routines, etc.--that was internallx
consistent and theoretically coherent. Thus, cach school would adopt
some t.eme and then systematically rcflect this theme in everything
it would attempt to éccomplish.

These altcrnative theme schools could take as many forms as there
arc unifying ideas to guide school development. A few possibilities

are:
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~-A school based on the use of aesthetic experiences (art, music,
d ince, drama, ctc.) as opporcunities, not only for creative expression,
‘'ut also as vchicles for developing literacy.

-~A school based on the use of the most sophisticated examples
of instructional technology.

~~A school based on the principles of behavior modification.

--A school based on ecological concepts emphasizing man and
the environment.

--& school based upon a projection of the future world and
the qualtiics of mind and spirit young people will need to function
effective: 'n that world.

—--A school with a culturally-based curriculum.

Clearly, schools such as thesc cannot be established without a
great deal of planning and initial developmental work. There are,
however, many indications vhich suggest that such theme schools are
both & feasible uad exciting experimental ooportunity. Although there
are some attempts within the USOE to experiment with alternative
forms of education, especially in the Experimental Schools Program,
this proposal calls for something quite different in form and sub-
stance. This program would have a '"top-down" rather than a "bottom-
up" focus, generating in-house the plans for comprchensive thewe-
based schools for small settings rather than the K-12 arranyement for
2,000 - 5,000 pupils which is a part of the Experimental Schools
design. The theme schools might, unlike those in tpe Experimental
Schools program, operate in the private as well as the public sector.
And cven though both programs emphasize comprehensive modification,
documentatien, and evaluation, the conceptual approaches.differ

radically enough to warrant an experiment with cach type.
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A. Specific Objectives:
The program objectives are as follows:

--To examine the feasibility of establishing a number of
schools bascd on coherent thematic models.
® .
~~To develop specific plans for a limited number of such schools
that appesr most feasible. )
~-To establish such schools in settings where there is community
support and other evidencesof local interest.

~-To gather extensive documentary evidence concerning the
developmental and operational problems associated with the areation
of alternative theme schools.

--To evaluate the cffects of these schools in relation to their
stated goals, as well as their effects on the pupils and the local
communities in which they are established.

B. The Proposed Plaa:

1. Feasibility Study (January - June, 1972): Before launching
any developmental activities, we would need to do a carcful study of
the practicability and cost of crecating alternative theme schools as

' experiments. Among other things, we would need to know:

-~the availability of appropriate persons to develop theoretically
coherent plans for such schools;

~-the location of communities (local neighborhoods, school
systems, universities, etc.) that would welcome such experiments;

--the kind and degree of cuoneration that would be nceded from
SEA's, LFA's, certificating and credentialing agencies, etc.;

~~the estimated costs of mounting the cffort;

--the types of theme-based schools that are most fecasible in
terms of development, implementation, ewaliuvation and assessment, and
that are nost likely to provide the greatest payoff;

—-whether or not and to what degree the creation of theme
schools would necessitate changing laws, sanctions, or regulations;
and ;

--whetlier or not five years or some other span of time 1s a
suitable time frame for the experiment.

ERIC
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2. Development of the Models (FY 1973): Depending on what the
feasibility study suggests about site, pecrsonnel, contracting pro-
cedures, etc., a planning team might devélop plans for two or three
wmodels during FY 1973. The planning team might include, in addition
to educators who are talented in curriculum development, persons
who represent relevant disciplines like law, architecture, technclogy,
sociology, etc. The team might in addition to formulating evaluation
plans and accduntability procedures, select appropriate sites for
implementation in the autumn of 1973.

- 3. Implementation (August, 1973): The first theme schools
might beccome operational in the autumm and continue as an experiment
for perhaps five years. Each school could receive assistance and
needsd syppert from NIE during the experimontal period. In subsequent
years, other theme-based scheols might be introduced.

4. Documentation: During the development and implementation
stages, NIE could collect extcnsive documentary evidence concerning
problems associated with the creation and conduct of altemmative
theme schools. One of the models might, for insta-ce, require a
democratic arrangcme..t whercbystaff and students jointly decide such
matters as curriculum and scheduling, while another might develop a
completely packaged plan requiring training in a particular method or
style of teaching. Still anothe» might develop something like a
culturally-based mndel whosc curriculum would require intensive train-
ing of tecachers. Actual costs might differ radically from estimated
costs. State zxcrediting agencics and. tecachers' unions might resist
the elimination‘of credentialing barriers. These a;d‘a host of other

Q isible problems are one: on “which RAIE would gather infurmation for
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further study.

5. Evaluation: The alternative theme school program should
be viewed as an example of reform by experiment. Each theme school
would be planned with specific objectives to be reached, and NIE
would evaluate the ef{{ects cf these schools on students, staff,
parents, communities, and existing school systems as these objectives
came closer to full realizatium. A systematic evaluation designed to
measure the effectivencss of the schools as change agents might also

be conducted.
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PROGRAM 8 - A PROGRAM IN THE AREA 6? SUBSTANCE:
TO INCREASE THL AUTHERTICITY QOF LEARNING
EXPERIEXRCES THROUGH THE USE OF
COMMUNITY RESOURCES

The lack of congruence between schools and the community cr adult
society is a serious problem facing American education today. The
most critical aspects of this discontlnuity are te be fcund in the
restricted range of experiences a student encounters during the
course of the school day, and in the kinds of knowledge « student
acquires. Students spend many hours a day cut off from a variety of
adult role models which could provide bothk social and intellectual
growth., Often the content of various school courses has been filtered
through so many mechanisws (methods courses, textbook revisions,
department chairman's suggestions, state syllabi, etc.) that by the
time it reaches the student it bears little resemblance to real,

~accurate, or important knowledge. Public schools have attempted to
provide an education that will enable students to take their places
in the real world. But too often they have attempted to do this in
isolation from the real world or without using the rescrces available
in the community.

The plan detailed below describes a ﬁrogram for utilizing community
resouvces a8 a major componcat in a hipgh school student's education.
The community would be given the opportunity to provide instructors,A
instructional sites, and cven the content itself for its students in
a cooperative arrangement with the schoaiz. We realize tha: different
communities have different resources Qnd students «» not all have the
samc needs and intereste. Consequently, this proposal calls for .n

© «perimental demonstration of the ways in which community-centered
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learning can meet the educational needs, and improve the educational
services of the local community. | | ’

We alsc realize that there is historical precedént for some of the
activities which wili be proposed. Learning aﬂd working within the
community are not radically new ideas; howgver, we believe that they
deserve the benefit of a carefully designed, compréhensive research
and development plan which will identiff and examine both the positive
and the negative features of their implementation.

A, Specific Objectives: S

The program proposed here is designed to:

~--Provide students with a greater variety of adult role-models,
than is available in the typical schwol;

"==Utilize the non-school educational resources.in a community;

—-Study the ways in which community-based Qtudy affects the
learning of the student;

--Study new information processing and display skills which the
community-based curriculum promotes; :

--Study the effects on standard curricula and teaching techni-
ques when community-based experiences are made a part of the school

day;

—-~Establish a mechanism for disseminating the generalizable
aspects of locally-developed community-based curricula.

B. The Proposed Plan:

NIE would identify a small number of communities which represent
diverse geographical areas and cultural styles, and which demonstrate
a willingness to expériment with community resources in edﬁcation.
These resources fall intoc three categories: 1) community teachers,
2) community learning sites, and 3) a community-based curriculum.
Then NIE (or an outside contractor) would aid the community in

E l(fentifylng, utilizing, and evaluating these resources to provide a
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more meaningful educational experience for its students. At the same
time NIE (or the outside contractor) would record those élemepfs or
procedures which were generalizable so tﬁat other communities might
more readily utilize:their resources in educating fheir students.

1. Community teachers: A community teaching pool could be
established. Into it would be placed the names of all those willing.
to share their expertise with a number of students. Special aftention
would be paid'to finding people who are outstanding practitioners of
their craft, trade, or profession. These teachers could be assigned
a specific number of students to tea?h for a spécified time.
Appropriate course credit might be given by the schools to those
students who successfully complete their community-based courses.
These courses might be a year or longer (as in an industrial or trade
apprenticeship), or only a few weeks in durationm. - Each teacher could

. be evaluated by each student. Business and industry might be given
some form of tax credit for each hour of employee time it donates to
teaching. Or a éommunity teacher could build up education credits
which he could then use to pu;chase educational services for himself
or for his family.

2. Community instruétion sites: Those community teachers who,
could not teach theilr subjects in the school building would indicate
where they could teach. This group of locations would form the basis
of a community instruction site network. In addition, those non-
school community agencies which traditionally provide some form of
educational services, such as the Red:Cross, the public library, the
YM or YNCA would also be included in this network. These sites would

[:RJK: viewed as school extensions, "classrooms' where students would
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receive an integral part of their school experience. If there was not
already an agency to serve this purpose, a community-learning center
could also be established. This site coﬁld be the locus for cross-
generational learning, a place where parents and children could come
together to share in teaching and learning about subjects which
interested them both. Aiternétivc mo&es of access’ to these community
instructional sites shouldlbe made available. Some schools might
decide that e&ery Student would spend eight conéecutive weeks in
community instruction sites (similaf to the Swedish model).. Others
might decide they would spend one day out of five. Others might
choose one hour every day. Obviously the choices would vary with
student age, comnmunity alternatives available, etc. |

3. Community-based curriculum: The traditioﬁal approach to
high school instruction gives the student a textbook abstraction of
the world around him. This project would develop procedures and
materials that give the student the skills and the oppoqunitigs to
draw his own conclusions and develop his own abstractions based on
close personal interaction with the world around him. NIE (or the
outside contractor) would select a sample of teachers from each
éommunity on the basis of iﬁterest, strong subject area background,
and other relevant criteria (such as sex and race representation) to
participate in a first summer workshop and training session. These
teachers could be dréwu from and representative of at least the
Science, Social Science, and English Departments. It would also
select a national group. of scholars or professionals who ﬁight aid
the local teachers, and who would study ways in which the replicable

) : '
[E T(jlements of the local curriculum could be disseminated.
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During the éummer session the téachers would explore ways of
using‘the community to provide the content and context for student
study. They would also prepare their first materials. After the
school year began these teachers would have released time to continue
planning and to share progress reports. During the second summer the
original group of teachers would participate in the orientafion and
training of a second group of teachers. The national group would, as
much as possiéle, work alongside the local teachers in the training
sessions and during the school year. They would identify problems
common to all the communitics and attempt to find solutions to these
problems. They would aléo serve as a means of communication between
communities, for the purpose of sbaring good ideas and exberiences.

C. Content: Each community has its own unique resources but it
might be helpful to look at ways in which any community could use a
resource fo:md in almost any town--the telephone company. Assuming
that.local teachers could elicit cooperation from the telephone com-
pany officials (and this would be considered a part of'develoﬁing the
curriculum), here are some of the ways this resource could be used.

Suppose the physics teacher were tegching this telephone—company—
.based course. Students wduld‘study principles of electromagnetism,
sound conductance and amplificétion, and relays and switching circuits.
They might also investigate the probability theory‘associated with the
number of lines and'switches necessary to service a given number of
cﬁstomcr;. They could study the chemistry of the non-reactive
materials necessary for undergrournd. conduits. Students would learn
(through taking them apart and putting them together again) how an

Q

E[{L(iordinary home phone set actually works.
o
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If a social studies teacher were teaching this course, students
would study hiring practices and job requirements For various company
positions. They would learn about the dégree of freedom the local
manager has in running his company, and about how FCC regulatory
practices affect local operations. ' They would study advertising
practices and bill-collection policy. They would investigate the
company's environmental policy (e.g., is the company committed to
overhead lineé which are inexpensive but unaesthetic, or undergrouand
lines which ér; invisible, but expensive?). They couid study the com-
position of the board of directors and compose a profile of the board.

One goal of this curriculum project would be té show students--
and school administration--that areas of study need not necessarily
be cbmpartmentalized into the traditional academic diéciplines. Al-
though it would be possible (and in fact probable, at first) for the

* physics teacﬁer to reach his course in the science of telephone
communication and for the social studies teacher to sepafately teach
his course in the social aspects of telephone communication, it might
be much more exciting for the teachers to pool their resources and
teach one course wihich analyzes telephone communication from a number
éf perspectives. One major.area of study in this program might be how
to create new organizations of knowledge within the public school con-
text.

D. The National étudy Group:

Although it can't be over-emphasized that this curriculum should
be created by local teachers using local resources, there are several
ways in which,a national study group could be of vital importancg.

Q It might have the responsibility of recording and verifying what

ERIC
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is generalizable from the local experiences. This record would then

)

become a "How to Create a Community-based Curriculum" handbook, which
could be used in communities across the éountry.

It might have the responsibility of developing, through working
direétly with the teachers involved, acceptable sclutions to various
problems of implementation. These problems might include the inte-
gration of the community curriculum into traditicnal courses, and
eventually thé creation of new courses or new organizations of know-
ledge. They might also include developing community support for the
project (speaking at Lion's Club luncheons, writing articles for the
local paper, etc.) to alleviate mistrust for students "poking around"
in community institutions.

This study groups should also face‘5quarely.the pfoblem of student
alienation or powerlessness which this curriculum could conceivably

- foster or exacerbate. Presumably this would be more of a problem in
the social rather than the natural sciences area. If a student leamms
thaﬁ the local phone company apparently discriminates against women in
its hiring policy, he may well want to see that practice changed. Yet
in attempting to achieve change he may be completely rebuffed. And
iﬁ fact, if he persists he ﬁay be aétively punished through social
pressure or even legal sanction. What thén will the student have
learned? The national study group must consider carefully the
implications of encou}aging students to study community social practices.
It might well decide that in some instances the potential harm or
trauma to the student outweighs the pétential gain from a spirited
intellectual ipquiry and would consequently advise that certain topics

F i&:at be pursued. Or it might develop simulation techniques which would

s .
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.lend a safeidistancing effect t§ the study. Or it might develop -
materials'to!foster coping skills.hhiqh would enable students to deal
with the frustrations of the real world.
Another major responsibility of the national study group mighf
lie in the area of student skills and: tools, necessary for and develop-
ed through the community-based curriculum. It could develop a trans-
ferrable description of those skills and cculd study their value in a
variety of segtings. One major skills area.in the community-based
curriculum is the mastery of a variety of information processing
techﬁiques. Some of the competencies which should be developed (and
which may not now be emphasized in many curricula) are participant-
observation, surveying, interviewing, and listening. Another area is
that of information display. Some of these competenéies should in-
clude both audio and video recordings, taxonomic indexing, and linear
programming. The final responsibility of the national study group
might be to develop, through working with the teachers, appropriate
naturalistic evaluation techniques.
Before this program in developing and using community learning

resources can be implemented, a number of issues must be examined.

bne first step is the 5urvéying of sites which are now attempting éo.
implement procedures similar to ones we propose. Another is the
determination of the feasibility of attempting to develop all three
resources (teachers,‘sites, and curriculum) simultaneously in a2 single
community. Included in the feasibility study would be questions of
incentives and the potential scope of impact. If the program met
feasibility criteria, a next step would be determining the composition

Q
Egiéé;)f the national study group, and the selection of a small number of
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sites where an experimental tryout would be possible. Performance
objectives at each site would form the basis of an evaluation
strategy and the development of specific evaluative techniques.

Program procedures would be modified as evidence of effectiveness

1 .

or ineffectiveness was assembled.

VI. NEXT STEPS
Each of the eight programs described above has been presented in

enough detail to make clear the general focu; and scope of the pro-

posal. However, at this stage, none o;athe programs has been

examined in depth. Consequently, the time periocd between Januvary and
" May 1972 has been set aside for this purpose. During this period the

feasibility of each plan will be examined in detail, and a carefully

specified program plan will be prepared. The development of tﬁese

program plans will be coordinated.by nembers of the Planning Unit who-

will be assisted by a staff of outside consultants.

| The end-product of this analysis will be sets of detailed specifi-

cations for each program. These prograﬁ plans will describe the basic

steps to be folléwed in initiating the implementing each proposed

program. Anticipatéd developmentai, operational, and dissemination -

costs will be presented along with a reasonable time schedule for

each phase of the program. The human and material resources required

to undertake each proposed program will be specified. The benefits

)
.RJ}:: be anticipated from.each program will be described, and methods
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for evaluating the effects of the program will b¢ suggested.

In developing detailed program plans, a large number of complex,
interrelated questions will be raised for criticalﬁanalysis.' Speci-
fically, we expect to study the ways in which incentives, information,
sanctions, and agents--as defined earlier--are involved in creating
and maintaining those problems the programs are designed to address.
The ways in which these same conditions must be modified to realize
program objectives will be carefully specified.

Some of the questions that will have to be considered for each pro-
gram include the following:

--Incentives: Since each program will require the participation
of groups with different interests in the educational process (e.g.,
students, teachers, supervisors, etc.), what will induce these groups
to give the needed support?

~~Information: To what extent and in what ways does each pro-
gram depend upon obtaining information not now readily available and
delivering it to individuals who may need or want it?

--Sanctions: What legal and quasi-legal arrangements may stand
in the way of implementing each program? How can these barriers be
removed. :

~-Agents: What new mechanisms for mediating and delivering
educational services may be required by each program? Will students,
parents, teachers, supervisors, the media, employers, etc., be expected
to fill new and unfamiliar roles?

For each program questions of this kind will be considered. Answering
these questions will necessarily define some of the essential character-
istiecs of ecch program.

When the detailed program plans are available in May 1972, they
will be studied and compared in order to determine which one(s) should
be implemented as NIE programs beginning in FY 1973. This will

necessarily be a difficult choice, requiring attention to a variety of

O
E[{l(}riteria, such as the following:
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--The significance of the specific problem addressed: To what

- extent does the program respond to a central educational problem?

—-Avallability of people and resources: Are the individuals
and resources needed to implement the program now available and in
good supply?

--Costs in money and time: How much will the program cost,
and how long will it take? '

--Political feasibility: Does the program require the support
or acceptance of various interest groups who arz more likely to oppose
ic? -

--Potential payoff: Do the probable outcomes of the program
promise to make a significant contribution to the reform of the
American educational system?

--Implementability: Are there any other barrlers to the
successful executlon of the project?

--Appropriateness as an activity for the Federal Government:
Does the program have elements which will place the Federal Govern-
ment in an dinappropriate role vis-a-vis the states, local communities,
citizen groups, etc?

——Appropriatene s as an activity for the NIE: 1Is the program
an activity that is basic to the R&D mission of the NIE, or should it
perhaps be assumed by some other agency?

--Potentially undesirable side-effects: Is there a possibility
that the program will induce changes, or create conditions in American
education that are unintended and undesirable?

--Program balance: Will the implementation of this program,
considered in relation to the other programs supported by the NIE,

contribute to a well-balanced R&D effort?

VII. OTHER POSSIBLE R&D ACTIVITIES

The eight programs described above have been proposed as R&D
activities ppropriate to the Office of Dirccted Programs. If any of

these programs are implemented in FY 1973, it may be assumed that they

‘will be assigned to that Office. There are, however, two other

O

operating units that have been proposed for the management of NIE R&D

activities——the Office of Resource Developmen: and the Office of

ERIC
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Practices. Most of the work of these two Offices will be t?ansferred
~into the NIE from the OE, but in each Office a small amount of 'new"
FY 1973 money may be allocated for new R&D work. In this section
some possibilities for projects in these two Office; are described.
The relationship between the modelidesc;ibed above and the
activities proposed for the Office of Resource Development and tﬁe
Office of Practices sﬁould be described. As originally formulatea,

_ the model was‘meant to guidelthe preparation of programs that might
be assigned to the Office of Directed Programs. The feasibility of
using the model as a more general guide for all NIE R&D work was not
considered. This is, hoﬁever, a possloility. If, for example, one
examines the ongoing R&D work #n OE that will be transferred into
NIE, it is clear that most of it is focussed on what we have called
Bubstance. There is also sowe R&D work in Productivity, but very
little in Decision-Making or Access., This suggests at least one use-
ful feature of the model, i.e., its ability to indicate where R&D
effort has been concentréted in the past, and where it has.beeh
lacking. However, it is not clear at this point that the model will
have thc same utility in R&D planning for practice improvement or
lresourcc development as we.angicipate in dire.l’ed programs. This
remains a problem for further study. As the model is examined in
greater detail, the questidn of dits appropriateness for all R&D
planning will be given thorough consideration.

1. Possible New Projects in Fhe Office of Resource zvelop-
ment: Most of the R&D activities in this Office during FY 1973 will
represent continuations of projects how administered in the OE, ‘Only

O
[ERJ!:a small part of the '"new" money will be allocated to this Office.

IToxt Provided by ERI



E

~104-

The following two projects are examples of what might be funded in this
area during the coming year.-

a. A Longitudinal, Conmunity-Based Study of the Variables
that Contiibute to Human Learning: This project is a major, longi-
tudinal study of an entire community, including all those character-
istics that are likely to contribute to the educational development
of the inhabitants. The influence of home and family characteristics,
social class structure, school facilities and programs, health,
recreation, and welfare services, as well as many other variables would
be systematically examined. An interdisciplinary team of behavioral
scientists, data analysts, and community specialists would design pro-
cedures for collecting and analyzing data to determine what the
principal sources of learning variance are in such a community context.
Developing an empirically-based model of school and community influences
on human learning has implications both for the allocation of educa-
tional resources and for the need to increase educational productivity.

b. Basic Studies of the Learning and Instructional Pro-
cesses: This effort is designed to provide a deeper understanding of
the processes of school learning and instruction. An interrelated

series of studies is proposed; each will contribute to a stronger basic

O

thecory of the educational process. Examples of some of these investi-
gations are the following:

--The effects of subtle and elusive school-atmosphere
variables;

--the nature of charismatic teaching;

--physiological variables, and their effects on the
efficiency of learning;

-—-the culture of the classroom;

--the development of teacher belief systems and their
expression in the classroom; and

~-new techniques for measuring the outcomes of instruction.

c. Basic Studies on Communication, Decision-}aking, and
Utilization of New Educational Ideas and Practices: A series of
studies might be undertaken to contribute to the theory and practice
of educational change. Attention might be given to three areas:

~-Research on the Flow and Fate of Educational Innovations:
NIE and other agencies will be unable to provide meaningful
‘and relevant assistance either on specific innovations or on
the improvement of practice in general without an understand-
ing of the flow of innovations from their origin through
mediating systems and channels to actual adoption.

RIC
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--Development znd Testing of Alternative Models for
Facilitating Validated Educational Innovations: Studies are
needed to identify and develop educational manpower with the
skills necessary to stimulate interest in and adoption of
innovations, and to follow %thraugh to insure the quality of
the adopted practice.

. =~Methods of Assessing Innovations and Their Consequences:
This effort is to develop needed tools, such as procedures
for the diagnosis and assessment of innovaticn processes
within and between complex organizations; development of a
typology of innovations; and methods for assessing the con-
sequences of innovation adoption.

2. Possible Néw Projects in the Office of Practices: As in
the case of the Office of Resource Development, most of the first year's
R&D activities in the Office of Practice will be tfansferred into NIE
from OE. Only a small portion of.tﬁe "new" money‘available in FY 1973
will be ailocated to the Office of Practice. The following two pro-~
jects are examples‘of what might be funded in the practicés area
_dufing the coming year.

) a. Strengthening the Craft of Teaching: There are at least
two ways in which we may try to improve the quality of the experiences
provided by the educational system. One way is tc build a stronger
basic theory of learning and instruction; a project consistent with
this approach is described in the resources area. A second way is take
direct action to strengthen the practice of teaching as a craft; the
project described here is designed to accomplish this purpose.

It is proposed that the craft of the educational practitioner
be given careful and intensive study. This will involve the identi-
fication of outstanding practitioners, learning as much as possible
from them .concerning the ways in which they work, establishing the
conditions under which their skills can be extended and improved, and
sharing the results with other practitioners as effectively as possible.

This program to strengthen the craft of teaching has several
fairly obvious components which might be considered:

—-Highly successful practitioners could be identifiéd;

-~the skills of thece practitioners could be described
according to different paradigms of educational practice;

--skilled performanées-could be observed and faithfully
recorded--probably using either 16 mm. sound motion pictures
or videotape--and subsequently analyzed;
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——the development of the skillful practitioner could be
studied using self-report procedures as well as longitudinal
observations;

--the impact on students of prolonged association with a
teacher who is a master of his craft could be studied;

--techniques for extending the impact of the exceptional
practitioner could be developed, e.g., in the development
of deeper theories of the educational process and in the
education of prospective teachers.

b. Model School Programs in Open Education: The most search-
ing recent studies of education in the United States conclude that the
highest priority should be assigned to the development of appropriate
forms of open education. The urgency of such a project is all too
apparent, since examples of open education are proliferating so
rapidly in the United States that it deserves to be called a fad.
Unfortunately, many attempts to implement open eduication labor under
severe handicaps., Often the enthusiasm with which such efforts are
initiated is not accompanied by any.detailed knowledge concerning the
specific procedures that can determine its success. If present trends
continue there is a strong likelihood that five years from now the
residue from this enthusiastic effort will be disappointment and
dismay.

.

There are at least four persuasive reasons for the NIE to
support an R&D effort in open education:

-~There is widespread client and practitioner interest
in adopting it;

--open education promises to increase children's liking
for both school and learning;

—-open education is committed to helping children acquire
the academic skills needed for contemporary life, while at
the same time it strengthens their personal resources (self-
confidence, persictence, creativity, etc.);

--open education introduces the basic academic skills to
children as vehicles for understanding their own experiences,
and does so in such a way as to extend their usefulness 1n
extra~school living.

"Although a list of R&D projects to support the development
of appropriate forms of open education is ‘potentially very long, a
basic approach is to identify or establish functional models that
demonstrate outstandingly effective practice. A number of such model

o demonstrations are possible:

ERIC
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--A teacher education program in which teachers who
will work in open education settings are recruited,

" selected, and educated;

—-an in-service program for experienced teachers who
will be working in open classrooms.

——a program for systematically converting an existing
school from more traditional to more open practices; -

--a program for developing new curriculum materials
appropriate to open education.
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SECTION FOUR: TRANSITION

Of the total FY 1973 NIE budget, approximately $100,000,000 will
be absorbed by continuing programs that transfer from USOE to NIE.
Essentially, those OE R&D activities. concerned with systematic efforts
to gain new knowledge relating to education, or to develop and explore
new approaches to eaucation will be transferred. If a program's
basic task is to create new knowledge or'solutiOns, its budget‘is
élated for transfer to NIE. If the program's basic thurst is to
assist education consumers using the tools wé already possess, its
budget will remain in OE,

The transferring programs involve at least 267 current contracts
and grants that will continue into FY 1973, Added to these will be
new contracts and granté yet to be zwardad from uncommitted FY 1972
funds. Major programs include Career Education, Institutional
.Support, and Experimental Schoois. Programs with smaller budgets
include R&D Centers from the Bureaus of Education for the Handicapped
and Libraries and Educational Technology, the Research Training Pro-
gram, and the Research and Development Prqgrams from the National
Center for Educational Research and Development. A summary of acﬁive
contracts in transferring programs is provided in Figure 3, and a
complete listing of contracts, with titles, costs, and dates is avail-
able.

The transfer of authority, recoxrds, and operation of OE projects
and programs must take place after the NIE bill is passed. Con-
tracting obligations and p;ocedures, as well as substantive content,
must be clearly understood, .and staff nust bevrccruited (or trans-

ferred) and trained to assume operation for NIE by July 1, 1972,
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Transferring the programs and pe;sénnel is éomplicated, in that
these programs will no:z icontinue to operate in the same manner as
they did in USOE. A number of managemc¢at and substantive changes
are being made, including reclassify%ng programs into new NIE units;
adapting some programs to fit NIE priorities; specifying job roles so
that NIE has more direct participation and tecﬁnieal involvement in
programs; and developing procedures to make programs more accountable.
This section of the Interim Report briefly describes: (1) the prograns,
(2) evaluation status of transferring programs, (3) management changes
being considered, and (4) plans for placement of personnel who currently
cperate the programs.

I. PROGRAM IRFORMATION

A. Career Education Models:

The goal of the Career Education Program is to make a more compre-
hensive set of educational choices available to students and parents
by developing career-oriented alternatives to traditional educational
practices. Toward‘the end of fiscal 1971 four alternative strategies
in career education were identified and parameters for models were
outlined. The school-based model demonstrétes methods for restructur-
ing existing school systems around a career education program (gra’es
K-14) to give all students more carcer options. The employer-based
model enlarges the role and responsibility of employers and other
community organizations in educating young people through work-related
and academlc career experiences. The home-based model focuses on a
television series, primarily for ocut-of-school adults. Finally, the
residential model, intended Lo serve a six-state regional rural popu-

lation, is located at Glasgow (Montana) Air Force Base. This model
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is designed to meet the unique carecer education needs of both whole
families and single individuals who will live on-site and graduate
from the training program to take speéific jobs.

These models will make.the transition from planning, design, and
developmental preparation done during 1972 to test-site research and
development and field experimentation in 1973. Their funding history

;s shown in Figure 4, including the FY 1973 budget request submitted.

FIGURE 4

Career Education Funding History
(dollars in thousands)

Fiscal Year Fiscal Year Fiscal Year
Models 1971 1972 1973 (request)
School $ 2,000 ©§ 5,500 $ 6,000
Employer 2,300 5,500 4,000
Home 300 500 5,000
Residential 4,000 4,000 4,500
Support Activities® 9,275 _5,000 5,500
Total $17,875 | $20,500 $25,000

*Iﬂcluding Vecational Educational Centers and research projects
related to career education, such as counseling and guidance.

B. Experimental Schools:

This program supports a limited number of large scale, five-year
projects that interrelate curriculum, instruction, administration,
community, and organization in order tq improve our current educational
system. A major focus in each project is on the documentation and
evaluation needed for other educators to uﬁdcrstand and adopt improved

systems developed at the exberimental sites.
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Three sites had operational programs in 1971 and eleven more sites
have been awarded planning grants for further development of alternatives
to current school structures, practicés, and performance. Three to
five of these plénning—gradt sites will be operational in September,
1972. Five sites were given short-term grants to develop and test
innovative ideas which could be included in the development of com-
preheﬁsive programs. During 1973 the conﬁinuing programs will be
ﬁonitored and supported, and five new projects will become operational.
The funding history for the programs, including the FY 1973 request,

is shown in Figure 5, below.

FIGURE 5

Experimental Schools Funding History
(dollars in thousands)

Fiscal Year Fiscal Year Fiscal Year
1971 1972 1973 (request)
Amount $12,000 $15,000 $30,000
Number of Sites
Planning 19 ‘ 10 10
Operational 3 . 6 10
Prior year fuaded  (--) (3) (3
Current year funding (3) (3) (7)

Number of Students 11,000 24,000 40,000

C. Institutional Support:

The Office of Education presently supports 24 Education Laboratories
and Research and Development Centers at an- average cost of $1,300,000
per year. The laboratorieé.were established to meet the practical and

immediate needs of schools. and to respond to both regional and
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natiohal problems in their program efforts. One_of the laboratories
alsc serves as headquarters for a National Program on Early Childhood
Education, comprised of a sonsortium of university research centers
throughout the country. The Research, and Development Centers,
established within the formal structure of higher education, conduct
research and development activities on selected topics at all levels
of education.

Current programs in Laboratories and Centers have been categorized
By a joint NIE/NCERD task force into eight areas that reflect their
current content and will be the basis of their evaluation. The
requested 1973 funding level for all of these programs is $32,100,000.
The areas are: Organizational Change, Personnel Development, K-12
Curriculum Programs, Management and Evaluation Systens, Multi-cultural
Language Development, Early Childhood Education, Career Education, and
Community Interaction and Participation. Each Institution is being
asked to define itc ongoing programs more carefully than it has in the
past, and to specify completion dates for each program.

In cooperation with NIE Planning Unit, NCERD is developing a new
institutional support policy which will tréat mature institutions in
a different manner from new institutions. As current programs in the
arcas listed above are completed, the NIE will purchase new programs
that meet its priorities from mature institutions. These new programs
will have fixed termination dates and specificed outcomes. In future
years, promising new institutions providing unique capabilities not
available in the private sector, will receive core support until they

becowe mature contractors.
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D. Educational Research and Development Activities:

These activities include funds granted in response to ugsolicited
proposals from individuals and agencias that are interested in adding
to the knowledge base or s;lving specific éroblems in education. Such
proposals are now supported by NCERD, the Bureaﬁ of Library and Edu-
cational Technology, and the Bureau of Education for the Handicapped,
with total funds of about $15,000,000. Typical projects of each of
the Bureaus are described below.

NCERD supports a number of large R&D projects. One example is
Project Talent, which is a longitudinal follow-up study of 400,000
persons who were in hign school in 1960; another is the common manage-
ment information and planning system.for 400 colleges and universities
that is being developed by the National Center for Higher.Education
Management Systems. An example of somevhat smaller grants is found
in the interdisciplinary research program, which allocates a fixed
sum to specific disciplines (e.g., economics, anthropology, etc.),
in order to broaded the talent base in educational research.

NCERD also supports a small-grant Regional Research Program with
grants limited to $10,000. Typically this program funds students and
researchers from small colleges, or pilot studies by better-known
researchers. As Figure 1 shows, 103 of these projects will continue
into FY 73, with 20 to be completed by October 1, 1972, and 83 to
continue beyond that time.

Finally, NCERD's Research Training is funded at about a $3,000,000
level and is designed to strengthen the training of research and
development personncl in education. It supports fellowships for

. graduate research training, and trainiﬁg consoréia to develop materials

ERIC
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and procedures for training researchers. - A program, initiated in
FY 71, established internships on major projects with experts who are
recognized for their ability to solve.educational problems.

The eightecen projects thch are transferring to NIE from the Bureau
of Library and Educational Technology include work in automated data
processing, and projects for the disadvantaged. TFor example, the Los
Angeles Unified School District provided for development of an auto-
mated system to evaluate, select, purchase, store, contrcl, and dis-
tribute large volumes of all types of instructional materials.
Another grant to the Philadelphia School District is supporting a
project to deveiop community library and student 1éarning center which
will serve as a bridge betwcen the both school and public libraries,
and the inner-city commuaity where the facilities arellocaked.

At the present time, only two of the 18 projects funded dhring
FY 1971 will continue after July 31, 1972. There are, hctvrever, 17
projects that are likely to receive 1972 funds, with zbout half of
these continuing under NIE into 1973.

Two budget lines, Rescarch and Demonstration, and Physical Edu-
tation and Recreation Research and Demonstration, support almost
$19,000,000 in research on education for the handicapped. Of this
amount, $5,150,000 is supporting projects that are being transferred
to NIE. These include the research and development centers at
Yeshiva University, Indiana University, University of Oregon, and
University of Minnesota, and a selectcdlnumber of other basic

research projects.
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ITI. CURRENT STATUS OF EVALUATION PLANS .

A program-by-program evaluation is planned this Spring for all
R&D programs that will transfer from USOE to NIE. This review will

- be used in making recommendations for program changes. The general

plan (for master and specialist panel reviews) described in the
E;aluation section will be used. The new Director will.appoint the
Master Panel and with his approval of the evaluation pians, the
system will be applied to all programs.

The new evaluation system is being developed and tried on NCERD's

program of Regional Laboratories and university-based R&D centers.

Called the Institutional Maturity Model of R&D management, it will be

used to provide the information necessary for implementing a new
institutional support policy for Laboratories and Centers. This

model assumes that programmatic research requires start-up time for
program planning and staff acquisition, and that when a program is
approved and successfully operating, the agency should be committed to
continuing tlie program until it is complgted. Accordingly, the
maturity model provides core financial support to institutions during
the first several years of their existence'to pay for start-up and
management expenses while the R&D capability is being built. The
institution is carefully monitored and nurtured, with frequent evalu-
ation during this period. Once an institution demonstrates mature
management and R&D capability, however, support shifts from the
institutions per se, to programs that the institutiocns undertake. In
effect, NIE purchases programs from the institutions. The institution
geubmits a program plan in £ésponsc to an important educational need,
with clear milestones and a fixzd ending date. -The plan has

ERIC
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managament expenses, and an earned fee built into it. If the plan is
approved, a moral committment is made by the agency to support the
program to completion given satisfactory progress as determined by
milestone reviews.

We believe that the general principles underlying this support
policy can be applied to all large directed programs and comprehensive
experiments, and that the supporting evaluation system will have
similar general utility. Several steps have already been taken to
implement the new support policy and evaluation trial. At present, a
briefing on the support policy and the related evaluation plan is
being prepared. With the Director's approval, this briefing will
lead to official acceptance of this plan or an adapted version of it.

Because the support policy requires that cach institution submit
a basic program plan for each of its programs, guidelines for those
plans are now being developed. Further, a one~page description of
each institutional program has been prepared, and is being used to
define areas for assignment of Specialist Panels., The following
tentative Specialist Panel areas have been identified:

Organizational Change

Personnel Development

K~12 Curricular Programs

Management and Evaluation Systems
Multi-cultural Language Development
Early Childhood Education

Career Education

Community Interaction and Participation

Figure 6 shows how Laboratory and Center Programs are likely to
be distributed across programs.

Finally, the Planning Unit and consultants are currently

assembling both the statistical and substantive information needed to
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identify Specialist Panel aréas for R&D programs outside the Laboratories
and Centers. Large projects (over $100,000) that have a history of
operatibn ('72 funds or before) and will continue through most of

FY '73 have been identifie& and will'receive first priority in
evaluation.

The most urgent present need in development of the evaluation
systeﬁ is to recruit persons to serve on éhe Specialist Panels for
the Spring Review. Lists of highly qualified persons have been
prepared. ByHJune,‘the Basic Program Plans will be in hand, and
the evaluations done. With the passage of legislation and with
the approval of the Director, the Master Panel wiil be assembled to
consider the detailed program recommendations from the Specialist

Panels.
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FIGURE 6

Labs & Centers Program Distribution
Within NIE Units
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III. MANAGEMENT CHANGES BEING CONSIDERED

A number of changes are planned to improve programs, both in sub-
starice and in management. One change is in the placement of programs
in the new organizational &nits within NIE. Each of the three sub-
stantive offices planned for NIE focuses on a specific purpose and
has a unique management style and constituency.

Aé described in the section on organiéation, the work of the Office
of Directed Programs is designed and specified by internal staff, and
carried out through closely monitored contracts. Research projects
in the planned 0ffice of Resources are initiated by unsolicited pro-
posals from outside constituents. These proposalé are selected for
funding by peer panel'reviéw. Management there is less stringent,
since the.proposcr was selected on the strength of his idéas and plans,
and he is the one who knows best how to implement those plans. The
planned Office of Practice strikes a middle ground between the close
management style of the Office of Diveted Programs and the freer
style of the Office of Resources. Here, parameters for contracts are
described--such as features that an experimental school proposal must
contain-—-and outside agencies work within those parameters to design
a proposal. Management 1s most concerned with the objective evaluation
of practical attémpts at improving educational practice so that
generalizable elements can be identified.

Those transferring programs which involve more than one NiE pur-
pose and management style are likely t& be divided and assigned to
more than one NIE office. Model I, the Scﬁbol Model of the Career
Education work, for example; fits the style of the Office of Practice

, Improvement, because of its focus on the current school system and
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its initiation by the local education agencies who submitted proposals.
Models 1I, ITI, and IV, on the other hand, are likely to be placed
within the Office of Directed Progrémé, because they are more directed
efforts, and involve significant departures from the current educational
system,

ﬁxpcrimental Schools fits within one unit, the Office of Practices,
becauée it is designed to make improvemenés within the current edu-
cation system rather than desigaing alternatives to it, In addition,
the actual change configurations were planned for the most part by
those who wrote proposals rather than being directed from within.
Because programs in the Laboratories and Centers are diverse, they
will be placed within all three NIE offices of substantive concerv.
Those developing institutions tihat are not classificed as Aature will
be placed within the Office of Resources. There they constitute a new
R&D capability and enhance NIE's mission to develop a talent pool
that might be called on to help solve problems and improve practices
when thcy develop into mature institutions. Five program areas of
some of the more mature institutions will be placed in the Office of
Practice because they were designed and developed externally and deal
with fairly modest changes to the existing school system. These
five areas have been designated organizational change (frequently in-
volving changes in administrative practices), personnel development,
K-12 curricular programs, management and evaluation systems and mulfi-
cultural language development. Three of the prograim aceas: Early
Thildhood Education, Career. Education, and Community Interaction ahd
Participation, will be assigned to the Officc of Directed Pregrams.

o They correspond to directed programs being planned for NIE, and the
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Planning Unit feels that they can be streagthened through coordination
with these nex NIE cfforts.

Placement of smaller programs will be determined on 3 similar
basis of focus and managemént style. Most researci activities from
NCERD, BLET, and BEH will be located in the Office of Resources,
because they contribute to the knowledge base. The small grants
Regiaﬁal Research Program will be placed ?ithin the Office of
Resources, because the small grants are linked to increasing the
talent pool and the knowledge base. As a consequence, the administra-
tion of this program may be conducted by the Office of Resources,
rather than the Regional offices as is presently the case.

BEH and BLET Research Centcrs, which will continue to need core
support for some time, will also be placed with other dcvéloping
institutions, within the Office of Resocurces. Tigure 7 summarizes
placerment of OF programs within the NIE structure.

As described in the section on NIE orgariization, responsibility
for program management functions will be as follows:

FUNCTION . RESPORSIBLE OFFICE

Technical Program Management ............ Operating Units (e.g.,
Office of Directed Programs,
Office of Resources, Office
of Practices)

Contracts ard Administrative ......<..... Contracts Unit in Office
Manapgement of !lanagcment

Evaluation Management ...¢.eveeeesssssss. Evaluation Unit

Some changes 1n management style of eurrent programs must be made to
be consistent with this plan. In many cases thesc management changes

involve ecvaluation procedures that make mature programs more
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FIGURE 7
Proposed NIE Unit Assignmcents of Transferred Programs

Office of Directed Programs

Career Education Modclg 11, I1I, IV

Program Support fer Iastitutiocus (e.g., proérams relating to
Early Childhood Education, Career Lducation, and Commumnity
Interaction and Participation)

Office of Resource Building

Unsolicited Research (e.g., Project Talent, Multidisciplinary
Research Frogram, BLET, and BEH projects, etc.)

Small Grants Program

Developing Institutions (including BEY and BLET centers)

Reueafcher Training

Office of Fractices

Development Project (e.g., National Center for Higher Education

| Management Systems)

Career.Eduudcion Model 1

Expcrimental Schools

Program Support for Instituticns (e.g., programs relating to
Organizational Change, Tersonnel Development, K-12 Curricular

Programs, lManagement and Evaluation Systems, cte.)
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accountable. For example, consider the separation of nurturant
and evaluative functions.

Program monitors presently assume roles of advocate and critic,
producing role confusion aﬁd awkward'relationships with the field.
These fur~rions will be clearly separated within NIE. The evaluation
urit will be responsible for selecting the people who will assess the
progr;ns'impact, and the tecknical advis&rs vithin the operating units
will provide support and assistanie to the contractors. The evaluation
unit will furnish information to the Director and the program imanagers
toc correct deficiencies and strengthen programs. The evaluators
will be less susceptible to cooptation in not being involved in daily
interactions with the contractors and in not having been involved in
thee initial decistion to select a particular contractur. éentralizing
the evaluation function allows common standards to be applied to
different parts of the organization and provides an impartial source
of information to the Director for use in deciding how to allocate
his resources. Separation of the evaluation function from the
operating agency also renders the evaluative information more public.
This is 1ikely to encourage NIE operating units to be more responsive
to the concerns of IIFE management.

The Lab and Center programs wmight be used as an example to illus-
trate this role change. Currently, both technical and administrative
management is largely provided by a single person in OE, a generalist
who is responsible for three or more iﬁstitutions. Some support is
provided in contracting details, but the agency's technical prOgrah
support is largely restricted to the comments of the site review team

Juring its annual visits. The agency monitors are not equipped to
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deal with matters of substance. By dividing fairly homogeneous Lab
and Center work intoc eight program areas, and By providing an in-
creased staff level for NIE, it is possible to strengthen the techni-
cal competence of program Qonitoringl The technical advisor in NIE
may work with several institutions in one pragrém area, and report to
that program's manager. He will always have a one-year, pre- or post-
doctoral trainee assistant to help him iﬁ the research area. The con-
tracts unit within the Office of Management have erough personnel to
relieve the technical advisor of much of the administrative detail
that is currently the responsibility of the OE Laboratory or Center
Program Officer.

The teclmical advisor will be expected to build and maintain his
expertise on program-related matters. RIE personnel proj;ctions
allow him to spend up to half his time in residence at institutions,
cithe; helping to perform some part of the R&D, or working with Lab
personnel to duplicate small parts of the program. He is responsible
for providing NIL's separate Evaluation Unit with a brief but complete
report of his programs.

The small grants program can provide another example of manage-
ment chaonges to provide more technical direction and participation.
ffurrently, one gencralist 1n each region monitors the selection and
progress of cach small project. Yet, no one needs specialized tech-
nical support and interaction wmore than the graduate student or the
bepinning researcher from a small college who typlcally receives these
grants.

To provide this guidance, we are considering a program that will

fund a recognized senior researcher along with each small grant
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reclipilent. The recipient will then have an opportunity for help in
improving his study and adding to his experience. NIE will solicit
the support of first rate senior researchers in helping them recruit
the most promising young télent for the NIE mission. Each of the
changes needed to improve management of R&D nust be identified, and
personnel roles to accompany the changes must be defined. This
inforﬁation will be basic to personnel tr;nsition tasks described in

the next section.

IV. PERSONNEL TRANSITION

Fiscal 1973 personnel requests that were sent te OB include an
estimate of about 70 pernanent positions associated with programs
that transfer from USOE and to be filled during the first <%i months
of FY '73. However, as describced earlier, NIE's R&D management
policles for transfecrring programs are likely to be different from
OE's, and the Director will need latitude in selecting qualified
personnel tc implement those policies. Somctimes current staff will
be appropriate, and scmetimes they will n;t. When new staff are added,
they nmust be oriented by existing personnel, and when current staff
do not cume to NIE with their proyrams, satisfactory positions must
be found for them. These transactions are complicated and their
scheduling is important. The transfer becomcs even morc complex
because of several very normal conditions. For example, people witii-
in OE fecl a natural propriety toward the programs they now operate;
the Civil Service System has regulations that govern positions
associated with transfer of.programS; and the Tederal Governument

Employees Union is extremely interested in the mechanics of NIE's
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personnel transactions.

Personnel transition procedures offering the best resolution of
the above issues must be devcloped and carried out by July 1, 1972,
when the Institute bccomes.operational. Some of the procedures must
be developed completely by the NIE Planning Unit; but others are
being developed by a joint Task Force of the NIE Planning Unit and
USOE, staff. The work of the Task Force will be coordinated by USOE's
Office of Management. Specific personnel transfer tasks and the
responsible agency for each are:

1. List and describe both the management and substance of every
ransferring program or project (NIE/USOE).

2. Describe NIL organizational structure and R&D management
policies; identify where current programs will fit into the structure
or be adapted to it. {NIE)

3. Identify K1E staffing requirements for continuing programs,
and write position decscriptions to fill those requiremeats. (NIE)

4. Identify personnel vacancies and new personnel needs within
USOE and provide position descriptions for them. (USOE)

5. Review current OF staffing for programs that will transfer,
and match qualifications with NIE positions and USOL openings.
(NIE/USOE)

6. Provide job information and assess desires of current OE
staff members. (USQE)

7. Coordinate job and personnel decisions with appropriate
agency offices and organizations. (NIE/USOL)

8. Schedule oricntation and gradual assumption of duties by all
staff who undertake new positions. (W1E/USOE)

9. Process papers required for transfers (NIE/USOE)
10. New N1E staff assume operational duties. (NIE)

Several of these steps are already underway. As a part of step
one, all projects and prograns to be transferred are being listed,
with statistical data and substantive descriptions. As a part of

step two, the Planning Unit has developcd the tentative structure for

Q E described earlier in this document.
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The first part of stcp three, fdentifying staff requirements for
NIE, is also wecll underway. Fiscal 1973 personnel requests, based
upon the furctions that staff must fill, have been sent to O:B. The
rationale and program~by-p;ogram statistics for these requests is
developed in an Internal Note that is availablc.. These NIE positions,
allocated to continuing programs, particularly the 70 or so that are
likely to be filled during the first six months must be precisely
defined. These definitions must be clear enough to show how closely
the NIE mission can or cannot be met by any existing staff or new
applicant for each position. Members of the NIC Planning staff are
being assisted in this by members of OE's personnel staff.

Step four, identifying personne]‘vacamcies and new personnel needs
within USOE, is the responsibility of tne Offfce of Education and a
major concern cof the Task Force. Managers throughout the Office have
been aleried to the expected need for personnel placement, cmployees
are being asked to update their Form 171 records, and the Office of
Management and the personnel department ate organizing a position
search. Step five, reviewing current OF staffing for transferring pro-
grams, will be done strictly on the bacis of job function and personal
experience in that function. Criteria will be explicit and relate to
NIE's attempt to get high level researchers and persons intimately
acquainted with educational problems involved in managing its major
programs. By late February, needs and opportunities within OK and NIL
should be identified and personnel fi]cé of staff and applicants
studied so that step six, which involved couhseling of employees, can
take place. Step seven, the actual identification of persounel trans-
Q

E[{L(}s, will take place gradually, although it will begin as early as
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possible (certainly no later than April 30). Even before official
transfers take place, the job orientation, and in some cases,
assumption of duties on a detail basis, will take place. How XNIE
will handle its pcrsonnel services hﬁs not been decided; {t may or
may not hsve its own administrative office for ghis purpose. What-
ever the actual locus, the processing of papers must take place by
June 15, so that tie new NIE staff may assume operational duties on

July 1, 1972,
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