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PREFACE

This working note contains alternative designs for both the internal
structure of the proposed National Institute of Education (NIE) and
innovation systems for implementing the results of educational research
and development. This note will be part of a Preliminary Report on the
NIE, preﬁared by the Planning Staff of the Assistant Secretary for Planning
and Evaluation in the Department of Health, Education, and Welfare. The
purpose cf the report is to propose a broad range of organizational design
options for the NIE and for the education R&D system as a whole.

Dr. Lyle Spencer, one of the authors of this working note, is a member
of that Planning Staff. He has collaborated with the two RAND authors in
the'development of the alternative designs, and has contributed equallv to
the writing of this report. o . ) .

' The work was done as part of a larger effort to plan the National
Institute of Education. This report is a continuation of a series of other
RAND reports on the proposed Institute. The others are:

o National Institute of Education: Preliminary Plan for the

Proposed Institute (R-657-HEW)
o National Institute of Education: Methods of Managing\/,
Fundamental Research (WN-7676-HEW) :
o National Insti:ute of Education: Methods for Managing
Practice-Oriented Research and Development (WN-7677-HEW)
o . National Institute of Education: Methods for Managingy/l
Programmatic Research and Development (WN~7678-HEW)
o National Institute of Education: Organizational andy
Managerial Alternatives (WN-7679-HEW)
o National Institute of Education: Evaluation of Methods of
' Managing Research and Development (WN-7680-HEW)
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I. INTRODUCTION

This paper proposes and analyzes alternative wéys nf organizing
and managing: '
. - (1) The proposed National Institute of Education (NIE),
(2) The kelationship between NIE and the rest of the "DHEW
"educational system" (the Office of the Secretary (0S) and
the Office of Education (OE), and
(3) The connection between R&D and the users of R&D.
Such a comprehensive approach is crucial at this sfage in the NIE planning
process to ensure proper coordination among the agencies involved after

the NIE begins operations.

" THE PROBLEM

The overriding objective behind the initiative to establish NIE

1is to improve educational practice through. research and development.

However, more than just research and development must be con-

ducted to be successful in achieving this objective. An entire system
must be built involving the performance of several functions:

o A Needs Assessment Function; to monitor and understaﬁd the
problems of education and the state-of-the-art in education
knowledge and technology.

o A Policy Analysis and Decision-Making Function; to set
priorities and guide choices among alternative resource
allocations.

o A Researzh Function; to search for new knowledge about
education and methods for understanding its problems.

‘o A Product and Practice Improvement Function; to translate
ideas and information into useful and practical products
and techniques. '

o A Program Management Function; to build coherent attacks

on major problems within the educational system..




o An R&D Capability-Building Function; to raise the quality
and quantity of R&D manpower and institutions available for
conducting education R&D.
o  An Innovation Funetion; to ensure a widéspread awareness and
utilization of products and practice improvements produced
by the R&D system. -
The level of intensity at which each of these functions should be per-

* formed, and the means for managing, performing, and interconnecting each
of these functions, are the subjects of this paper. A careful approach
to planning for the NIE is important because few of these functions are
being accomplished satisfactorily at the present time.

.The division of responsibility for each of these functions among
0S, OE, and NIE that will be assumed in ﬁhis papér appears in Table 1.
Résponsibility for needs assessment, problem solving, and innovation~

' will be shared by the Office of Education and NIE in some arrangement.
Responsibility for policy planning will be shared by all three federal
agencies in some arrangement; and responsibility for the other R&D
functions -- research, practice improvement, and R&D capability-building -~
will solely be NIE's, '

The purpose of this paper is to‘describe and analyze alternative
methods for managing and performing these functions. The discussion will -
be broken into the three parts: ‘ . )

o A number of alternative organizational designs for NIE,

including all of its management and performance responsibi-
“lities except innovation.

o A number of alternative strategies and a set of methods

useful for performing and managing innmovation at the local
level, including discussion of NIE's, OE's, and 0S's role.

° A number of glternative organizational designs for managing

the interface between NIE and OE, including the role of 0S.

These parts are identified by the groupings of functions into blocks

'I'in Table 1.
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Table 1

Division of Responsibility for Managing and Performing R&D Functions

Office of . " Office of National Institute

Function the Sccretary Education of Education
Needs Assessment . : : M. P M P
Policy Analysis- M P M M P
Research B M P
Practice Improveﬁent M P
Problem-Solving M P M P
R&D Capability- M
Building . ' [

T R
-Innavation : M P 1 L MIP .

. - Key: M= Agency has responsibility for managing the functi.on..
R ' P = Agency has responsibility for performing the function.

The discussion of alternatives for NIE does not include methods for
managing and performing innovation since these are treated as a sebarate
topic. However, in discussing alternatives for the NIE, care will be
taken to indicate where in its organization NIE would link to innovation
activities. A n.mber of options for sharing the responsibility for
innovation between NIE and OE are possible and are indicated crudely by
the dotted lines in Figure 1. ' _ '

o NIE could have no responsibilities for managing or performing

innovation.

o NIE could have responsibility for managing and performing a
portion of the innovation task (for certain products or ‘to certain
user groups). '

o NIE could have responsibility forvoveréeeing perfornance of
innovation by OE.

. o NIE could have total responsibility for managing and performing
innovation. '

. (&
. options will be discussed in more detail in Chapter 1V,
ERICPem ¥ pouss: e
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OBJECTIVES

The alternative organizational designs‘for NIE and the NIE/OE inter-

face must be compatible with the objectives of these agencies and 0S.

Objectives of the NIE

*
We assume the objectives of the NIE to be:

o * To build a vigorous and effective educational research and
development system by improving the quality and quantity of
the people and institutions involved in educational R&D.

o To concentrate the presently fragmented R&D effort by
increasing the scale of work on selected topics and coordi-
nating independent efforts.

o To help solve or alleviate chronic national problems and
achieve the objectives of American education by applying
"R&D more directly to these practical concerns.

. o To aid in implementing improved educational practices by

building linkages between R&D and the education community.
NIE could be designed to stress achievement of all these objectives
equally or some more than others. The purpose of this paper is not to
analyze which objectives are more important, but to present several
alternative organizational designs that stress achieving different
combinations of these objectives over the others. Deciding which of
the objectives are most important and, therefore, which organizational
desién to select is a decision that belongs to key officlals in the
DHEW educational system.

The NIE/OE Interface

OE and NIE desire different things from each other in pursuit of
their respective objectives and responsibilities. From NIE, OE needs: °
o Analyses of educational policy issues and assistance in

evaluating OE programs.

*Thcse objectives are drawn in part from Levien, Roger E.,.Naiicnal
Q itute of Education: Preliminary Plan for the Proposed Institute, The
[ERJf: Corporation, R-657-HEW, February, 1971, but have becen modified to

Full Tt Provided by ERIC.

reriect our emphasis on managcment.



o Programs for solving high-priority education problems.
o] Responses to requests for assistance from practitioners and

-other users of educational R&D

From OE, in turn, NIE will need:

o Information on the status of American education.
o Rankings of which are the important national education
problems.
. o Rankings of which are the important local educational needs.
o Assistance in the dissemination and implementation of NIE

products (depending on the division of responsibilities for
innovation between NIE and OE).

A diagram of tliese mutual needs appears in Figure 1.

Office of the Secretary of HEW : h

. ""In relation to the organizatiou of the NIE and the NIE/OE inter-
face, the objectives of the 0S are: _

o To assure that the mutual needs of OF. and NIE are ‘sufficiently
coordinated that wasteful duplication of efforts and excessive
conflict over jurisdiction are avoided.

o To assure that all the educational RRD funections listed earlier
are performed well and in proper balance. ‘

o To guide the overall direction of the RED system toward the
DHEW goals of equalization, non-dependency, and institutional

reform.

PLAN OF THE PAPER

The alternative organization designs for achieving these objectives
appeér in the next three chapters. Chapter II contains alternatives for
the NIE; Chapter III contains alternatives for the NIE/OE interface; and

Chapter IV contains alternative strategies and methods for innovation.
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IX. ORGANIZING THE NIE

Each of the alternative organizational designs for the NIE will

emphasize achieving one and sometimes two of the four NIE objectives:

o Build a vigorous and effective educational R&D system

o Concentrate the presently fragmented RED effort

o  Help solve or alleviate chronic national problems and

achieve the objectives of American education
o  Aid in implementing improved educational practices

At least one design will be presented for achieving each objective

with highest priority; however, all designs will go part-way toward

achieving the remaining objectives, for clearly each is important if the

edﬁcation R&D system is to be in healthy balance. For some objectives

more than one alternative design will be presented. Presenting pure
’ alternatives is advisable for two reasons: (1) the differences between

the organizational designs are clarified, and (2) one of the "pure"

designs may be the appropriate choice.

If the NIE-OE-0S leadership decides not to choose one of the "pure"
designs presented here, they could easily follow a mixed strategy by
combining the alternatives. In most cases the way to combine the models
will be evident from the descriptions presented. '

A total of seven alternative designs for the NIE will be proposed
in this chapter. These alternatives do not exhaust the possibilities

for de.signs, but do span a relatively wide range of themes.

"Build a Vigorous R&D System

- - o Model I: Emphasizes Developing R&D Resources

Concentrate R&D Activity

. *
o Model I1: Emphasizes Programmatic R&D
‘ ‘ o Model III: Embhasizes Concentrating R&D Activity

QO & '
]:MC This model also emphasizes solving practical problems.

IText Provided by ERIC
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Solve Practi:al Problems

o Model IV: Emphasizes Solving Practical Problems
Nationally
0 dodel V: Empnasizes Solving Problems Regionally

o Model VI: Emphasizes Feeding Back Problems to R&D

i Build Linkages to Practice

»

o ' Model VIiI:. Emphasizes Building Linkages to Practice

Most are adaptations.of strategies currently being followed by fe&eral
R&D agencies. ‘ '
The format in which the models are presented does not include an

evaluation of the comparative advantages and disadvantages of each model.

A partial evaluation is implicit in the selection of a primary objedﬁive
. for the design to achieve, Since this objective guided the construction

of each model, it follows that the other NIE objectives would be less

well served in each case. A more comprehensive.gvaluation is possible,

and will be done in the next version of this report.
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MODFL I: Develops R&D Resources

BASIC PREMISE

A presumption underlying Model I is that forced efforts to apply

existing R&D knowledge and products to practical problems or to

strongly concentrate the existing R&D activity would be very unlikely

to succeed at the present time in education because the supply of

competent R&D manpower, useful knowledge, and useful products i§

severely limited.

The premise is that NIE's top priority now should be fostering

the development of R&D manpower, knowledge and product . resources. The

premise is. also that the best way to develop these resources is to give

R&D performers considerable freedom and encouragement to generate ideas

and choose the topics of their work.

(o)

So few operational concepts are known in education -and

measurement is so difficult that broad-scale efforts to
concentrate R&D activity would (1)  be very difficult to coor-
'dinate, and (2) run very high risk of taking an infeasible
or ineffective approach.

The presumption is that in the long run far greater progreés
will be made if many approaches are explored, with many
people contributing ideas, before substantial résources are
committed to highly directed programs.

A great increase in the portion of the R&D effort concerned
directly with solving practical problems would also be
premature. A much better strategy *ould be to follow up
strongly with a developmental effort only when sufficient
exploratory results have been obtained to demonstrate the
soundness of a solution method.

Great effort in building linkages for diffusing R&D products
would also be premature,.for R&D will have little to deliver

in the first few years. NIE would only be creating problems
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for itself by promising more thangit can.deliver. The
network for diffusing NIE products to users can be built
simultaneously with NIE capacity to deliver innovations
and, in fact, the difficulty of this task would be ~ased by

having quality educational knowledge and products available.

PRIMARY™ MANAGEMENT EMPHASES

The Model I organizational plan for NIE follows from these premises.

Model I emphasizes reliance on the R&D community and practitioners for

program direction and content, a multiplicity of program priorities, and

building the capacity of the R&D system. NIE management would have

primarily three roles: (1) attracting R&D manpower and building R&D

institutions in priority areas, (2) stimulating collaboration among R&D

performers, and (3) managing intensified development and implementation

programs when R&D discovers an effective problem solving approach. This

0

strategy would be accomplished by several means:

Most of NIE's budget would be allocated to extramural programs
where the R&D and pracfitioner communities are heavily involved
in program planning, selection and evaluation. Extensive use
would be made of R&D conferencesSand workshops to build communi-
cations in the R&D community. '

NIE's role in the extramural programs would be limited largely
to guiding and coordinating the R&D e¢ffort toward problems
important to education.

Strongly focused, programmatic R&D efforts would be mounted
only when extramural R&D had demonstrated that a problem
soiving approach would likely be effective.

A sizable proportion of NIE's budget would be allocated to

R&D manpower training and institutional development programs

in selected problem areas.
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ORGANIZATION

An organizational plan for NIE follows from these basic premises

and managerial emphases. To facilitate attracting high quality R&D

manpower and to encourage the formation of R&D peer groups as a quality-

control measure, the major units of NIE would.be (1) predominantly

extramural, and (2) homogeneous in the type of R&D activity supported.

- The types

of R&D supported would be fundamental research, practice-

oriented research, directed R&D, and manpower and institution-building.

By separating activities this way, managerial policies can be employed

that are most attractive to performers in each type of R&D activity.

Following this reasoning the NIE would consist of four major

directorates: a Directorate for Educational Research, a Directorate for

Educational Development, a Directorate for Special Programs, and a .

Directorate for Institutional Programs.

“The Directorate for Edicational Research would consist of four

divisions:

e o

A division that would (1) fund extramural projects in basic

science areas relevant to education, and (2) where most projects

would be done by individual investigators in universities and
R&D centers, and ‘

Three more divisions that would (1) extramurally fund research,

experimentation, and evaluation projects on practical educational

phenomena and where (2) most projects would be done by individuals

and teams of individuals in a variety of settings.

The Directorate for Educational Development would also consist of four

divisions:

(o)

A division which would fund extramural projectsto develop and
demonstrate innovative formats for whole schools or school

systems, and

Three more divisions, which would fund extramural projects'to'

develop improved curricula, instructional methods, and managenent

techniques.
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Projects in this directorate would be perfoxmed by teams of R&D and
practitioner personnel in a variety of institutional settings.

The Directorate for Institutional Resources would also consist of

four extramural divisions:
o A Division for Marpower Programs.
o A Division for Institutional Programs, which would award
) "block-grant" support to developing R&D institutions.
o A Division for Information Systems, which would experiment
with, develop, and evaluate educational R&D information networks.
o A Division for Innovation Systems, which would do extramural
R&D on improved means for transferring R&D results into
practice.

The Directorate for Special Programs would consist of two types of

organizational units: Coordinating Centers and Special Divisions, "These
units would be NIE's means of "spinning-off" R&D activities directed at
solving important practical problems when successes in the other directo-
rates prove the soundness of an R&D approach. In effect the Research,
Development, and Resources Directorates would be "seed béds" for targeted
developmental programs conducted in the Special Programs Directorate.

o The first stage of spin-off would be managed with a Coordinating
Center. Coordinating Céntérs vould be assigned to work on a
comparatively well-defined, practically important problem area
in which R&D had not yet been very successful. (These problem
areas would be well-defined in comparison to the prcblem areas
of divisions in the other NIE Directorates),

o Coordinating Centers would have no avthority to fund projects

or conduct R&D. The Center staff would act as a linkage team,

working closely with managers in all the other NIE divisions to
stimulate interesting new work and build a coordinated program
of R&D studies.

o The second stape of spin+off would be managed with a Special

Division. When sufficient R&D success was obtained in a
Coordinating Center its status would be elevated to a Special

Division.
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o Special Divisions would have full authority to.fund all
types of R&D projects. The Special Divisions would target
developmental efforts toward solving specific problems in
their problem area. As much as possible of the work would
be planned programmatically.

+.. “The NIE Director's Office would have two principal deputies:
(1) a Deputy for Intramural and Policy Research, and (2) a Deputy for
) Program Coordination.

0 The Deputy Director for Program Coordination would be

responsible for managing the linkage between OE and the NIE,
and NIE's dissemination activities.

o The Deputy Director for Intramural and Policy Research would

be responsible for conducting a program of research on the State
of American educaiion, analyze and evaluate educational policies,

. and recommend educational R&D program priorities to the Director
of NIE. N

RUDIMENTS OF OPERATION

Institutional Resources Directorate

Each of the divisions in the Institutional Resources Directorate
would operate in a slightly different way.

o The Manpowver Programs Division would allot funds for training

grants to other divisions based on assessments of need conducted
by its own staff, and priorities established by the NIE Director
and the National Advisory Council on Education Research and
Development. '

o The Manpower Programs Division would also be responsible for
evaluating the effect of the training programs conducted by the
divisions.

o The Institutional Programs Division would establish categories

‘ of institutional development programs and, according to the NIE

Director's and the Council s priorities, allot funds to these
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categories. Proposals would be qfcepted_in each of these
categories and ranked for payment through a peer review
system. All grants would be for a finite period of time.

o The Information Systems and Innovation Systems Divisions would

be more aggressive in specifying project designs than the other
divisions. A staff of intramural researchers would aid in

project planning.

Educational Research Directorate

The divisions in the Educational Research Directorate would all
operate in approximately the same way. Primary responsibility for managing
all R&D activities would be delegated to Program Directnrs, who would have
great responsibility for building a quality R&D program. The emphasis
would be on finding quality Program Directors, giving them great latitude .
in decision-making,but holding them responsible for the quality of their

. program. This flexibility and responsibility enables the Program Director
" to find and build the top quality R&D talent.
o Each division would divide its total effort into a number of
program areas. Each program area would be managed by a Program
Director. ’ )

o Each Program Director would be assisted in his managenent

responsibilities by several Assistant Program Directors so that
substantial time would be spent on program planning and keeping
abreast of technical progress.

o The Program Director and his Assistants would be responsible

for the quality of their program and guiding it in directions

relevant to practical education.

o The program management team would meet this responsibility by
spending considerable time maintaining a network of contacts in
the R&D community.

o The Program Director would be responsible for making the decision

on which projects to support.




o Workshops and small R&D conferences run by the program

management team would be prominent activities in all

divisions. These activities would be used for stimulating
collaboration, exchanging informafion, evaluating progress,
and/or program planning.

o Each Program Director would have authority to award training

grants in conjunction with research grants as an extra
measure of control over program direction.
o Annually, the Division Director would use a number of peer

panels to evaluate all the programs in his division and

recommend changes in emphasis.
o The decision to initiate a new program or terminate an old

one would be made by the Division Director.

LN

‘ Educational Development Directorate

The divisions in the Educational Development Directorate would
operate in the same way as divisions in the Educational Research Direc-
torate except that Program Directors and Assistant Program Directors

would travel extensively in the practitioner community.

Special Programs Directorate

.The Divisions and Centers in the Special Programs Directorate would
also operate in the same way as divisions in the Educational Research
Directorate except that:

o Program Directors and Assistant Program Directors would travel
extensively in the practitioner commuaity. .

o The Special Divisions might assemble task-forces to plan and
manage problem-solving efforts in high-priority areas.

o Each Special Division would be chartered for only five years'
duration. Advisory Council approval of a new charter would be
required for a Special Division to continue for another five

years.
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STAFF _ *

The staffing pattern would be approximately the same in each
Directorate. .

o Under each Division Director, therc would be a number of
Program Directors, each aided by several Assistant Program
Directors. , .

o Most of the Program Directors would originally have\feen
accomplished R&D performers or managers and have been
promoted from the ranks of Assistant Program Directors.

o Different Assistant Program Directors in each program would
have different job roles. One would deal primarily with
administrative matters and arrangements. Another would have
responsibility for (1) linking with NCEC in the Office of .
Education (as a means of dissemination) and (2) linking with

‘ " program directors of other OE programs. A few would do
.intramural research and also funciion as technical consultants
to the program managers. The rest would assis. the Program
Director directly in his management responsibilities.

o The Assistant frogram Directors responsible for OE coordination
and the in-house technical consultants, would report respectively
to the Deputy Director for Proéram Coordination and the Deputy
Director for Intramural and Policy Research in the NIE
Director's office.

o A sizable portion of the Assistant Program Director staff would
be employees on temporary assignment, especially the technical
consultants.

o The Deputy Director for Intramural and Policy Research would

have some staff working for and reporting only to him.
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LINKS WITH THE OFFICE OF EDUCATION

The primary linkages with the Office of Education would be through

the program managers at the sub~divisional level and the NIE Director.

o

At the request of the Commissioner of Education through the
Secretary of HEW, the NIE Director could establish a division
or coordinating center in the Special Programs Directorate to
work-on a high priority OE problem, or a special program 'a
one of the existing Divisions.

At the program management level, OE concerns would be trans-~
mitted to NIE management through the Assistant Program

Directors responsible for NIE/OE coordination.

LINKS TO PRACTICE

[

There would be several linkages to practice in the Model I plan

. for NIE:
: o

The Assistant Program Director for NIE/OE Coordination would
work in close relationship with counterparts in NCEC, which
would be managing a nationwide network of extension agents
and dissemination aids. Problems would be filtered back
through this netwérk to NIE.

Program management from NIE divisions would travel in the

Practitioners would apply to the Education Development

Directorate for project'support.

o
practitioner community.
o
LINKS FOR IMPLEMENTATION
o

Assistant Program Directors responsible for coordinating with

NCEC would be the principal linkage.
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MODEL II: Emphasizes Programmatic R&D

The two basic premises of Model IT are (1) that first »riority in
education R&D is solving chronic ngtional cducation problems, and (2)
-that the best management strategy for achieving success would be to
determine an overall program objective and then plan and coordinate a
large number of research, development, experimentation, evaluation,
-and implementation projects aimed at achieving that overall program

* objective. The overall program objective would iﬁitially be broad in
scope, such as "provide equal access to education,'" but would be broken

down into a number of sub-objectives during the planning process. In

g

determining what projects to perform under each sub-objective, a balance
would be struck between the two extremes of deductive planning, where
project priorities would be logically deduced from overall program ob-
jectives, and inductive planning, where program objectives would be at .JJ
best implicit in the array of supported projects.
. o The prograrmatic approach to R&D management assumes t:h:;t:
(1) the R&D manpower and knowledge resources relevant to a
problem area available at the outset of a programmatic
effort are sufficient to provide reasonable chances for
success and a soﬁnd basis for decision making, and that
(2) any other knowlcdge and manpower resources needed can
be created as the need arises. _
o Model II also assumes that results obtained from a nationally - |
directed, programmatic R&D effort can be dif{fused into prac-
tice through coordianted impleuentation efforts that are part
of the programmatic effort. It is assumed that permanent

systems for diffusing R&D results into practice would be
helpful but need not exist. \\Q

PRIMARY MANAGEMENT EMPHASES

The Model II organizational ﬁlan follows from these premises. Model
II emphasizes (1) setting program objectives to guide the generation and
selection of project ideas, (2) a balance of in-house and extramural

[Kc

wll Toxt Provided by ERIC




-21~

’ responsibility for program management, (3) -a finite lifetime for each
program, and (4) continuing investment in R&D resources to provide a
basis for future programmatic efforts. This strategy would be accom~
plished by several means: ‘

o Most of NIE's budget could be allocated to a small number
of large, multiproject programs."

o Project ideas would be generated both outside NIE by extramural
performers and inside NIE by intramural staff.

o Program ideas would be generated in most cases within the NIE.

o Program objectives would be set by intramural staff subject

to external review.

o Each progranm would be managed by a finite lifetime task force
of managers and researchers from other NIE programs.

o] The rest of NIE's budget would be allocated to separate
fundamental research, intramural research, practice-oriented
research, and institutional development programs for the pur-

' pose of developing resources for future programmatic efforts.

ORCGANIZATION

An organizational plan for NIE follows from these basic premises
and managerial emphases. The major unit of NIE would be a Directorate

for Programs, which would "house" each of the major programmaiic efforts

during its lifetime. Housing all the programmatic efforts together
facilitates enforcing a finite lifetime on programs and using a matrix

staffing policy. Another major unit would be a Directorate for Research

and Developrnent, which would have the function of generating the R&D

resources {ideas and manpower) for future programmatic efforts, and for
;he sane reasons as in Model I, would be divided by type of R&D activi-
ty. Another reason for separating the Programs Directorate and the

" Research and Development Directorate is that, in being separate, the
Research and Development Directorate is a more unbiased source of R&D
resources for new programs (that {s, less committed to existing programs).

The third major arm of NIE would be the Center for Lducation Studies,

' which would have the major responsibility for planning new programmatic

ERIC

IToxt Provided by ERI



-22-

. efforts, evaluating existing ones, and conducting policy studies--
all mutually reinforcing activities and desirably separated from
the more operatiocnal parts of NIE--again for reasons of objectivity.

The Directorate for Programs would contain a few multiproject,

directed programs, each aimed at rcaching a nationally important,
educational improvement objective in a finite time period.

o Each program would consist of whatever researcﬂ, development,
experimentation, and evaluation projects were needed to meet
the‘program objective. '

o The detailed organizational structure would be tailored to

' particular needs. |

o Each program would be manage? by a Program Director and a
Program Task Force of NIE employees.

o Each program would be advised by a Program Advisory Council
of outside experts. This Council would have primary respon-
sibility for program evaluation.

‘ o Most of ‘NIE's funds would be allocated to this Directorate.
o Typically, less than ten years would be allowed for program
completion.

The Directorate for Research and Development would consist of

_three major divisions: a Division of R&D Resources, a Division of
Educational Practice, and a Division of Educational Foundations.

The Division of R&D Resources would have three component offices:

o An Office of Manpower Programs,
o An Office for Institutional Programs.
o An Office for Information Systems.

Each of these offices would work closely with the Center for Education
Studies in directing support into areas and for the types of resources
most relevant to future problem-solving nceds.

The Division of Educational Practice would consist of four practice-
oriented centers:
o A Center for.Instructional Process
o A Center for Educational System
o A Center for Educatonal Assessment
o

A Center for Professional Development
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‘ Each center would have a number of practice-oriented R&D programs,

Including rescarch, development, evaluation, and experimentation acti-

vities. Each program would consist of many projects performed by
individuals or teams of investigators. Projects would not fit into

a coordinated overall plan, but each Center would take action to ‘con-
centrate R&D activities on a few selected problem areas judged import-
ant to NIE'c present and future programmatic problem-solving efforts.

The Division .of Education Foundations would sponsor peer-directed

research into the fundemental relationships underlying educational
phenomena. This division would apply less control over rusearch prior-
ities than any other part of NIE, reccognizing the nature of basic
research and the need £or critical scholarship as a feedback mechanism
for the programmatic effort.

" The Center for Education Studies would be responsible for performing

five functions for the NIE:, *
(<] Conducting a program of research on the state of American

0 education. ’
‘ o Analyzing educational policies at the federal, state, and

local 1levels.
o- Assisting the Program Advisory Councils in the annual eval-
vation of the programs in the Program Directorate.
o  Proposing outlines for new NIE programmatic efforts to the
Director of NIE.
o Assisting in the evalaation of projects and programs in the
Directorate for Research and Development.
By fulfilling these functions the Center for Education Studies would be
the principal means of feeding information on the availability of resources
and the nature of cducation's problems to the planning process for pro-
grammatic R&D. These inputs would be gathered as a by-product of the
Center's responsibilities for (1) assisting in the evaluation of pro-
graumatic efforts and (2) research énd development projects, (3) doing
analyses of educational policy issues..and (4) performing educational
R&D.
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. RUDIMENTS OF OPERATION

Programs Directorate

° The Initial activities on all neﬁ NIE pfograms would be to
(1) define the tzrget audience of the program, (2) breakdown
the overall program objective to a number eof more specific
endpoint objectives, (3) work backward from the endpoints to
sketch decision points and intermcdiate objectives, (4) select
a ‘program oraganization, and (5) acquire the necessary staff.
These activities would be performed by the Program Task Force.

o After these initial activities program operation would be a

continuing cycle of genecrating project ideas, evaluating pro-.
'ject proposals, selecting projects, evaluating performzance,

and revising program plans until the endpoint of the program

was reached. ‘ *
o The Program Task Force would rely most on its own stafi {or
‘ project idecas, although in uncertain arcas might be solicited

from the outside, ‘

o Reformulation of program plans and .priorities during develop-
‘ment and execution of a program would be the Program Task
Force's responsibility.

o Most of the projéct work would be performed under contract.

o Project proposals would be evaluated for technical merit

by ad hoc panels of NIE staff and some outsiders. The winning

prbposals selected by the Program Task Force.

Center for Education Studies

The Center staff would be loosely organized and free to engage

in self-directed inquiry much of the time.

"o Each Center staff member would belong to one of four depart-
ments in the Center.

o The self-directed inquiry conducted by the Center staff would
be managed by the hcads of these four subject matter depart-
ments. The department heads woﬁld be fesponsible for acquiring

staff of the best quality whose interests coincide with NIE's
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concerns.
The rest of the time, the Center staff would operate as follows:

o - During the course of its self-directed inquiry, the intramural

staff would gencrate ideas for new NIE programmatic efforts.
Some of these ideas would be carried through a pilot stage
in the Center, including preliminary tests of critical pro-
positions, resource estimation, and objective formulation.

These program planning efforts would be managed by the Center's

Deputy for New Prograws.

o The NIE Director and the National Advisory Council on Education

Research and Development would decide on the basis of the pilot
stage work what new programs to start in the Program Diréctorate.
Many of the staff involved in the pilot phase of a program

would be appointed to the Program Task Force. .

o Evaluation of ongoing programs in the Programs Directorate

‘ would also be done by Center staff working under the direction
of a Program Advisory Council. The Center staff's effort
would be managed by the Center's Deputy for Program Evaluation.
An evaluation might involve funding independent surveys and
assessments.

o The policy research functions of the Center would be managed

by the Ceuter's Deputy for Policy Research. Tais Deputy would
provide analysis of issues posed by the NIE Director and
encourage the Center staff to prepare analyses of issues they
thought were important.

o Evaluation of ongoing programs in the Education Research and
Development Directorate would be done by having a few members
of the Center staff sit on the panels used by the R&D Direct-

orate in evaluating its p.ograms.

Directorate for Education Reserach and Development

Each of the Centers and Programs in the Education Research and
‘ Developuent Directorate would consist of a number of extramural R&D
o~ograms in topical areas. Each program would consist of a number of

ERIC
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. investigator-proposed projects performed by individuals or small tecams
of individuals. Each program would be mangged by a Program Director
assisted by one or two Assistant Program Directors.

o The Program Director and his staff would determine priority
problems within his topical area and disseminate these prior-

ities to the R&D community.

o The Program Director would rely on the R&D community for project
proposals,
. o Based on comments mailed in by selected reviewers, the Program

Director would fund the collection of projects that he thcught
would be best for solving his priority problems.

o The program of projects selected by the Program Director would
be evaluated annually by a panel of experts for technical merit
and appropriatcness of program objectives. An evaluation panel
would meet for five or six days per year and review the programs
of three Program Directors.

STAFY

Programs Directorate

o The Program Task Force would consist of approximatcly ten

managers and researchers, most of whom would transfer from the

Center for Education Studiecs or the Directorate for Education

Research and Development. Only a few of these Task Forces

members would serve part-time in their old positions while
working on the Task Force.

o Staff to the Tashk Force would come for the most part from

other parts of NIE on a part-time basis. The expertise of

intramural researchers in the Center for Education Studies

and comprehensive knowledge of managers in the Education.

Rescarch and Development Directorate would be the principal

sources of technical information for NIE's programmatic effort.
o By participating in NIE's programmatic effort, managers would

know what the éritical problems were in the programmatic

effort and be influenced to readjust their priorities for
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extramural R&D projeccts in favor of thése problems.

L ]

Center for Education Studies

The Center staff would be largely intramural researchers and
orgaﬂized in matrix fashion. The staff would be permanently assigned
to one of four subject matter departments. For tomporary periods the
staff would be tasked to one of three Deputies for New Programs, Pro-

~gram Evaluation, and Policy Research, respectively.

o The Center staff would be a mixture of academically and prac-
tically accomplished professionals in all subject areas impori-
ant to the NIE.

o A vigorous program of fellowship appuintements awarded to
acadenicians, practitioners, and Office of Education personnel
wouid be undertaken to bring new ideas and talents into the
NIE. ' ,

. o The fellowship appointments program would also serve as an

important recruiting mechanism for longer-term NIE personnel.

Directorate for Lducation Research and Development

o - Program Directors would come most often from the ranks of
Assistant Program Directors or from the Center for Education
Studies.

o Assistant Program Dircctors would come from the Center for
Education Studies, or from academic, managerial, or practi-
tioner positions.

o Some of the Assistant Program Dircctors would be on temporary
assignment  which would also serve as recruiting mechanisms,

o One of the Assistant Program Directors would be responsible
for liaison with the Office of Education's dissemination unit,
the National Center for FEducational Communications, and with

relaited OE operating programs.

. LINKS WITH THE OFFICE OF EDUCATION

Qo There are threce principal links with tte Office of Education in

ERIC
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Model II:

o At the highest management level, the Commissioner of Education
could request through the HEW Secretary that NIE undertake
a particular programmatic effort.

o At the program management level, the Assistant Program Directors
responsible for liaison with OE would be able to relay COE

" problems to NIE.
o At the working level, some OE personnel would work for temporary
M periods in the Center for Education Studies. As the major

source of ideas for new NIE programs, this linkage could be very

effective.

LINKS WITH PRACTICE

(¢] A portion of the Center for Education Studies Staff would be

practitioners.

‘ o Practitioners could be appointed to Program Task Forces or

to the Task Force's staff.

LINKS WITH IMPLEMFENTATION

o Implementation of results from programs in the Programs Director-
ate would be the responsibility of cach program.

o Implementation of R&D results from the Education Research and
Development Directorate would be accomplished by NCEC. Coordi-
nation between NCEC and NIE would be provided by the Assistant

Progran Directors for liaison in NIE.
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. MODEL ITI: Concentrates R&D Activity

BASIC PREMISE

The basic premise of Model ;II is that reducing the fragmentation

of the educational R&D effort among a multitude of topics and a large
number of independent individual investigators must be NIE's most
important priority. Another premise is that an important aspect of
this fragmentation in cducation R&D is the gencral lack of in vivo

v experimentation on a scale large enough to produce conclusive results.
The conclusion is that higher-quality results will be obtained and,
hence, greater progress will be icade in education R&D if NIE considers
its top priorities to be (1) concentrating both research activity and
development activity on selected problems (either theoretical or practical
problens) and (2) emphasizing large-scale experimentation as a means of

_ conducting education R&D. ‘ ‘

o Raising the quality of R&D manpower is not as critical a

’ factor in improving the effectiveness of education R&.D as
changing the way education R&D is conducted. The primary
change that needs to be made is getting greater numbers of
personpel working together on selected problems. The intent
is to realize a "critical mass" effect in education R&D, and
thereby improve the quality of the R&D produced.

o The concentration of both research activities and J velopment
activities needs to be increased, and enough is known in
education R&D to be successful with development efforts tar-
geted toward producing solutions to specific educational
problems.

o Greatly increasing the influence of practical concerns on the
R&D effort is not of primary importance either. In fact,
greatly incrcasing the influence of practical concerns would
tend to counteract the primary objective of concentrating the

R&D effort, because practical concerns occur over.a very wide

‘ spectrun of nced.
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o Building linkages between R&D and the practitioner communities
for the purpose of delivering innovations is also secondary
in importance. Improving the quality of R&D produced by
concentrating effort will make the task of delivering

innovations easier.

PRIMARY MANAGEMENT EMPHASES

The Model III organizational plan for NIE emphasizes (1) high
concentration of all R&D effort on selected problems and (2) large-scale
experimentation. Concentration and large-scale experimentation are
accomplished by several means:

o A sizable program of large-scale experimentation would be
conducted in which project ideas and experiment designs Would be
generated and managed by intramural staff.

. o A modest amount of programmatic R&D would be conducted (1)
which would be developmental in nature; (2) which would be
directed toward a few specific, clearly achievable objectives;
and (3) in which most program and project ideas would be
generated within NIE.

o A program of largely unsolicited extramural R&D projects would
be conducted, in which NIE management exerts strong influence on
R&D priorities.

o Evaluation of all NIE programs as a means of program control would
be heavily emphasized. This responsihllity would be assigned te

an internal management unit.

ORGAN1IZATION

An organizational plan for NIE follows from these basic premises and
management emphases. NIE's heavy responsibility for generating ideas,
designing experiments, and cvaluating programs requires extensive in-house
technical competence, a requirement that would be met by maintaining a

. large, diversified intramural staff.

ERIC
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- .
To fucilitate concentration and quality performance of R&D activities,

the major units of NIE would be grouped by R&D type. One unit would

design and manage the educational experiments -- a task requiring spec-

ialized management skills. Another unit would be separated to manage the

programmatic R&D efforts. Separation would facilitate enfcrcing a finite

program lifetime and utilizing a matrix staffing structure. A third major

« unit, different in management style from the previous two units, would be

the resources development arm of NIE. This unit would sponsor extramural

R&D and rely almost totally on the performer community for project ideas.

To further aid in concentrating R&D, all the program control functious of

NIE would be performed by the Director's 0ffice ~~ creating a fourth major

unit. ‘Thetgpogram control functio;;\fﬁyfbwould be performed are: policy

research, p;BEFEE“évalﬁﬁtivnj—zéﬁzzzgzgn of program ideas, program planning,

program evaluation, and rcsource allocation. To perform these functions
. completely the Director's Office would share intramural staff with the

unit managing educational experiments.

Following this plan, NIE would consist of three major divisions (a

Division for Educational Programs, a Division for Educational Research

and Development, and a Division for Research and Experimentation) and,

of size equal to a division, the Directorship of NIE. An organization chart

appears in Figure 4.

The Division for Educational Programs would contain several, multi-

project, coordinated programs each aimed at inventing a solution for a
specific national education problem in a finite period of time. The programs
would consist largely of strongly managed and coordinated development and

implementation activities.,

The Division for Lducational Research and Developnent would conteain

four Centers that each manage extramural resecarch, development, evaluvation,

and experimentation projects on educational phenomenon and problems of continuing

national significance. Both fundamental and practice-oriented research
~ would be conducted. Projects would be performed by individual researchers,
' teams of researchers, or teams of practitioners and researchers. Projects
Uogld not fit into a coordinated, overall plan; but, ecach Center would take

O
FERICon to concentrate R&D activities on a few sclected problems.

Full Tt Provided by ERIC.
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The Office of Rescarch and Experimentation would be the principal

intramural portiocn of the NIE, and would concentrate on generating ideas

for designing, managing, and evaluating large-scale education experiments.

Experiments would all be performed extramurally under contract to NIE.
The purpose of experimentation would be to increase knowledge about
educational phenomena, leading to subsequent development and implemen-
tation prograus.

. This Office would consist of a number of Centers, each chartered to
investigate problems in a particular arca for a finite period of time.

The Directorship of NIE would consist of five principal parts:

o An Office for Administration and Management, which would

handle all management support functions.

-0 An 0ff{ice for Exploratory Research and Program Planning,

which would be a primary source of proposals for new Centers
in the Research and Experimentation Division and would
' develop .the initial set .of p‘lans for proposed directed °
' v.Zograms.

) An Office for Evaluation, waich would be responsible for

conducting periodic evaluations of NIE's directed programs
and conducting and proposing evaluative research on other
education programs at the federal, state, and local.levels.

o An Officc for Policy Studies, which would operate as a "think-

tank” for education and the NIE. ‘
Each of these offices, including the Office of Administration and Management,
would have intrumural staif. Most of these staffs would also be capable
as managers or planners, and there would be considerable interchange with

staff in the Divieions.

RUDIMENTS OF OPERATION

Programs Division

(] Each program in the Programs Division would be organized in the

best way to achieve its objectives.




A variety of program planning, pqgject idea generation,
project selection, project monitoring, project evaluation,

and implementation methods could be used depending on
circumstances and needs. _

Each program would be carefully evaluated at least biannually
by the Evaluation Office to determine what revisions should be
made. No program could continuc more than ten years without
approval of the National Advisory Education Research Council.

Most of the work would b2 conducted under research contract.

Educational Research and Development Division

Each Center in the Educational R&D Division would: sponsor extramural

]
research projects in several program areas related to the Center's

concern.

o

.

Each program would be managed by a Program Director, with,

-in most cases, the assistance of a peer review panel.

The Program Director would work extensively with the panel

in setting expenditure priorities and disseminating them
through thé research community.

Progress in these.progrgms.would be evaluated by the Evaluation

Office, but not as extensively as in the Program Division.

Research and Experimentation Division

Each Center in the Division would consist of three informal groups:

Policy Research greup, an Evaluation group, and an Experimental Research

group. Each group would have a different responsibility in designing

and managing large-scale education expcriments.

'O

The Policy Research Group would conduct analytical, poliéy-oriented

research related to the Center's assigned problem area. As a
byproduct of this research the Policy Research Group would be a
primary socurce of ideas for Center projects. This group would

be analytically-oriented.
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o The Experimental Research Group would be expert at assembling

the ideas and resources necessary to conduct a large-scale

experiment. This group would be action-oriented.

o The Evaluation Group would be expert in designing evaluations

for large-scale experiments to assure that policy-relevant
information and research knowledge would be obtained. This
group would be design-oriented.

» o The Center Director would act to maintain a high level of

interaction between these three groups to facilitate the

generation of ideas and maintain high auality in the work
produced.
o. [Evaluations would be performed extramurally under a very

closely monitored contract and experiments would-be perforrwed under a

grant, Technical assistance would be provided to contractors
as needed. .

. o Each Center would be chartered for no more than ten years.
At the end of this time Advisory Council approval of a
revised charter would be required.

o Each Center would be advised by a Rescarch Council that would

be primarily involved in reviewing project plans before the

RFP-development stage of work begins. In effect, this decision

determines the content of a Center's program.

NIE Directorship

The Directorship of NIE would operate analogously to a center in

the Research and Experimentation Division in that three staff groups,

each taking a different perspective, would be involved and each would have
substantial intramural research activity. The Directorship's primary
responsibility would be generating ideas and initial plans for programs,

and eveluating the progress of the programs after they have been transferred

. to a Division for development and execution.




o The Exploratory Research and Program Planning Office would
be encouraged to fund pilot studies, assembie problem
formulation panels, and engage in other exploratory activities.
This group would also be assigned responsibility for outlining

~ programs suggested by other sources.

o Staff in the Evaluation Office and Policy Studies would
critique these outlines and also be encouraged to generate
their own program ideas,

o  Responsibility for maintaining interaction among these. .
three groups in the creation of program initiatives and for
presenting the Director of NIE with a menu of alternatives

would be assigned to a Deputy Director of NIE.

STAFF-

Educational Programs Division

The management team for each new program assigned to.the Programs
Division would be assembled by transferring personnel from within NIE
and by hiring from the outside. A

o The top levels of.program management would usually be the same
péople involved in initial program planning, who would transfer
from the Directorship of NIE to the new programs. Most pro-
gram personnel would work full-time on the program during its
lifetime,

o At the end of a program, pProgram personnel would transfer to
positions in the Directorship or other NIE Divisions. Because
of the large intramural component in the Directorship and the
Research and Experimcntation Division, staff flexibility would

be high.

Educational Research and Development Division

. Staff for the Educational R&D Division would be more permanent and almost

e§c1usive1y management-oricented.

ERIC
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o Program managers would be responaible for working with
research and practitioner communities to set priorities,
stimulating R&D in these priority areas, and encouraging

collaborative efforts.

Research and Experimentation Division

Staff for the Research and Experimentation benters and the NIE
v Directorship would be common and organized in a matrix fashion,

o Experimental Research G;oup staff iu the Research and
Experinentatioa Centers would report adninistratively t-
the Exploratory Office in ti.2 NIE Directorship, but be
collocated with and work at least part-time for a Center.
Periodically, Experimental Research Group staff would move
to another Center or work full-time at the Directorship

. . " level in the Exploratory Research Office.
o Evaluation Group and Policy Research Group staff would be
| similarly organized. Evaluation Group members would be

"matrixed" with the Evaluation Office in the NIE Directorship,
and the Policy Research Group "matrixed" with the Policy
Studies Office.

o Most of these staff members would have a problem area or
discipline competency and be capable of doing quality analytical

work, few would.-he¢ primarily managers. .

LINKS WITH THE OFFICE OF EDUCATION

The primary linkages with the Office of Education would be through
the Directorship of NIE.

o Requests from the Commissioner of Education for specific R&D
products (such as Career Education curriculum models) would be
considered for addition to NIEiprograms by the NIE Director and
the National Advisory Council. 1Initial program planning would
be done by a team composed of staff from the Exploratory
Research and Program Planning Office and personnel from the

Office of Education.
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o The Evaluation Office in the NIE Yirectorship could cenduct
cvaluations of Office of Education programs at the request
of the Secretary of DIEW or the Office of Education.
‘0 In conducting policy research on ehucation problems, the
Office of Policy Studies would necessarily consider possible
new policies for the Office of Education either at the request
of OE or the Office's own initiative.
o Cffice of Education personncl would be assigned sabbatic terws
in NIE's Policy Studies Office or the Research and Experimentation

centers.

. LINKS TO PRACTICE

Linkages to practice would be largely indirect in the Model III plan

for NIE:
‘ o Practitioners would apply to the Educational R&D Division for

support to conduct an R&D effort. '

o Practitioners would be included on the program management
teams in the Development Programs Division.

o Practitioner representatives would serve on the National
Advisory Council. _

o Some of the program managers in the Educational Research and

Development Division would maintain a nectwork of contacts in

the practitiosner zommunity.

-IMPLEMENTATION OF R&D RESULTS

Each Division of N1l would have different means for implementing
R&D results.
o The responsibility for implementing the results of programs in
the Educational Programs Division would be with each program.
u Results from projects in.the Educational Rescarch and Develop-
ment Division would be distributed to the national network of
Renewal Centers and other diffusion systems nanaged by the

Office of Education.
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i o Successful experiments developed by the Research and
Experimentation Division would be transferred to another
federal, state, or local agency to be run as demonstration
sites and the center of a 'diffusioh effort, or converted

into programs in the Educational Programs Division.

O

- ERIC
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MODEL JV: Solves Practical Problems Nationally

B’¢. .. PREMISES

In Model IV, the assumption is that NIE's most important priority
is applying R&D effort to help solve the continuing, practical problems
which are common to education across the country. It is also assumed that
maximum progress toward this goal will be made if the full fange of R&D
activities -- basic research, practice—oxiented rescarch, development,
experimentation, programmatic R&D, and manpower and institutional
developirent -= are closely coordinated towar:! the overriding objective
of solving practical problems. The presumption is that basic researchers
will not choose problems whose solutions are very relevant,to making
improvements in practice unless strongly influenced by pressures from
outside the research community. The presumption is also that cducational
developers and program wanagers will not seek out and make use of research
results in creating improvements for practice unless these results arc made
more available through managerial actions. Furthermore, the presumption’
is that for national-level problems, R&D activity will be much better
coordinated, and therefore nore effective in solving problems, if the
coordination is done at the national level. In summary, the hasic
premiécs are that if all rescarch and development activities could be. more
closely coordinated with each other at the national level and applied to
the solution of practical problems, then maximum progress would be made
toward NIE's primary objective of solving national-level practical problems.
o Building the quality and quantity of available R&D manpower and
institutional resources is not primary for much can be done
with what exists. R&D resources do need to be increased, but
the building effort should be managed to support NIE's practical
concerns.
o Concentrating R&D activity on a few problems is uot of utmost
importance, either. There is a great variety of practical prot-

lens » and few of these problems are more clearly solvable with




42~

R&D or a particular approach to R&D than others. No better
progress can be expected in the long run by directing most
of the R&D cffort to a few of these problems than by simul-
taneously trying many approaches to wmany problems, and
emphasizing the ones that work best.

o Building extensive linkages to practice is not crucial to
NIE problemrsolving effort either. Problems can be diagnosed
without an extensive netwofk of feedback linkages, and
solutions can be implemented through efforts organized

separately from NIE.

PRIMARY MANGEMENT EMPHASES

The Model IV plan for NIE follows from these premises. Model IV
emphasizes: (1) nationalslevel coordination of all R&D activities éowurd
the solution of practical, educational problems, (2) a balance of
extramural and inhouse responsibility for management, (3) continuing
rather than finite programs R&D, and (4) modest investiment in R&D manpower
and institutional resources as a means of furthering NIE's problem-solving

objective. This plan would be accomplished by several means:

o Most of NIE's budget would be allocated to a comparatively
large number of continuing, extramural R&D programs.
o Each R&D program would be f{ree to suppo}t the full range of i
~ R&D activities. | P

o Program and project ideas would be generated for the most
part by the performing community (1) to take advantage of the
great variety of skills in the perfoxmer community and (2)
because many of these performers are 'close" to the actual
problems, |

o Programs and projects would be selected at the national level
by program managers to achieve better coordination of all the

relevant R&D activities toward NIE's problem-solving objective.




o NIE would be predominantly an extramural agency although
a small awount of intramural rescarch would be done to
support program management.

o Each program would have some authority to invest in R&D

manpower and institutions,

ORGANIZATION

The Model IV organizational plan follows from these premises and
managerial emphases. The overriding objective of making all R&D activities
résponsive to practiril concerns can be achieved by dividing the NIE by
educational problems at both the top and the second level of organization.
and giving ecach unit at the second level full authority to sponsor all types
of R&D activity -- research, development, experimentation, directed programs,
and resource development, Most of the second level units would also conduct
a small amount of intramural research as a means of analyzing where its
resources should be allocated. The organization resulting from this plan

is very much more homogenous across every management unit than any of

the previous plans for NIE. Each second level (1) supports all types of
R&D activity, (2) works on an educational problem, and (3) follows a
similar management strategy. Each of thesec second level units is called

a Program Area.

Following this plan NIE would would consist of several major units
(called Directorates), each one named for a class of educational problems.
Each Directorate would be further divided into a number of Program Areas.

One taxonomy of NIE into major units and Program Areas appears in Figure Sa.
Clearly, many others are possible.

Since each of the Mirectorates and Program Areas are managerially and
organizationally homogenc¢ous, the organization and management of Directorates
and Program Areas can .e discussed generically. Thercfore, we depart from
the previous format in presenting the organization and management of Model IV.

Each Program Arca would be headed by an Area Manaper, who would have

overall responsibility for (1) allocating the budget in his areca to all

R&D activities, (2) maintaining the quality of these R&D activities, and

§3) coordinating the work in his Area with other Areas.
<
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® .
Five Assistant Managers would report to each Area Manager. These
Assistants would be for Research, Practice Improvemnent, Programs, and
Program Planuning. Each Assistant would be aided by one to several

professional staff members. Thus, the organization of most Program

Areas would be as shown in Figure 5b, The activities supported by each

Figure 5b: Organization Chart for a Program Area

Pro; m Area

Manc  :r
I
I I , ] 1
Asst. Mgr. Asst. Mgr. Asst. Mgr. Asst. Mgr.
Research Practice Special Program
Improvement Prograns Planning

of these units would be as follows:
o Rescarch -- extramural, basic studies on topics relevant to
the problems being addressed in the Program Area.

o Practice Improvement -- practice-oriented research, development,

small experiments, and evaluation of the continuing ptactical concerns
of education.

o Special Proprams -- programmatically planned extramural efforts

to solve particular problems, large-scale cxperiments, and
responsibility for disscminating all results produced by the
Program Area. '

o Program Planning -- intramural research, policy research, and

program analysis for the Program Area (a completely inhouse
activity).
The Program Areas would not necessarily be organized by R&D function but
grouping responsibilities by R&D function at some level in an organization
is probably essential for managcme;t efficiency. Otherwise, every manager
. would have to be expert in managing each type of R&D activity -- a difficult

rgle switch for most people.
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In general, the Program Arecas would have the following characteristics:

A high level of intecraction among the staff within an Area to
coordinate R&D activity and assure problem relevancy.

A lower level of interchange between staff in different
Program Areas, although some staff-level interchange would
occur on an informal basis.

A budget level of $10 million per year for most Program Areas.
A relatively long lifctime for each Area, although successful
ones might be elevated to Directorates.

Creater emphasis on uesearch in some Areas than in others
reflecting the effectiveness of rescarch in those Arcas.
Greater cmphasis on programnatic R&D in some Areas reflecting

needs and the state of knowledge.

Each Directorate of NIE would be headed by an Assistant Director

of the Institute. The responsiblities of each Directorate would be:

o -

(o)

(o)

(o)

Approving the program plans of the Program Arcas.

Establishing Task Forces to plan and implement programmatic

efforts requiring contributions from staff in several Program
Areas. The Task Forces would be staffed with personnel from
any Program Areas in the NIE having the expertise needed, and
would not be limited to one Directorate.

Deciding, when to add a new Program Arca.

Allocating the Directorate's budget to Progranm Areas.

The Office of the Director of NIE would be simply organized. The

Director's principal assistant would be a Deputv Director for Progranm

Planning and Policy Research. The Deputy Director would have a number of

professional program analysts aud intramural researchers on his staff.

This Deputy would have three primary responsibilities: (1) analyzing each

Area's program of activities, (2) recommending changes to the Assictant

Directors and Areas Managers, and (3) conducting policy research on the

state of American education and recommending priorities to the NIE Director.

O
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Onec or two members of the Deputy Dircctor'ifstaff would be collocated
with each.Program Planning staff in each of the Arecas to faciltiate
communication and avoid adversary relatiounships between the Area
Managers and the Deputy Director. The Deputy Director would be more
a coordinator of NIE programs than an evaluator of NIE programs. The

Deputy Director's office would be the principal means of linking the

activities of the Program Areas togpether.

RUDIMENTS OF OPERATION

Each Program Area would operate in approximately the same way:

o The Area Manaper and Assistant Area Managers would decide

collectively on program priorities. These priorities would
be disseminated to the performer cowmunity by the Assistant

Area Managers.

o In setting priorities, the Area Managers would be assisted
‘ analytically by the Prog'ram Planning staff.
o Except for an Area's programmatic ecfforts, project ideas would

be generated by the performer community and submitted as
proposals. .

o On programmatic efforts many project ideas would be generated
by the Area staff. o

o Proposals would be ranked for technical merit by peer panels

for all extramural activities.

o The final project selcction decision would be made colleciively

by the Arca Manager and the Assistant Area Managers sitting as

a review panel.

o Progress on all programs would be assessed periodically by the
Program Planning staff.

o Onc or two staff members from Qffice of the Deputy Dircctor for
Program Planning and Policy Research would be collocated with the
Arca Planning staffs and would aid the Planning Staff in this
progress review.

. o The Arca staff would travel cxtensively in the RED and practitioner

communitics as a principal means of understanding the natuie and

[SRJ!:‘ extent of education problems.




STAFF

L

o}
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The Arca staff would sponsor manv worksheps and formatted

confercnces as mcans of learning about practical problems
and coordinating R&D eiforts.
As an additional levur over the application of R&D effort

to practical problems the Arca Manager would have a limited

amount of funds to spend on training grants and institutional

SUEPOIt‘

Arca Managers would for the most part be chosen to have ,p

education-problem orientation.

A significant portion of the intramural staff in each Area
would be on temporary assignment from other RED institutions.
A portion of the intramural staff could be practitioners on

temporary assigment.

LINKS WITH THE OFFICE OF EDUCATION

Linkages with the Office of Education would occur primarily at

two levels within the respective organizations:

(o]

At the level of the NIE-Director and Commissioner of Education,
agrecment would be obtained through any of a variety of
coordinating mechanisms on whether new Directorates should be
established or whether cross-area Task Forces should he
developed in response to high priority education needs.

At the level of program management, OE/NIE communication would
take place between the NIE Assistant Area Manager respongible
for implementation (the Assistant Area Manager for Special

Programs) and NCEC communication and extension program managers.

LINKS TO PRACTICE

Links to practitioners would also occur at different levels and

ERIC

IToxt Provided by ERI

through different intermediaries.



49—

o Practitioners would apply for project support..

o Area staff would travel extensively in the practitioner
comminity.

o Area staff would invite practitioners to participate in

conferences and workshops.
o Practitioners would serve on temporary appointment as

intramural staff.

*

LINKS FOR IMPLEMENTATION

0 Assistant Area Manager responsible for coordination with

NCEC would be the principal linkage,
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MODEL V: FEEDS BACK PROBLEMS TO R&D

BASIC PREMISES

In Model V, as in Model IV, the assumption is that NIE's most impor-
tant priority is applying R&D effort to help solve the continuing, practical
problems common to education across the country. And, as in Model IV, the
premise is that both research and develcpment need to be carefully coordi-
nated in service to the overall objective or neither activity will work
maximally to the benefit of the other and to the solution nf practical

. pfoblems. Models IV and V differ in the manageﬁent strategy presumed best
to achieve these results. One basic premise in Model V is that research
activity aﬁd development activity will be of much greater quality and still
responsive to practical neads, if managed as separatc activities but coor-
dinated, or linked together, by a team of separate organizational unit.

L second basic premise of Model V is that the'R&D effort will be
wore effective in solving problems if it is st:ongly linked into’ the prac-
titioner community. Linkages to practiticrers would be a means of knowing

. what problems are important for R&D to solve, and whether or not the solu-
tions being produced by R&D are effective in practice. The same organiza-
tional unit used to link research and development together can be used to
feed back educational problems to R&D.
o Complete integration of R&D functions by mixing all types
of R&D activities together under managers responsible for
solving specific problems runs the risk of forcing research
to survive in an environment of short deadlines and demands
for practical products,vhich is usually a debilitating environ-
ment for research.
o Complete separation of R&D functions by managing cach type
of R&D with a scparate, especially designed organizational
unit runs the risk of having no mutual interaction between
the performers.of the different types of R&D, which would
be detrimental to the overall quality and effect of the R&D.
o A sound solution to this dilemma is to manage the R&D func-
tions separately but assign responsibility for coordinating
. . the separated R&D functions to an auxiliary, coequal organ-

izational unit.
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Building the quality and quantity of available R&D manpower
resources is not a primary objective of the NIE, but it can
be a useful tool of the organizational unit responsible for
coordinating R&D activitiés.

Concentrating R&D activity on a few problems is not of utmost
impoftance, either. There is a great variefy of practical
needs, and few of these problems are more clearly solvable
with R&D or a particular R&D approach than others. No better
progress can be expected in the long run by directing most

of the R&D effort to a few problems than by stimulating many
approaches to many problems and emphasizing the approaches that
work best.

It is essential for NIE to build linkages to practice for

feeding-back to R&D (1) assessments of educational problems,

and (2) the effectivencss of NIE's products, but widespread

building of linkages for the purpose of implementing NIE's

products is not essential.,

PRIMARY MANAGEMENT EMPHASES

The Model V plan for NIE follows from these premises. Model V

emphasizes: (1) national lecvel coordination of most R&D activities toward

‘the solution of practical problems, (2) careful attention to coordinating :

the interaction between performers of various R&D functions, (3) a

sizeable, though decentralized, intramural program as a means of coor-

dinating R&D activities, {4) vse of a planning staff to feedback prob-

lems from practice to R&D, (5) a balance of external and NIE-inhouse

responsibility for program management, and (6) mostly continuing rather

than finite and highly directed R&D programs, This plan would be

accomplished by several means:

o

Roughly half of NIE's budget would be allocated to a number
of continuing extramural R&D programs.

Most of the rest of NIE's budget would be allocated to a
number of regional development laboratories and R&D centers.

The latter would be collocated with universities.
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o The program of activities in these laboratories and centers
would be strongly influcnced by NIE priorities, but also by
the prioritics of the laboratories and centers.

o A distinct planning staff in NIE would be responsible for
diagnosing practical probtlems and transiating these diagnoses
into NIE R&D priorities and programs. To facilitate this
coordination, a portion of the NIE planning staff would be
located in the laboratories and centers, and in NIE's extra-
mﬁral management units.

o The management mechanism of collocating some personnel from
one R&D organization in another R&D organization would be
frequently used as a means of coordinating geographically

or managerially scparated R&D activities.

ORGANIZATION ] :

An organizational plan for NIE follows froam these basic premises

and managerial cmphases. To facilitate producing the highest quallty

R&D results, the major unlts of NIE would be divided by type of R&D

managed " The types of R&D managed would be fundamental and practice-
;;Iéntnd research devolopmcnt largew~scale expexlmentatlon, and
directed R&D. To fac111tate coordinating R&D activities, each major
unit would manage a number of education laboratories or centers
located across the country. Coordination would also be facilitated by
an additional major organizational unit of the NIE responsible for
diagnosing educational problems and translating them into R&D prior-
ities for the other major units. By separating activities in this

way, managerial policies can be optimized to produce the best quality

of R&D, and still maintain program coordination. Thus, the Model V

plan for NIE is both highly differentiated (by R&D frinction) and highly
integrated (that is, coordinatcd).
Following this reasoning the NIE would consist cf four major

directorates: a Directorate for Educational Research, a Directorate

for Yducational Practice, a Directorate for Progrim Planning and

Ascessment, and a Directorate for Special Programs. A diagram of

the organization appears in Figure .6.
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The Directorate for Edggational Rescarch would. consist of five

divisions:

o A division that would (1) fund extramural projccts in basic

science arcas relevant to education, and (2) where most of these

projects would be done by individual investigators in univer-

sities, and

o Four more divisions that would (1) extramurally fund rescarch,

experimentation, and evaluation projects on practical education

problems, ana (2) where most of these projects would be done
by individuals or teams of individuals in a variety of settings.

The Dircctorate would also manage a number of R&D Centers collocated

with universities that would conduct studies of the same type as the
extramural projects. Approximately one-half of the Directorate's budget
would be spent in the Centers.

N

The Directorate for Educationa. Practice would consist of four

divisions that would fund extramural projects to develop improved

curricula, instructional methods, and management and evaluation tech-
niques. These extramural projects would be performed by teams of R&D
and practitioner personnel in a variety of institutional settings. The

Directorate would also manage a number of Dlevelopment Laboratories

located across thc country that would conduct programs of the same type.

To facilitate communication between the R&D centers, which would be
research—-oriented, and the Development Laboratories, which would be
development-oriented, a portion of the Development Laboratory staff would
be collocated with R&D centers. Approximately half of the Directorate's
budget would be spent on the Laboratories.

The Directorate for Special Programs would have two organizational

units: ‘

o An Experimental Schools Division, which would fund extramural
projects to develop and demonstrate innovative formats for
whole schools or school systems, and

o A Directed Programs Division, where programmatic efforts to
solve specific education problems would be managed. Each
of these programmatic efforts would be a finite series of

RIC

Aruitoxt provided by Eic:



55~

‘ extramural projects planned by inhiouse staff,

The Directorate for Program Planning and Assessment would perform

the systems coordination function of translating problems uncovered

in the field to NIE rescarch priorities. The Directorate would consist

of five divisions--cach comparatively homogenecous in functicn but grouped

together for mutual benefit:

-0 A Policy Research Group, which would sponsor assessments of

the state of American education and conduct a program of
studies on educational programs and policies,

o] A Manpover Programs Division, which would avard monies for

training R&D personncl in subject areas of greatest neced.

o An Implementation Division, whith would coordinate the imple-

mentation of NIE's R&D results with whatever innovation

system existed.

© An Evaluatjon Divisicn, which would work with the other
Direcctorates in conducfing assessments of all NIE programs
‘ and recomuend improvenents, '
e A New Programs Division, which would work with the other

Directorates in revising R&D priorities and identifying
~ key project needs and opportunities. '
In both the Evaluation Division and the New Programs Division, much of
the staff would be collocated with R&D managers in the Directorates

and managers in the R&D Centers and Developmer* Laboratories. These

two divisions, the Lvaluation and New Prograws, Division would be_the

principal fcedback mcchanism for translating education problems

into nationwide R&D priorities.

The Management Council of NI would consist of all four heads of

the Directorates (Assistant Directors of the NIE) and the Director of
NIE. The Council would sineet frequently to approve program plans and

evaluation recommendations for the whole Institute.

O
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RUDIMENTS OF OPERATION

Directorate for Educational Rescarch

The five divisions in the Educational Rescarch Jirectorate would
all operate in approxirately the same way.

o Each division would be divided into four or five program

arecas that would form a basis for planning. Each program
v arca would be managed by a Program Director.

o Fach Program Director would be assisted in his management

responsibilitices by one or two Assistant Program Directors,

so that considerable time would be spent stimulating research

projects in priority areas and keeping abreast of technical

progress. Each Program Director would also be assisted in

program plauning and evaluation by staff from the Program’

Planning Directorate —-- an arrangement which will be discussed
. in more detail shortly.

o The Program Director and his Assistants would be responsible for

the quality of their program and guiding it in directions

relevant to practical problems.

o On the average, half of the Prosram Director's projects would

be performed in R&D Centers collocated with universities.

o The rest of the Program Director's projects would be extramural.

Unsolicited and stimulated proposals would be evaluated with

the assistance of mail reviewers. The decision on which prejects

to support would be mace by the Program Director.

o A similar procedure would be ewployed with R&D centers. The
basic unit of planning would be a Research Work Unit (RWU). On
the initiative of a team in the R&D Center or the Program
Director, a "charter" would be drawn up specifying the research
goals, intermediate objectives, resources, and approaches that a
tecam in the Center would employ in working on a problem... Charter

would last for five years, but would often be rewritten during

. that time depending on rescarch outcomes and changing priorities.
All RWU charters would have to be approved by the aAssistant Dircctor
o '
ERIC for Educational Rescarch.
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o A Progrum Director could have RWU's in several R&D Centers.

o The R&D Centers would be encouraged to develop other sources

of support, but forbidden from applying for extramural projects.

o Each Division wuld maintain a peer panel of extramural

researchers to semiannually review all new RWU's and extramural

projects awarded during the previous period with regard to the
appropriatencss of research objectives and estimated quality.
The panel's comments would be a check on the Program Director's

performance and decisions.

Directorate for Educational Practice Improvement

The divisions in the Educational ‘Practice Directorate would operate
°p L

in the same way as divisions in the Educational Rcsearch Directorate

except that Educational Laboratories instcad of R&D centers would perform

‘ RWU's .

Educational Laboratories wouid be development-oriented facilities

. located away from universities. Education lLaboratories would be strongly
encouraged to build mutual support relationships with school districts and
Teachers Centers, and in general become a problem-solving resource for
a geographic region.

To coordinate the flow of information and problems between research
and development, a small portion of the Laboratory staff would be collocated

with one or more R&D Centers. Also, RWU's could bLe supported in R&D centers.

Directorate for Special Programs

The Experimental Schools Division would also work in the same way

as divisions in the Research Directoratec. RWU's would be supported in
both R&D Centers and Education Laboratories, but would be a much smaller
proportion of total Division activity than in the other Directorates.
The Dirccted Programs Division wculd operate and be staffed in the
same way as the Educational Programs Division in Model 111. Task Forces
. staffed from NIE and the outside would plan and fund a series of projects
aimad at producing a solution to a specific problem.

ERIC
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. . -
Directorate for Program Planning and Assessment

Each of the five groups in the Directorate for Program Planning
and Assessment would have a diffcrent functional respensibility, but
group managers would take extra care to maintain a high level of
informality and personal interaction between the groups as a crucial
factor-in successfully coordinating N1E's R&D activities.

The Policy Rescarch Group would operate as a '"think tank" for
2 P P

education and produce analyses of cducational L&D policies.

The Manpower Programs Division would stimulate and fund R&D

manpower training projects at locations where educational R&D is being
performed. The Manpower Group would work closely with the Evaluation
Division and the New Programs Division to target training monies into
areas of greatest need. .

The Implementation Division would consist of a number of staff

people recponsible for coordinating the flow of R&D results from the
other NIE directorates to the agencies responsible for educational
innovation.

The Fvaluation Division would be much larger than the previous

three divisions in the Planning Directorate.
o The Division would be divided into a number of program
categorics that cut across a number of programs in the other
directorates.

o Each program category would be headed by a Program Manager.

o The Program Manager and his staff would be respousible for

monitoring extramural projects and IWU's conducted in the RED

Centers and l.aboratories for the purpose of: (1) diagnosing

problems encountered during project performance, (2) recommending
changes in program direction, and (3) notifying the Lmplementation
Division of R&D results.

o The Program Manager's staff would be skilled as (1) subject matter
specialists and (2) working with projcct teams in a cooperative
relationship.

o A sizable portion of the staff would be distributed throughout
O
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other NIE organizational units; one or two in each R&D Center
and Laboratory and onc or two with cach Program Dircctor.

The principal channels for implementing recommendations would

be: (1) through the Evaluation personiel collocated with
Jprogram personncl directly to the program personnel, and (2)

through the Fvalvation Dircctor to the Management Council.

The Management Council would meet frequently to consider program
planning and evaluation issues and decide on courses of action
for the Directorates to fellow. .
The Evaluation Division would bave authority to fund independent
evaluations of NIE prograns and projects upon approval of the

Management Council.

The New Programs Division would operate and be staffed in much the

~

same way as the Evaluation ‘Division. The major differenccs would be as

follows:
-

STAFF

The Division would be responsible for: (1) diagnosing

educational problems and translating them into R&D programs

and projects, and (2) assessing the rank ordering of importance

among these cducational problems.

The Division staff located in the R&D Centers and Laboratnaries

would maintain a network of coutacts in the research and

practitioner communitics respectively as a means of detecting

needs and opportunities for new progranms.

The staffing pattern would be roughly the same in the Research and

Practice Dircctorates.

O
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o Most of the Program Dircctors and assistants would originally

have been accomplished R&D performers or managers.

The Evaluation Division staff and New Programs Division staff would
include some intranural researchers as sources of inhouse technical
competence,

o Many of thece intramural researchers would be Qisitors on

temporary tour of duty.

LINKS WITH THI OFF1CE OF' EDUCATION

The primary linkages with the Office of Educ%tion would be through -
the NIE Director and the New Prograws Division.
o At the request of the Commissioner of Education through the
Secretary of DHEW, the NIE Director could bring program

requests to the Managemwent Council.

o The New Programs Division could locate a number of its staff
‘ in the Office of Education's Office of Program Planning‘and
Evaluation.

LINKS TO PRACTICE

There would be several links to practice in the Model V plan for NIE:

o The Education Laboratories through cooperative relationships
with local education agencics would provide taps into practice.

o The New Pgograms Division staff would maintain a network of
contacts in the education community, including Teacher Centers
and other renewal groups.

o Practitioners could apply for project support from the FEducational

Practice Directorate.

LIRKS TO IMPLEMENTATION

o The Implementation Division would coordinate implemcntation of

NIE extramural results and results from the Laboratories and

. Centers.

ERIC
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MODEL VI: Solves Practical Proslems Regionallyv

Model VI has not baen completed. Model VI wili consist of a number
of regional R&D laboratories supported by formula grant from the federal
govermment and a matching amount from state and local sources. Federal
influence on program direction would be through evaluation activities

and fundiug of special, high priority projects to solve urgent problems.
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. MODEL. VIT: Builds Linkages to Practice

o,

BASIC PREMISE

The basic prenises of Model VII are that (1) building linkages
between R&D and practitioners is the crucial problem facing NIE and that
(2) having practitioners themselves select and perform R&D projects
within (3) a decentralized managcment structure is the best way to build
these linkages. The presumption is that educational devclopments are
more likely to be accepted and uscd in schools if practitioners are
heavily involved in selecting .and performing R&D projects. The presumption
is, also, that because of significant geographical and socioecconomic
differences in valuces, resources, and organization, developuent in
education is inherently a localized process of organizatioral change and
practitioner development. These presumptions deny that most educational
aevclopments can be crcatedlat the federal level and marketed nationwide.

o Leading practitioners zare ahead of education researchers in

. their ability to create innovations vhich advance the state of
practice, Therefore, thc involvement of practitioners in
selecting and performing R&D projects will produce high-
quality R&D, and there is no necd to emphasize the improwe-
ment of R&D manpower as NIE's primary objective.

o lowever, the R&D produced by practitioners will be better
understood and more transferable to other practitioners if
the practitioners are teamed with R&D specialists in performing
R&D projects. These spccialists will come from universitics

and other parts of the education R&D system managed by NIE.

PRIMARY EMPHASES

The Model VII organizational plan for N1F emphasizes program planning
and decision-making by committecs of practitioners, and performance of
R&D projects by teams of practitioners and R&D specialists.
o Practitioncers and school adninistrators are heavily involved
‘ in stimulating rescarch and development proposals, planning
R&D programs, and allocating the budget for R&D.
Q
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o The R&D budget is allocated at the regional level by Re-

- gional Councils of practitioners.

o The Regional Councils are assisted in program planning and
evaluation by (1) a full-time professional staff, (2) a re-
gional Director, who direcis the prbfessional staff, and

(3) subcommittees of practitioners responsible for planning.

ORGANIZATION

The Model VII organizational plan- for NIE follows from these
premiscs and managerial emphases. Recognizing the importance of local
differcnces in educational necds, resource allecation is highly decen-
tralized. And, recognizing the teclinical contributions that practitioners
can make to educational developmwent, and the authenticity that practi-
tioners would give to the development process, resources are allocated
by Councils of practitioners. To aid in planning and evaluation the

' Councils would be assisted by full-time professional staff.
The Model VII organizational plan for NIFE consists of four layers

of regional cormittees of practitioner and citizen representatives.
The two layers at the bottom allow for separation of responsibility for
program planning and resource allocation, which increases both objectivity
and participation. The two layers at the top are for intra-.and inter-
regional coordination. The practitioner committees would be assisted at
the regional level by a Regionasl Planning Staff and at the national level
by the NIE's Regional Education Development staff.

The topmost committee would be the. Education Council. Below this
Council would be cight Regional Councils, one for each of eight (or
more) regions into which the county is divided. The Regional Councils
would be advised by four or more Subject Matter Committees in selecting
R&D projects. R&D projects would be planned and stimulated by a number
of practitioner subcommittees.

The nationwide R&D effort would be d1vndcd into twelve (or more,

as desirable) program areas. Each Regional Council would have some

‘ project activity in each of these programs. Regional Councils could

ERIC
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’_ start new programs or drop old onas upon approval of the Education

Council. The Regional Councils would have a Subject Matter Sub-

committee for each program area.

o These sulbcommittees would be grouped under four Subject

Matter Committees; Curriculum and Research for Elementary
Grades, Curriculum and, Research fof Secondary Grades,
Administration and Management, and Student Affairs.

o The Subcommittees would be responsibie for (1) diagnosing
problems in their program area, (2) stimulating R&D projects
to solve these probliuws, and (3) recommending project expen-—
diture priorities within their pregram area to the Subject
Matter Coummittees.

o All practitioners, administrators, or R&D specialists in

a region would be eligible to submit proposals for projects

they would like to perform. : .
o A number of full-time professional staff members wouvid work
with the Subcommittees on program planning. .

The four Renional Subiect Matter Committeces would be responsible

for (1) evaluating all project proposals submitted, (2) recommending a

list of preferred projects to the Regional Council, and (3) recommeunding

expenditure priorities between and within program areas to the Regional

Council.
The final decision-making authority in each region would be the

Regional Fducation Council. The Council would receive a formula deter-

mined amount of money from the NIE to be divided by the Regional Council
among the Subject Matter Committecs. The Couneil would approve the
expenditure priorities and project lists presented to the Council by
the Subject Matter Committees. v
o The Regional Council's federal funds would have to be matched
one-to -one ,or more by state and local sources.
o The Council membership would represent a cross-section of the
practitioner, public, and R&D commuﬁitics.
o The Counci! would have ahthority to direct that a Subject
. Matter Committee revise its planning priorities to account for
community-wide concerns overlookaed by the Subject Matter Comnmittce.
Q
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. o} The Council would be served by a full-time Regional Staff
Director, who would provide staf§ work for the Council and
manage the Regional Plaaning Stafis working with the Subject
Matter | »committces.

In addition to the Subject Matter Committees, an Imnovation Committee

would report to the Regional Education Council. The Innovation Committec
would be responsible for evaluating the extent of adoption and the effect
of Council projects on students and schools. These evaluations would
~ be published openly after approval by the Regional Council,
The Innovation Committee would have a fixed portion of the total
regional budget to spend on evaluation projects.
The Educahion Council's principal responsibilities would be: (1)

recommending "Hiph_Priority' objectives that the Regional Education

Council should adopt in allocating resources, and (2% reviewine project
9 (#]

activities in the twelve program arcas and recommonding changes to the

Regional Councils. As a means of demonstrating its priorities to the
. regions, the Fducati-n Council would have a budget to spead on "High
Prioxity" projects.
Within the NIE, the regional R&D program would be managed by the

Directorate for Regioual Educational Developrent. The Directorate would

be divided into divisions corresponding to the Subject Matter Committees
in the Regional Councils. In each division there would be a number of
program directors, several for each of the twelve program areas.

The principal responsibility of these program directors would be
moﬂitoring and cvaluating progress in the regions in each program area
and providing staff work for the Education Council.

The Directorate would also audit expenditures on regional projects,

RUDIIENTS OF OPERATION

Subject Matter Subcommittees

The Subject Matter Subcommittees would be responsible for recommend-
ing project priorities to their subject matter committee and stimulating

‘ project proposals.

ERIC
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o The Subcommittees would spend onc month per year (mostly
during-the summer) discussing problems in their program arca
and preparing a list of project priorities.

o The Subcommittees would spend four weeks per year traveling
in their region scarching out ideas for solving the priority
problems and encouraging the formation of tcams to start pilot
projects,

o For a few days' time twice annually, the Subcomiittee would

meet to: (1) evaluate proposals for pilot projects and

e

recommend funding priocrities to the Subject Matter Committcee,

and (2) revicw progress anmually on all current projects and

recommend funding priorities to the Subject Matter Committec.
o The Subcommittee would be aided in all there tasks by the

Regicnal Planning Staflf members.

Subject Matter Committecs

Each Subject Matter Committee would revicew the projects submitted
for approval by the subject matter subcommittees with regard to (1)
the desirability of achicving the project objective, (2) the adequacy
of the project team, (3) the quality of the R&D plan, and (4) the pro-
visions for implementation of results. The Committec's recommendations
would be forwarded to the Regional Council for final approval.

o The Conmdttce would mcet for three days twice annually to
review proposals for pilot projects and evaluate progress on
continuing projects.

o The Committec would have authority to approve pilot projects
up to a lL.udgeted amount,

o The Committee would recommend sevcral projects for "High
Priority" status.

o The Committce would recommend a division of its budget among
Subcommittee priorities to the Regional Council,

’ o The Committee would call on the Regional Planning Stalf for

assistance and advice in the revicw prociss as nccessary,
Q
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The lnnovation Coamittee would select which improvemcnts to evalu-
ate, stimulate proposals for evaluation efforts, and recommend a list
of desirable projects to the Regional Councjil for its approval. The
Innovation Committce, which would have the assistance of a one- or two-
man staff, would also monitor the performance of these projects and

release project results publicly on the Regional Council's approval.

Regional Education Council

The Regional Council would mect twice per year to review the budget
plans of the Subject ﬁnttcr Committees for continuing projects. The
Council would focus its attention c¢n a few of the program areas at each
session, commenting on the desirability of the objectives being pursued
and the quality of the work being done. Over a two-year period all
program arcas would be covered. The Council would also review and

. forward rccommendations for High Priority projects to the Education

Council.
o In pérforming its review of Committee budgets, the Council
would consult with program directors from the Directorate
for Regional Educational Development.
o The Regional Council would decide the allocation of its budget

to Subject Matter Committees.

Education Council

The Education Council would advise the Regional Councils on problens
important to several regions which should be given extra consideration
for High Priority funding. The Education Council would also review
proposals for High Priority projects and select a number for funding.

o The Education Council would call on progranm directors from

the Regional Education Development Directorate for evaluation

advice. )
o High Priority projccts would be managed by the Subcommittee
‘ which originally proposed them.
" o High P iority projects would have a finite lifetime, renewable
-[ERJ!:‘ only as a new project proposal.
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o lligh Priority projeccts would be funded as an addition to the
Regional Council's formula budget, and awvard of a fixed
dollar amount of high priority projects would not be auto-
matic. Therefore, the Kegional Councils would be encouraged

to respond to the Education Council's priorities.

Directorate for Repgional Educational Developrnent

. Program dircectors would be responsible for mbnitoring progress in
their program area in all regions of the country and doing research on
needs in their program area.

o At least once every five ycars cach subcommittée's program
would be reviewed by a team of program directors and outside
consultants. The principal topic of discussion would be what
new dircctions the subcommittec should take rather than a re-
view of progress. This épproach would stimulate better co-

‘ . operation betwecen the Subcommittees and the Directorate.
STATF

Subject Matter Subcommittecs

The Subjecct Matter Subcommittees would be composcd mostly of accom-
plished tecachers, but some school administrators, education rescarchers,
curriculum developers, students and lay citizens would also serve. The
composition would be fixed by charter.

o Subcommittee members would be nominated by professional associa-

tions, the subcommittee, and the Regional Planning Staff, and
selected by the Subject Matter Committees.

o The term of service would be three years.

Subject Matter Committees

The Subject Matter Committees would also be composed mostly of
. teachers, but some school administrators, education rescarchers and
developers, and lay citizens would also serve. Committee members would

ERIC
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. be appointed by the Regional Cowmcil from nominations submitted by the

Subcommittees and the Regional Planning Staff.

Regional Council

Regional Councils would be appbintcd by the major education inter-
ests in a region. Lach interest would have a specified number of seats
on the Council to fill and would be required to fill these scats through
eleciion by their membership. The balance oi representation would

v f-vor most heavily teachers and lay citizens,

Education Council

The Lducation Council would be composed of nine members, two
from each region and thrce appointcd by tlie Director of Regional Educa-
tional Development. The regional reprcsentatives would be elected by

‘the Regional Counciis.

Regional Planning Staff

The Regional Planning Staff would be hired by the Regional Staff
Director. Background in teaching, education research, education devel-
opment, or program management would be preferred. The Regional Planning

Staff would be permanent and full-time.

Regional Educational Development Directorate

The staff of program directors would be hired by the Direcctor of
Regional Educational Development. The staff would be permanent and

full-tine.

LINKS WITH THE OFFICE OF EDUCATION

Links with the Office of Education would be through Program Directors

in the Directorate for Regional Educational Development.

. LINKS WITH PRACTICE

The links with practice are about as strong as theorctically possible,
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since committees of practitioner representatives decide how R&D monies
will be spent and teams of practitioners asc involved in performing the
R&D projects. Furthermore, decision-making is highly decentralized,

making it possible to tailor the R&D effoit to localized concerns.

LINKS FOR TiPLEMENTATION

Several links uscful for implementing R&D results are inherent in

the Model 1V:

o R&D projects can be conducted in Tcacher Centers, exposing a
number of teachers to the development effort.

o It is convenient for a number of the head teachers in a Jocal
area not formally part of the projecct team to be involved in
the planning, trial, performance, and evaluation stages of
R&D projects. .

o The Council and committcc members involved in planning and

‘ ~ approving a project have a commitment to see it implemented.

O
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1LI. ORGANIZING THE :1E-OF LXIERFACE

Each of the lodels of Chapter TI describing alternative designs for
the internal structure of the National Institute of Education specifies
the location of links between NIE and the Office of Education. This
chapter will present alternative designs for those linkage structures.
The focus of the chapter will be at the organizational icvcl of the
program manager or the agency directors. Dasign alternatives for the
NIE-OE interfaces at the levels of practitioner and R&D perforimer are
presented later in Chapter IV, '"Organizing for Innovation."

The basic premise of th!'s chapter is that therce should be no single
interface structure or mechanism which will unite OE and NIE cfforts at
all levels of operation and for all cocrdination, purposes. Instead, the

interface should consist of a numher of different kinds of linkage mech-

anisms, each with its own advantages and disadvantages, and each used

vhere most appropriate. The organization of this chapter reflects this
point of view, *

Six structural and operutional methods useful for cooxrdinating NIE--OR
interagency cfforts are discussed below, These alternatives span a wide
range of mechanisms for promoting coordination and maintaining accounta-
bility, and may be used in concert with each other or serve as substitutes

for any particular interagency program or function:

Structural Interfac.. Mechanisnms

o The Program or Project Manager
o The Lead Agency
o Interagency Committees and Task Forces

o Liasions

Operational Interfacc Mechanisms

o Joint Funding and Respousibility Arrangements

o "Free Market" Arrangements
. Fach mechanism will be defined and evaluated in terms of its major
advantages and disadvantages. No attcmpt is made to present entire systems

of these mechanisms encompassing all Oi-MIE interfaces,

ERIC
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‘ PROGRAM OR PROJECT MANAGER

In this approach, a temporary or permgnent individual or group
located in the CS is responsible for organizing, directing and controll-
ing the definition, development and cxccution of a plan of action. This
mechanism could be used to coordinate overall OF and NIE activities, or
special, high-priority projects cequiring the participation of each. The
two basic altcrnatives within this approach are (a) the crecation of an
"Assistant Secretary for Education" to whom both the Comnmissioner of

» Education and the Director ot NIE would report, and/or (b) establislhing
0S-based project managers (e.g., for such priority programs as Right to
Read), to whom only rclevaut OE and WIY personnel in the project area

would report,

Advantages:

0  Ounc individual is responsible and accountable for systen or
project performance.

o High-level visibility is maintained.

. o Direct lines of commwunication to the Seeretary and access to
all 0S staff services are ecstablished,

o Direct fund allocations within 0S are provided (rather than
parts of scparate agency budgets in vhich agencies and progrars
compete for funds).

o Representation and perspective of the overall system without
a particular agency bias is promoted.

0 Top management has maximum lattitude and flexibility in select-
ing a program manager from any source to represent the desirex
perspective of the departmcnt;

o Ability to use the program manager structure to defer decisions
on vhere program components will be placed until sufficient
information is available, or issucs become less controversial,

is increased.

Disadvantages:
o Legis’lative restrictions may limit delegation of authority
. . to a program manager. {(The House version of the NIE bill

prohibits the Dircctor of NIE from reporting to or through

ERIC

Aruitoxt provided by Eic:



Figure 9

Progron/Project Manaver Coordinating Mechanisms
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‘ .anyone but the Secretary.

o This structure simply recrecates the existing OF organization
at a higher lcvel and with another laver of bureaucracy: i.e.,
the present Commissioncr would become the "Assistant Secretary,'
and the NCIED Director would be the Director of NIE, etc.

o There would be confusion about the staff vs. line role and
responsibility of an "Assistant Sccretary for Lducation
similar to that with the AS/USA.

o The Department's chain of command is weakened because the
0S level program manager lacks ultimate control over the
independent resources of the agency.

o There are staffing problems: a progran manager's office can
be costly if staff is added from outside the organization, and
detailing of quality staff may be resisted by, and may weaken,

participating agencies. *

@ Lo coney
The lead agency concept involves assigning responsibility for

coordinating related agency programs to a particular agency. That agency
is then accountable for organizing, directing, and controlling the defi-
nition, devclopment, and execution of a unificd action. Contributing
agencies assist in the process and are responsible for executing their
assigned rasks in relation to overall objectives. Under this alterna-
tive, either NIE would Le responsiile for managing OE programs relevant
to NIE objectives, or .L would control NIE (the present OL-NCERD system,

and that proposed in the Senate version of Nir legislation).

Advantages:

o A single agency can be held resporsible for system or compon-
ent program performance, making coordination and centralization
of related programs more likely.

0 Limited funds for coordination are cons2rved by utilizing
existing capabilities and resources of an agency. The agency

. - given the lead is more likely to shift resources from lower
priority programs to the new effort because of vested interest

Q
[ERJ!: in its success.
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Figure: 10

Lead Apency Coordinating Mechanisms
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o Maximum use is made of cexisting agency personnel and expertise.
o Manipulation of the dominant image of the new effort can be

accomplished by assigning the effort to a particular agency.

bDisadvantapes;

o O0ften, lead agencies lack the authority to demand compliance
with their dircection and resolve conflicts among participating
agencics.

o] Competition is aroused by selection of one agency over others
as the lcad, with a resulting reluctance to cooperate—-c.g.,
the Head 5tart debate.

o} Among nationally promiunent leaders (agency heads) there may
be reluctance to defer to others (lcad agnecy licads).

0 -Flexibility in the sclection of the best qualified stafi may
be limited since the lcad agency may only be able to drav from
its existing staff (particularly true if funds are 1 mited).

A basic objective of the creation of an NIE is to involve high
quality researchers which OE has failed ~o attract. Usé of
only existing NCERD personnel as staff could sabotage NIE's
performance from the start.

o "Image transfer" cuts both ways: if OI were made the lcad
agency, NIE could be scen as no more than a perpetuation of

the old systenm.

INTERAGENCY COMMITTLLS AND TASK FORCES

Cormmittees would be relatively permanent mechanisms, usually at the
0S level, designed to deal with chronic or loug-standing policy or organ-
izaticnal issues and objectives. Standing committees may be given the
authority to arbitrate conflicts and insure coordination among agencies.
Their operation is by formal apenda, hecarings and written reports. Mem-
bers reprecenting diverse intercsts are present and usually vote on prob-~
lems of major significance. For example, an "OE-NIE Coordination Board"
chaired by the AS/P or AS/AM could be set up in the 0OS to insure coopera-
tion and avoid duplication of functions by OE and NIE.

Task Forces are usually short-range mcchanisms designed to deal with
O
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‘one shot" high-priority issues requiring iwmmediate action,

Usually composed of representatives of diverse interests and talents,

task forces tend to operate informally. 035 offices--AS/P or AS/AM--

could convene joint QE-NIE task forces to coerdinate or arbitrate specific

projccts or problems.

Committees and task forces differ somevhat in their advantages and

disadvantages.

Committece Advantaces:

(o}

Committee

Maximum f£lexibility may be achieved in the selection of
comnittece merbers to represent the desired perspective of the
Departuent.

Committecs can focus national attention on a particular program,
issuc, or objecctive by selecting as members nationally-known
figurcs or known specialists in the field. )
Committees may build policy consensus among members represent-
ing diverse interests or having different priorities or objec-
tives, breaking through the isolation of autonomous agency
staffs.

Committees can function to delay or defer premature decisions
or actions. '

Committees can serve the Secretary as advisors less biased

by agency interests, promoting more objective formulation of
Department goals and policies.

Committees can air and act on issues wirich might otherwise go

unconfronted.

Disadvantagpes:

(o}

O
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Committees “and their menbers) may lack the authority or access

to top decisionmakers to compel agency response to their recommen-
dations.

Time~consuming del.. 3 may occur when rapid decisions are needed.
Committees may discourage innovative ideas in faver of moderate
CONsensus.

Committees can be self-perpetuating and unaccountable, thercby
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‘limiting their usecfulness.

Committees may be excessively costly. They consume time of
-
top DHEW personnel and drain a limited budget for outside

consultants,

Task Force Advantages:

Task

(o}

They provide rapid short-~term problem solving or planning
services.

They also provide lattitude and flexibility in the selection of
members to represent dasired Departmental perspectives,

Their maintenance costs are low.

They do not work through a chain of command, so they have
greater freedom from agency biases and can present a wider
range of creative alternative recommendations.

They are easily dissolved, so long term "self perpetuating"

commitments to positions or personnel are not a problem.

They can be used without publicity of their existence, of their
proposals, or vhat is done asbout their recommendations. This
allows high-risk strategy positions and room for innovative

or radical thinking.

Force Disadvantages:

(o}

The creation of a task force may be perceived as an indication
that the regular organization cannot adequately respond.
Recommendations may tend to be insufficiently evaluated ideas,
due to laék of time for rull analysis or sufficient staff for
back-up evaluation.

Members' time is taxen away from normal responsibilities. This
can weaken the existing organizaticns.

There may be reluctance on the part of participating organiza-
tirns to free good talent from their normal jobs, resulting

in the selection of less able individuals to the task force.
Members do not have the abthority to commit their agencies to
plans requiring agency support, so therc is no assurance that

a task force plan will be implemented.
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Fipure: 11
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Liaison mechanisms require a groupor iandividual, at any level, to
serve as communicator betu en related sctivities. Liaisons do not super-
vise the actual work; they are responsible for integrating interdependent
units which would not normally work together. The liaison exerts influ-
ence throughhis direct reporting relationship to an agency or overall
supervisor responsible for a certain arca of systems performance. For
exémplé, the information gathering and dissemination units in NIE
(cf. Figure 1) could have full time liaison personnel whose role res-
ponsibility would be to maintain close contact with counterparts in NCES,
OPPE and NCEC in the OE. The pcrformance of agency units would depend to
some extent on their utilization of outputs from their corresponding
counterparts, so each would have an incentive to participate. Liaison
personncl might alco report to and be coordinated by an 0S level liaison
office (e.g., the "NIE-OE Coordinating Board" proposed under the Comm-

ittee/Task Force alternative.)

Advantages:

o This méy be the simplest and lcast costly form of integration,
since it may require only one individual whose coordinating
responsibilities may be only part-time.

o Liaisons can hasten the resolution of conflict among dependent
organizations by serving as a ncutral arbiter, or by surfacing

problems to the appropriate level for decisions.

Disadvantages:

o The liaison bimsclf has no specific power to enforce decisions
or insure that actual coordination occurs.

o Liaisons are often regarded as outside, unwelcome individuals
who lack the specialized knowledge of the programs and opera-
tion. .

o Sonetimes there may develop a conflict of interests or prioriti.
particularly when an individual is both the liaison officer

« . and a program chief or agency director.

O
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. Figure 12°

Liaison Coordinating Mcthanisms
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JOINT FUNDING AND/OR RESPONSIBILITY ARRANGEMERTS

' Operating mechanisms such as joint funding and/or responsibility
arraagemcnts can be used to promote agency coordination. For example,
funding for a priority program like Right to Read could be divided
between NIE (for developmental yescarch on reading programs) and OE
(for dissemination and site support), with both agencies held respon-

sible for the success or failurc of the program.

Advantages:
) o Each agency has greater operating autonomy--coordinating
mechaniziis are not specified by an cutside power (0S).
(The assumption is that agencies will evolve coordinat .ng
rechanisms as needed on a participatory basis, as mutual

dependency gives them sufficient incentive Lo work together.)

Disadvantages:

o] Assignment of accountability is difficult cven when line
responsibility is clecar; ‘participating agencies may not
cooperate and each may blame the other for program failure.

o Joint funding arrangements are hard to maintain--funds allocated
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‘ to agencies tend to become line-item "property" in future
budgets, reducing the mutual dependence and coordinating
power of the arrangements.

o Evaluation of agency responsibility will sooner or later
necessitate the formation of onc of the structural coordi~
nating mechanisns discussed above. _

o Joint funding arrangcements do nothing to prevent duplication

of cffort.

Figure 13

Joint Funding or Shared Responsibilities
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"FREE MARKET" ARRANGEMENTS

A final, laisscz-faire coordinating mechanism may bejestablished by
"free market" contracting agreements betwveen agencies. Widely utilized
in decentralized industries (where autonomous departments are known as
"profit" o: "responsibility" centers), this mechanism could be used to
coordinate the OE-NIE interface by prohibiting each agency from setting
up duplicating functional divisions, but permitting them complete free-
dom to contract with one another--or outside, providers--for necessary
services. For example, NIE would not be permitted to duplicate OE's
extension agent system {nor OE, NIE's research facilities), but NIE would
have the fuids and frcedom to purchase dissemination assistance from OL--
. or from educational publishers, advertising agencics or any other source
wﬁich offered the most effective service.
<
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‘dvantagcs:

o Each agency has maximunm operating autonomy and full responsibility
for performance.

o Competiti.n with outside service providers night improve internal
agency management and efficiency.

Disadvantages:

o There is a significant danger that despite attempts to prevent
duplication, OE and NIE will spend funds developing similar

in-house functional capacity.

CHOICE OF COORDINATING MECHANTISMS FOR THE OL/NTE INTLRTACE

The choice of onc or more coordinating mechanisms to manage the
OE/NIE interface will be dictated by the objecctives and resource constraints
of the overull innovation system legislated by Congress and adopted by DHEW,
and by the level of government (federal, regional, state or le~al) at which

‘unctional coordination occurs.

Objcctives for OS-~NIE-OE system management have been discussed:
structurc and leadership capable of preventing duplication of effort,
insuring integratio.. of agency efforts wvhile maintaining agency visibility,
autonomy and accountability for functional performance. Constraints include
legislative dircctions in the final NIE bill, and existing Oﬁ internal
organization structures and interests. OS personnel and monitoring capacities
rcepresent both a resource aud a constraint: ASPE or ASAM staff are in an
excellent position to review OE and NIE activities, but are limited in number
and lack a dir2ct mandate to coordinate agency line operations. Criteria
for choosing OS-NIE co,rdinating_mechanismé thus include:

o Permanancy: the coordinating mechanisms must be capable of

ongoing effecctive supervision of OE-NIE activities.

0. Permitting maximum apency autonomy: the coordinating structure

probably should not itself be so visibl. »r directive that it

detracts from agency indentity or flexibility.

o Promoting maximum'agcnqy cymmunication and integration of
. efforts: the coordinatirg mechanism should insure rapid
communications respouse between agencices,
E i%:, Accountability for systems performauce: the coordinating
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. mechanism must be itself responsible for its function in insuring
overall system effectivencess and efficieney, which means it must
have sufficicent "clout" to be able 4o influence inter-agency operatioms.

The coordinatin- mechanisms which best fit these criteria are the
"committee," '"liaison,"” "joint funding" and "free market" alternatives.
Program/project manager mechanisus are ruled out because the "Assistant
Secretary for Education" alternative will probably not be permitted in the
Congrcss@onal legislation, and would subsume agency visibility and autonomy.
Project directors for one or several special efforts would tend to fragment,
not coordinate, agency activities anc personncl. The "lead agency"
mechanism is inapproprizte because it simply perpetuates the existing svstem;
it will probably be forbidden by Cengress for this reason. The "Task Force"
alternative does not provide the permenancy ncoded for ong ‘ng agency
coordination.

The best approach to overall systems coordination may prove'to be a
combination of the "liaison," "“joint funding," and "free market" ‘

.a]tcrnativ’cs, supervised by an "OL-NIE Coordination Committee" at the OS

level (Given the monitoring responsibii.. s of the 0S staff, the evolution
of some mechanisms of this kind is almost inevitable regardless of whether

it is specifically mandated.) This coordination committee could include
representatives of ;he top management of OE and NIE, but would be principally

constituted of 0S educational planning, management and evaluation staff.

CODRDINATION ACRNSS LEVELS UF GOVERNNENT

The above discussion dealt only with the problems of coordinating agencies
at the federal DHEW level. A complete innovation system also requires integration
of agency activities across the regional, statc and local levels of goverrnment.
The same mechanisms which may be used for federal level coordination may also
be used for multi-level coordination - e.g., NIE can contract with a regional
laboratory, or NIE vecearch specialists might work with OE (NCEC) educational
extension agents in a temporary task force set up to solve a specific local

problem. .
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0 TV,  ORCANIZILNG JOR_INNOVATTON

A critical task in building an cJlucationsl R&D system is selecting
a stratcegny for innovation.

Innovation is the complex of activities involved in linking R&D
with the users of R&D. The activities usually employed include: dissen=-
ination, demonstration, training, and servicing, as well as some others.
One prominent activity missing from this list of innovation activitics
is feeding information concerning user needs back to the R&D system, which
many studies have shown to be a critical component of innovation systems.

The innovatian activity can be partitioned in a number of ways
as a taxononmy for thinking about innovation strategies. A review of
these partitions will provide a framework for considering alternative:

designs for the NIE-OE-0OS euucation system.

PARTITIONS YOR ORGANIZING EDUCATIONAL TKNOVATION SYSTEMS

‘ At least eight partitions of educational innovation o«tivity-can
be identified in current thecry and practice. Innovation ¢in be divided by:

o Product -- knowledge, curricula, programs (Right~to-Read), cquip-
ment, methods, policies.

0 Subject ~-- matnawatics, language, hygiene, social science, per-
sonal development.

o Student Group -- handicapped, disadvantaged, gifted, primary,
secondary, po:: -secondary, vocational.

o User Group -- students, parents, tcachers, administrators,
policymakers, researchers, devclopers.

o Practice -- teacher training, instruction, assessment, renecwval,
management.

0 Instituiion -- schools, school districts, state departments of
education, universities, laboratories, professional associa-

tions, unions, legislatures, agencies, foundations.

0 Geographical Area -- national, regional, local, rural, urban.
o Innovaiion Stage -- awareness, interest, evaluation, trial, adoption.
‘ o Inovation Strategy -- lincar, problem-solving, social interaciion,
linkage.

O
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. The last two catcpgorices need {further explanation.
Academric rescarch has proposed that individuals, groups, or insti-
L J

tutions procecd thirough a serices of stages before adopting new ideas. These

stages arc called:

o Awvarcnens —— knowing that the new‘product or practice exists.
o Intercst -- secking nore information about that product.

o Evaluation =- deciding vhether or not to try the new products.
o. Trial -- using the product on an experimental basis.

o Adoption - using the product on 2 regular basis.

Rescarch has shown that individuals and groups vary widel: in their willingness
to try innovatiocns. "Innovators' (the first 37 to adopt something new) are
follewed by early adopters' (the next 10% to try and adopt), the "early
majority" (the next 40%), the "late majority" (the next 40%), and finally

the "laggurvds." luch study has been devoted to measuring the correlation

between the times vhen these "“scctions'

of the adopting population are
reached and a variety of economic, resource, and innovation stratcgies. Diff-
. erent ixfnovation stratcegies arc appropriate to dif{ferent stages of the adop-
tion process and sections of the adopting population.
Academic research has also proposed four strategics for the innovatior
process:

0 The Lincar Marketing Model: A "top-down" strategy, ir which pro-

ducts arc developed by a central organization and "sold" to consumers,
who have relatively little say or participation in this process or
in the product they rcceive, e.g., the text-book publisher in education.

) The Problem-Solving Model: A "participatory" strategy, in which

an organization's information or product providers mc = consumers
more or less as equals to work together on the consumer's problem.
The result may be a unique solution involving modification of the
organization's original product.

) The Social Interaction Model: a "laissez faire" strategy, in which

the organization simply makes its products available and triecs to
make consumers awarc of them. The assumption is that if a "better
mousetrap" is offercd, pEoplc will beat a path to its door; and,
. conscquently, over time the diffusion of innovation process will
occur naturally as thc new idea spreads through the existing soclal

B i&:« networks in a (consumer) population.
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o The Linkare Model: a synthesis of the first three strategies, i
< v

which the organization provides "problem-solving" linkage agents
who attempt to match consumer nceds with definite organization
products and resources (a "linear " flow) in the context of the
consumer's network of social contacts and influences ( a “'social
interactionist" perspective).
These classes of strategies will be used as a framework for presenting alternative
mechanisms for innovation. An overall strategy would be compounded from these
mecharisms depending on the R&D products, user groups, student groups, practices,

subjects, institutions, and geographic arcas involved.

OE's IRNOVATION EFYORT

The problems and successes that OE has experienced in diffusing educational
innovations provide lessons useful in designing an improved innovation strategy

or education.

Functional Deficiencies

Lack of functional performance. Traditionally, each OE bureau or program

has attempted its own innovation effort, usually through its "Office of Public
Affairs" (frequently only one person). The résult has been that innovation has
been limited to dissemination, and that i.any of the fun--ions

necessary in a balanced R&D system are not performed at all, or, because of
severely limited manpower and financial resources, are performed poorly. (An OE
evaluation director compared the situation to "Campbell Soup baving a separate
marketing organization for each of its many varieties of soup, rather than a single

marketing department for the entire soup product line.")

Lack of functional coordination. OE's current organizational design (b
& g y

program, user group and institutions) results in fragmentation of functionual

cfforts within or across program and burcau lines in OE, or between OE, and regional,
state, or local efferts, For example, reading dissemination projects may be
simultanecously underway in Title I, Right-to-Read, and NCERD without effective

integration or even mutual awarencss among these programs.

O
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Lack of systematic approach,  In managing innovation, OE should systema-
tically considcr all the decision-nmakers, influences and inputs required to
bring about cducational change.

Educational publishers have identificed numcrous actors in local educa-
tional systems vho must be influenced simultaneously to promote trial of a
new product: state certificatien cﬁmmittces, chief state school officers,
local superintendents, curriculum adoption boards, principals, department
heads, teachers, parents, special interest groups, students, and so forth.
Sophisticated marketing procedures are designed to contact each group in
terms of its own self interest, and in such a way that the message cach
actor in the system reccives reinforces that received by cach of the others.
OL efforts divided into units with specific client group or instituticnal
constituencies may miss crucial actors and links in the complex social and
cducational systew at the local level. A second defect in OE innovation
efforts has been vhat might be called a "single inputs" approach to inno-
vation--the idea that just' tecacher training, just teacher-proof curricula
materials, just revised administrative procedures (like comiunity controi)
will make a difference. In fact, many inputs usually must be chaéged, cach

in a way that recinforces the change in all of the others, to effect change

and bring about a new, integrated system.

Strategic Neficiencies

K

Limited c .pability beyond awareness and intcrest stases. Glfice of
Management studies show that better than 807 of OE's disseminaticn resources
are devoted to making potential consumers aware of cducational innovation. ,
and pr0viding then 7ith more information if they are interested. OE has not
attempted any cffective "outreach" services capable of encouraging and support-
ing users in the crucial trial and adoption stages of the innovation process.
Rescarch findings indicate that personal contact with a continuing source of
information and support is very importaant in a userﬁs decision to try a ncw
idea. The result has been that the awareness + interest -» trial -+ adoption

progression is usually broken between the "interest" and the "trial' stages.

O
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. Most of OE's specific dissemination techniques appear to be classifiable

under the social interaction (S§-T) stratcegy--a strategy consistent with the

ideas tliat the federal governwent should not intervene in local educatienal

affairs, but one vhich has rarelv been cffective, ITdentifiable dissemina-

tion techniques (and their underlying strategies) used by OE include:

(o]

O
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assumes that new idcas will be picked up by ncarby regional
luboratories and practitioners.

Excieplary programs and demonstrations -~= an S-I approach that

assumes that visitors to domenstration sites will see new practices,
vhich they will take back and institute at their own schools.
Advocacy -~ an S-1 appreach vhich sceks to spread new ideas by
organizing and supporting intercst groupswvho will diffuse innova-
tions to advance their own objectives.

Information banks -- a linear and S-I approzch which makes infor-

mation, curriculum materials, ctc. available to consumers via a
computerized information system on the assumption that presence
and availability will result in trial and adoption.

Personnel training -- an S~I approach which assumes that diffusion

of new ideas is best achieved by training opinion leaders (researchers,
teachers, administrators, etc.) and then seceding school systems

with them, so that they might iniicence their colleagues in an
expanding network of contacts. An example is the BEPD program.
Directive teacher training programs, can, however, be Linear in-

stead of S-1 if teachers have little say in tYe trazining they recceive.

Direct mail, traveling demonstrations, and professional confercnces --

S~I approaches which try to stimnlate consumer awarencss of and
interest in innovations.

Need assessment and plaining support (reneval sites') — 2z S~I and

Probler~Solving approach which cncourages the formation of local
committees to diagnose lecal prevlems, aad then develop, implement,
and control innovati-:» methods which may help solve these problems.,

Examples are: project trend and current renewal-site planning,
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0 Inforrmntion retrieval ond educational extensicen agents -- an §-1

Lincar, Problcix-Solving, or Linkage approach, depending on the
agent's behavior., If directive, Linear; if passive, S-1; if
participatory, Problem-Solving; and i{ a mixturc of all threce,
Linkage. In cach casc, the assumption is that the agent support
innovation by matching new idecas with client nceds. XNCEC is in
the carly planning stages of an extension agent system,

o Dircctive funding. reculations, or legislation -- a "Linear" app-

roach in wvhich the consumer is required to adopt an innovation to
reccive federal funding or comply with federal law. The civil
rights rulings arc an exawple.
The evidence on OE's success in using these techniques is mixed,
Evaluation rescarch has shown that S--I approaches are rarcly cifective.

For ecxample, cvaluations have indicated that not only do visitors to a dewon-

stration site not adopt what they see; but the demonstraticon 1s usually dropped

by the site itself as soon as federal funding is withdrawn. The Troblem-
Solving and Linecar approaches are largely untried in cducation. The proposed
"rencwal site" and "extension agent" efforts will be the firct real test of
these strategies. A lincar ¢aproach is effective in certain instances. The
educational publishing industry is successful in using a linear marieting
approach to scll textbooks, matcrials, ana equipment with sophisticated

sales forces. Whether these profucts are truly innovations and whether this
approach can be effective in education is in doubt. The Linear approach has
not worked well with such new curricula as the National Science Foundation's
Physical Sciences Study Committee program. As a federal strategy for gaining
compliance with civil rights laws, it is grudgingly successful, but useful

only in extreme circumstances.

l.essons for NIE

The lessons of OE's experience for an 0S-OE-NIE system are clear and
have becen suggested above:
o All functions in the product fiow must be performed and coordinated
effectively. Duplication (and its incvitable bureaucratic con-
coaitants--jurisdictional jealousies, compctition for funds, and

lack of communication 5ud cooperation) should be avoided.
O
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o An OE-KIE-OS disscmination system nust be capable of reaching all
actors in the cducational gyster | with all inputs required to effect
change at the local level.

o The dissemination effort must "follow through" at all stages of the
édoption process, {rom awareness through trial, and evaluation to

adoption,

MECHANISMS FOR iNNOVATION

In building a system for innovation, NIE-OE-0S will nccd to use a variety
of innovation riachanisws. Depending on what R&D products are being produced,
and what uscr groups, practices, institutions and geograjhic areas are involved
an appropriate innovation mrochanism will be employed. The purpose of this
section is to describe and cvaluate a number of innovation mechanisms that will
be useful. Assembling these mechanisms into a system for innovation that will includ

ivicion of responsibility for innovation will be the subject of the next section
‘f this paper. )

The mechanisms will be presented in the framework of the four innovation
strategies discussed earlier. The list of mechanisms that wil be presented
is as follows: \

Linear Strategies

Marketing with a Sales Force

Educational Information System

Social Interaction

Teacher Center

Traveling Seminar

Problem Solving

Innovation Tecam

Renewal Site

Linkagg

Resource Personnel Workshop
. Ecucational Extension Agent
Local R&D
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A LINEAR MECHANTSHM FOR DISSEMINATION: LTHEAR MARKETING MODYL

BASIC PREMISES

e -

Disscmination of innovative cducational products and practices is

most effectively and efficiently accomplished by a "top-down" lincar

marketing process. The emphasis chould be on a comprehensive managerial

approach based on the following premises:

(o)

ERIC
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Unilateral, rational product flows: Any innovative organization's
design should be based on a rational sequence of activities which
move ncw products and practices from basic rescarch, throupgh
develcpwment, testing and packaging, to active presentation to
potential consumers (sce Figure 14). Careful planning, with
specific behaviorial objectives, information systems and control
procedures should be used to insure overall organizational
efficiency. '

Functional Division of Labor: Organizational design and staffing

should be divided by function, with attention to the personnel
praéticcs nceded to recruit, train and place employces with
competencics appropriate to the several stages in the innovation
process, and to insure coordination and efficiency.

Aggressive Marketing to Consumers: Potcential consumers nust be

"sold" new ideas produced by R&D experts. Efficient dissemination
depends on good "market research:' accurate identification of
consumer groups, their information and product needs, the channels
through which they traditionally receive products, and the best
methods of rcaching them with the products to "sell." (An example
of this approach is given in Figure 15.)

Performance Evaluation and Feedback: The linear marketing approach

puts cousiderable emphasis on attempts to asscss the performance

of al} of its functional divisions, validate the efficacy of the
innovations it diffuses, and measure the success of its dissemination
efforts. Quantifiable "sales" figures--the number of innovations
actually purchased or adopted by consumers--are used in the
evaluation of individual and organizational performance. Management
information and control systems are designed to respond quickly

to changes in environmental conditions.
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o High Investment in DPissemination: The percentage of funds al-
located to dissemination cfforts should be very high by traditional
standards for lederal programs. (The educational publishing
industry, for example, spends 1 to 3% of total revenues for R&D
and 257% for marketing, the corresponding ratio for the OE is
approximately the reverse: S$10 for R&D for cvery $1 for dissemi-

nation.)

PRIMARY MANAGEMENT FMPUHASES
The focus and principle criteria of success for any marketing organi-
zation is '"sales." In the case of cducation, this is the number of
innovations produced by NIE actually adopted by practitioners and échool.
systems. Production of excellent research which is not utilized is con-
sidered less desirable than production of practical improvements which
move rapidly frow laborastorics into classrooms. ' .
The linear marketing modecl emphasizes centralized, Federal performance
of all the functions identified in the "product-flow'" process, and especially

" functions. A major effort would

the "marketing strategy" and "salesforce'
be to design product "packages" incorporating all aspects of the "marketing
mix" (price, packaging, advertising, promotion, distribution mechanisms,
technical assistance and training, support and maintenance facilities,
funding, sales contacts, etc.) needed to persuade consumers to adopt.
Researchers would be responsible to disseminators for producing inno-
vations that consumers want (or can be persuaded to want), can afford,

will buy and will use.

ORGANIZATION

The linear marketing model requires integration of selling activities
over all levels of government, from Federal offices to local consumers
(see Figure 16). :

Federal Level: OE and NIE would cooperate in developing a "marketing

departnrent' to coordinate the dissemination of NIE (and OE) product and
practice innovations. One or more of the coordinating mechanisms discussed
in Section III of this pdper could be used: an "OE-NIE Dissemination
Coordination Board," a "lead agency'" mechanism in which OF (NCEC) takes

O onsibility for disscminating NIE products, or a "joint funding" or

ERIC
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Figure 16: Coordination in the Linecar Marketing Model
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"free market" system by which NIE works or contracts with OE (or others)
‘for dissemination sorvices. Planning for the "marketing strategy' would

be performed by both agencies with execution for marketing plans (advertising,

direct mail, salesforce contracts, etc.) managed primarily by NCEC. Marketing

efforts, such as professional conferences, training seminars, etec. in which

NIE has the relevant expertise, would be performed dirvectly by NIE.) NCEC

extension agency '

'salesmen" would have two functions (1) promotion of NIE
products to consumcrs in the field, and (2) sufvey and transmission of
consurer necds and R&D priorities (market research) back to NIE policy

vanalysts and planners. NCEC would be responsible for effective marketing
efforts. HNIE and NCEC would shave responsibility for marketing strategy
formulation, and NIE would have responsibility for the efficacy and
relevance of the product or practice improvement marketed. Each organization
would cvaluate its performance in the function assigned to it, and OS/ASPE
staff would evaluate the performance of the overall systems effort.

Recional: DHEW Regional. Offices would serve as "regional sales éffices,"
providing support, supervision and cvaluation of rcgional marketing ard sales-
force efforts. Tihe managers of regional research laboratories would report

"directly to NIE rescarch managers, and would not be directly involved in the
dissemination effort, although extension agents may use the labs as a
resource (e.g., as demonstration centers for new products) in persuading
consumers to try a new practice.

§£§£gf State Education Agencies could be used as "State Sales Offices"
in a rolec similar to that performed by DHEVW Regional Offices. State offi-
cials would expect to have some control over Federal interventions, so
involvement of State offices and personncl in a resource capacity (perhaps
funded by the Federal government) is a probable prercquisite to effective
systems performance.

Local: NCEC salesmen would oversee local territories, and be
responsible for contacting schools in thcir areas, promoting the trial
of NIE imnovations, arranging for the delivery of Federal, regional,

State and local resources (e.g., Federal funds, consulting help from
local universities) as needed, and follow-up and evaluation services to

insure that adopted innovations prove effective and are maintained.
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‘ADVANT AGES
o A lincar marketing systea would provide the active dissemination

capacity previously lacking in Yederal education programs, For-
mally structured, permanent and nationwide in scope, this
organization could rapidly develop great influcnce over all
aspects of the currently fragmented educational efforts of the
country.

o A marketing appioach would permit: s ecific accountability at
PP Sp LS

every stage in the “product flow" process, increasing the re-

sponsiveness of the system to consumer and managerial requirements.

DISADVARNTAGES

o National solutions imposed on local education practiticners
could prove irrelevant or ineffective when applied to local
conditions.

o A linecar marketing'apﬁroach would alom>st certainly be resented
by practitioners and administrators forced to rely on Federal

‘ agents motivated to scll finished R&D products, rather than on
more locally controlled resources motivated to solve the

particular problems occurring locally.
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LINEAR MECHANTSM TOR INWOVATION: ZAn IRIC-Type Information Svstem

BASIC PREMISE

Educational practitioners reccognize their need for improved techniques
and educational products, and are eager to jmplement practical results of
educational R&D. Furthermore, useful results and products are available.
Phe main problem is to bridge the gap betwecen R&D results and avareness by

practitioners.,

OPERATION

Large, national information systems such as the Lducational Resources
Information Center (ERIC) aid educational reserachers and practitioners
through the publication of indexes, abstracts, and rcviews and the sale of

icrofiche and hard copy repred:ctions of documents. Clearinghouscs of the

system also produce bibliographies, research reviews, provide qucry response
and personalized seyvices for researchers and practitioners, and may even
help translate research and mwactice results into guides for
practitioners. Currently, ERIC is a decentralized system consisting of 19
clearinghouses, each run by a private contractor and specializing in the
acquisition and processing of a particular subset of the educatioﬁal literature.
Alternative structural models are also possible.
LINKS TO OE

Information systems such as ERIC may be managed by OE's National Center

for Educational Communication (NCEC) as is ERIC now.

LINKS TO NIE

NIE may routinely provide all research reports and data collected to the
information system as well as aid in the selection of areas fo review and
evaluation, in the indexing of matcrial, and in the preparation of Practi-

ioner Guides which either help practitioncers with propram choices or show them

b~y ¢ implement a specific program.
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ADVANTAGES

The greatest advantage of the information system mechanism for

dissemination is that it least disturbs the research and practitioner

communities, demanding no joiit effoxrts, no participative decisionmaking,
no additional institutionzl or maupower additions of great size, such as
demanded by dispersed development facilitier and cxtension'agent pregrams,
and no copyright problems in the dissemination of R&D results.

-

DISADVANTACES

As outlined in the above premise, the information syétem mechanisn
requires practitioners to recognize their need for R&D results and scarch
for availuble information by interrogating the information systen. Also,
the mechanism demands that useful R&D results be available and accessible

.

in the information system, Recent research has shown that:

o Rescarch results in education are often conflicting and irrelevant
’ and almost never translated into practitioncr terms. )
o ERIC-type systems are very seldom utilized by practitioners, as

they prefer to communicate personally with colleagues and others
in a school system rather than rely on an information system.

o The wvisibility of R&D results and access to them provided by an
ERIC-type system are limited by the format that must be used to

handle the large volumc of information available,

O
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‘ SOCIAL TINTERACTION MUCHANISM FORK TLNOVATION:

A Teacher Center

BASI( PREMISL

Eduéational practitioners recognize their neced for improved
techniques and cducational products, and are cager to implement the
practical results of educational R&D. Furthermore, useful results
and preducts are available. 7The main problem is to bridge the gap

v between R&D 1esults and ayvareness by practitioners.

Possible purposes of Teacher Ceaters are to provide places where
teachers can go for assistance with practical problems and whcré they
can learn of new techniques and educational preducts which emerge
frow ecducational R&D. Current .thought ::out the structure of these

. Centers suggests that (a) subject matter specialists may be either
located at sites of Teacher Centers or available to them on a regular
or request basis, (b) space and facilitics for teacher training
would be available, (c¢) curriculum materials and other educational
products would be on display, and (d) educational extension agents

might be based at Teacher Centers or available on a regular basis.

LINKS TO OE

Teacher Centers may be funded entircly by OE's National Center
for Educational Renewal, jcintly funded by OE and local school districts,
or fully funded by local school district once Jevelopment and initial

operating problems are solved.

LINKS TO NIE

NIE may assume responsibility for making results of R&D known
to personnel at the geographically dispersed Teacher Centers, or
for making results known only to extension agents who in turn will bring
‘ the R&D results to the Teacher Centers.
Q
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‘ ADVANTACES

Teacher Centers provide h}gﬂ;g&ﬁ}ﬁﬁjﬁzﬁand high accessibility

as a dissemination mechanism., They make no demands on the location
of R&D performance or on the decisionmaking processes for R&D manage-

ment.

DISADVANTAGES

The Teacher Center concept relies heavily on inherent motivation
v of practitioners to seek information at the centers and of R&D per-
formers to produce the products and techniques needed and demanded.
Furthermore, unless two-way communication is established between
practitioners and researchers through some other dissemination mech:

anism such as extension agents, there is no formal feedback met would

the practitioners' needs and preferences to guide the R&D decision-

[

making.

O
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SOCTAL _INTERACTION MICHANISM FOR _TNNOVATION:

A Traveling Seminar

BASIC PREHISES

o Educational R&D has produced and will produce many innovative pro-
ducts and methods potentially uscful to practitioners in
solving »rob’ems or improving the quality of their practice.

o Because of differences in the innovative characteristics
cof local school districts throughout the country, a small
proportion of districts will implement new techniques and
products as they are produced, while the great majority of
districts will require significantly more demonstration,
explanation, persuasion, and assistance if they are to
adopt new practices supgested by the results of educatiornal
R&D. )

o Ruther than rely on the motivation of teachers, local
administrators, and other educational practitioncrs to
seek out innovations which they may find useful in their
practice, personnel and innovations must be brought. to-
gether through specific dissemination programs.

o Credibility and persuasiveness will be greatest not when
potential innovators are brought to demonstration centers
free from the constraints of normal school operatioms,
but when they scve the actual operation of an innovation
within other school districts similar to their own, and

talk with the practitioners involved in the innovation use.

_PRIMARY MAWAGEMENT EMPIIASES

The primary emphasis in the traveling scminar approach does to
bring groups of potential innovators to field operations where new
. e
products and techniques are being uscd'énd have been evaluated. Manage-~
ment of the seminar approach émphasizes:
0 Disseminating information about proven educational innovations.
Q
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0 Stimulating educators to try out aud implement these inno-
vations.
o Building cradibility about the uscfulness of these innova-

tions by wctually operating them on demonstration sites in
school districts similar to those of potential innovators.

o Building credibility about the usefulness of these innovations
by having respected educational leaders serve as tour
guides for groups of potential innovators wvho visit the

demonstration sites.

OPERATION

o Only those schools yhere significant innovations have been
in-opelration for at lcast.one year would be sclected for
site visits by the traveling seminars.

o Each seminar would visit several schools. Some of the
schools would be demonstrating the same innovation, so’ that

" each seminar would see only a few different innovations.

o Each seminar would consist of approximately thﬁrty educa-
tors. . _

o Each seminar would he led by a well-known and respected
educator. |

o Subjects to be investigated might include grouping, sche-

duling, school organization, curriculum and teaching methods,
or other areas where innovation has cccurred.

o Seminar participants would include local administrators,
state ‘department and teacher-training personnel représen-
tatives, supcervisors, tcachers, school board members,

educational specialists, and community group representatives.

LINKS WITH THE OrFICE OF EDUCATION

The National Center for Educational Copmunication in OE would
manage the traveling seminar program. The management tasks would
be:

o Selecting school districts for site visitation.

o 0 Sclecting cducational lecaders to head the seminar.

ERIC
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o Orpanizing the groups of participants.
o Assisting the scminar leader in disseminating information
about the demonstration sites.,

LINKS WITH NIE

o NTE would either totally sponsor or share the costs of
implementing innovations within school districts across
the countyy seclected by ORE as candidate demonstration
sites, .

o NIF and OF would agree cn which of these sites would be
used as demonstration sites after they had operated for

a period of tine,

AL VANTAGES

The advantages of the traveling seminar approach to dissemination

are that:

o The impact of the demonstration iz high because potential
users are brought to sites where innovations have actually
been in operation for at least one year.

o] The impact is high also because the demonstration sites
are in schools similar to those in which the potential
innovations are involved.

o Potential users may discuss the innovations with their
professional peers at the site in addition to research

or demonstration experts.

0 Contacts are face-to-face.
DISADVANTAGES
o The traveling seminar approach does not encourage two-way

flows of information between the R&D system and users. There is no
direct channel by which problems arising in ine usc of a

new technique or product can be tramsmitted back to the R&D

system, nor is there a direct way by which new problems can

Q be suggested as topics for work by the R&D system.
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The objective of the traveling seminar is dissemination
of information, not assistance in the implementation

of innovations. Participants in the traveling seminars

must be sufficiently motivated during the demonstrations
to overcoune any obstacles cncountered in attempting to

adopt the innovaticn in their own practice.
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SOCTAL INTERACTION MRECHANISM TOR INNOVATION:

The_ Innovation: Team

BASIC PRIEMILSES

If teachers felt more responsibility for initiating change in
their environment and more authority to wake decisions about curricu-
lum and instructional methods, innovation would be sustained at a
much higher level in school systems. Progrcss toward these ends
can be achieved by establishing an Innovation Team that works with
teachers to make them aware of innovation and to help them solve
problems encountered during the trial and adoption stages of inno-
vation. These services are provided only vhen the teacher recquests
them.

o A variety of useful innovations and resources are assumed
to be available in the school system and elsewhere in the
form of training programs and instructional materials.

) The primary purpose of the Innovation Team is to help the
tecachers sclect their educational goals, assess the pupils
needs, and apply the appropriate educational innovations.
The entire range of classroom problems is considered.

o Teachers will feel more responsibility for succeeding in
adopting an innovation and be more likely to seck consulta-
tive advice if the Innovation Team is composed largely of
fellow teachers from the schools being assisted.

o] The Innovation Team should be reclatively free of pressurecs
from school administration.

() The Innovation Teaw should function permanently but be re-
staffed periodically to institutionalize innovation as
a mode of operation in the schools.

o To maximize the propects for successful innovation the
Team should have access to people and material
resources outside normal school system channels.

PRIMARY MAWAGEMENT EMPHASES

Q 0 The Innovation Tcam would be composed of tecachers specially
ERIC
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' trained in the innovations available for adoption,

o The chairman of the Team would be a consultant, expert in the
managenent of innovation support services,

o The Innovation Team would plan and perform the innovation
support program as a full-time responsibility.

o The Innovation Team would provide assistance only in res~
ponse to requests by teachers,  and except for announcing
the availability of services, would never attcmpt to "sell"
teachers its services.,

o Innovation Team costs would be paid for five ycars by
grants from the Federal government and matched by the
State govermment, Beyond five years, costs would be paid

from local sources.

ORGANTZATTON ) .

The governmental structure for managing an Innovation Team pro-
. gram would be minimal, in keeping with the objcctive of. maximizing
teacher responsibility, The principal government agencies would be
an office in NCEC to issuc formula~determined amounts of funds to
the states and an office at the state level (or the State Extension
Service, if one exists) that would allocate the formula funds to
sclected projects, using a peer-review system. To:' further reinforce
the responsibility of teachers for innovation, most of the peer
review panel would be former members of Innovation Teams. No tech-
nical support would be provided for the Innovation Team.

-The Innovation “eam would consist of ten to fifteen members
chosen initially by a school official. Most Team members would be
from the schools to be serviced by the Innovation Team, and would
have achieved considerable success, with at least one of the
innovations available for adoption. Team members would be appointed
for two year:terms. To help insulate the Innovation Team from admin-
istrative pressures, replacements would be sclected by the remaining
team members. Each Team member would rececive full teaching salary

‘ and be relicved of all teaching duties. The Innovation Team would
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. be broken into scui-independent subgroups of two or three, with ecach

subgroup assigned to one school.

RUDIMENTS OF OPLRATION

In operation the Innovaticen Team would operate according to the

following outline:

o The Team would be free to evolve its own operations, ap—
proaches, and strategies. 4

» o Planning would be done during a summer session in which
subject matter pricvities and target tcacher populations
would be determined.

o Most Tecams would clect to cstablish offices away from the’
schools being scrved.

o During the academic year the primary Tunctions of the Team
members would be planning and conducting workshops for
teachers, direct classroom aid, and procurement of supplies

. and expertise. Extensive use vould be made of consultants
and cxperts from outside the school system.

o The weekly schedule of Team mewbers would be four days

of assistance and one day of meeting as a group to dicuss
problems and programs.
o As the Team matured, part-time effort could be devoted tc¢

special purpose curriculum projects,

LINKS TO THE OFFICE OF EDUCATION

"o Links to OE would be indirect and few, if any.

LINKS TO NIE

o The expert in managing innovation support cfforts could well
be based in a division of a regional laboratory that spe

cializes in teacher training and implementation of programs

in schools. The regional laboratory could be supported by

® _ NIE.
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® wumas

The advantages of lnnovation Teams are that:

o] A means for bringing external resources more directly to
teachers in the classroom is provided.

o The Innovation Team déals with each teacher on an indivi-
dual basis, by making it possible to tailor services direétly
to his or her neceds.

o Assistance is provided only on request, making its use more

v likely.

DISADVANYAGES

The disadvantages of Innovation Teams ave that:
o No explicit means for relaying needs and problems back to
R&D are provided.

N

o No external management control is exerted on the Innovation

' Team as a check on quality of performance.
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o PROBLEM-SOLVING MECHARISM FOR 1NNCVATION: Renewal Site

BASIC PREIIISES

Local schools have the resources to support problem—solving activities,
but social, vpoliticul, and managerial factors are preventing this activity
from occurring. There are four principal difficulgies: (1) a lack of
knowledge in the local educational community (students, parents, teachers,
and administrators) about how to accomplish problem-solving, (2) a lack
of appreciation for the importance of deliberate problem—-solving activity as
a key to reform, (3) a lack of consensus among the diverse elements of the
local educational community about the identity and importance of problems,
and (4) a lack of awarceness about existing solutions to problems. An
effective way to oversome these deficicncics is to assign responsibility for

planning and implementing a program of reform to a representative council

of citizewns and education professionals. *
o Consensus will be possible, and probably even more likely in the
. long run, if people from all elements of the local school community

are involved in the problem-solving effort.

o The Council's jurisdiction would be limited to from one to a few
schools rather than extended over a large number of schools, to
mininize the difficulty of achieving consensus and getting a

sizable percentage of participation in council efforts.

o The cluster of schools involved would be called a Renewal Site.
o) The Renewal Site would have license to consider any problem in

the schools under its juridiction, and be subject to tlie School
Board's but not the Superintendent's authority.

o Local communities will not start a Renewal Site unless the finan-
cial cost to the school system is near zero.

o After experiencing the benefits that result from Renewal Site
effort, the local_schbol community would be willing to pay all

Renewal Site costs.

O
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QGAN 1ZATION

Three organizational entities would be required in managing a program
of Renewal Sites: A National Center for Education Renewal in OE, the
State Departments of Education, and the local school board.

o The National Center would have two rcsponsibilities:

(1) Evaluating and approving applications for Renewal Site
grants.

(2) Directing Rencwal Site councils to cxperts who would help
define or solve educational problems.

o The State Departments of Education would have two responsibilities:

q (1) Stimulating Renewal Site applications
(2) Direccting Rene&al Site councils to experts who would help
define or solve problems.

o OE would award funds for Remewal Sites to local school board§.

With the cncouragcmeht of OE and the State Departments of Education,
. the school boards would dedegate authority for managing these funds
to the Renewal Site Council, and retain only an overseer role.

The Renewal Site Council wodld have ten members representing the school
board, superintendent's office, principals, teachers, parents, students, and
citizens.

) Members would serve for three year terms te maintain continuity in

the planning activity. |

o Menmbers would be appointed by the school board.

0 The Council would be a working team and not a management board.

o OE support to a Renewal Site would last only five years. Renewal

Sites would be encouraged to continue their vork indefinitely with

support from local funds.

OPERATION
0 The first phase of Council operations would Le assessing problems

within the Renewal Site. This activity could take many nonths, as
all clements of the Renewal Site community would nced to be contacted.
The next phase of operations would be planning an action program to

solve or allceviate the problem.
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The final phase would be evaluating success and restarting the
assessment process.,

The Council would hsave funds to hire outside expertise.

Typical issues which a Rencwal Site might address are: parent-
school relatiounships, installing modular scheduling, and,:as an
exanple of a gpecial problem, smoothing the transition between a
conservative group of elementary schools and a very innovative
high school.

Experimentation has shown that the work of problem-solving teams
like Rencewal Site Councils can be considerably improved if the
team receives training from expert problem-solving specialists in
human relations, application of problem-solving models, and the
handling of survey data.

As the Council matures, part of its work should be training others
in the local community to be change agents. ‘ . -
As the Council matures, other functions could be added: a subor-
dinate Ruosearch and Development Council, a mechanism foxr detecting
successful innovations in nearby schools, a mechanism for contin-
uous asscssment of needs, a mcchanigm.for training change agents,

a Teacher Center, and a Parent Center.

ADVANTAGES

(o]

The members of the Renewal Site Council are socially linked to

and familiar with the comnunity's problems.

The Renewal Site can be a permanent structure for facilitating

innovation,

DISADVANTAGES

(o]

® -
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channels and sonetimes doubt their own authority to act,



O

ERIC

Aruitoxt provided by Eic:

~117~

LINEAGE MECHANTSMS FOR JTRNOVATION:

Resource Yersonnel Workshop

BASIC PRENISE

¥ducational devclopment cannot be separated from innovation
which happens when developed products are simply released to the
educational marketplace, The difficulties with this approach are
(1) that tcachers and administrators are not innovation oriented
and, hence, are not looking for innovations to solve their problems;
(2) that local constraints. znd resources seldom match the require-
ments of a curriculum produced for a national market; and (3) that pub-
lishing houses tend to "brutalize'" a curriculum in the drive to sell
materials. A solution to these difficulties is the Resource Personnel
Workshop concept,. where the .developers of a curriculum- are engaged
to run workshops that train resource people who will then vork with
schools in modifying and adopting a new curriculum.

o Since a major problem in adopting a new curriculum is
adapting the curriculum to local constraints and resources,
the resource people should be school personnel familiar
with problems in the schools wliere the curriculum will
be installed.

o] Because of variations among localities, separatc work-
shops must be run for different regions of the country.

o The spirit and intent of a development, which is usually
the fundamental innovaticn, is more likely to be replicated
in practice if somcone heavily involved in the original

development is the Workshop leader.

PRIMARY MANACEMENT EMPHASES

o; The objective'in running Resource Personnel Workshops
is to train and assist people who will help practitioners
modify and use a new cducational development.

o The Workshop leader should be somecone who was involved

in the original development effort.
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‘ 0 A nuiber of schools in the arca served by a Workshop should
be at least interested in adopting the new curriculum before
the Workshop starts, but one responsibility of the Workshop
teams would be promoting the adoption of the new curriculum,

o The Workshop participants should mect periodically over one
year's time to resolve difficulties encountered in working
with practitioncrs., .

o Workshop participants should be chosen by the Workshop
‘leader, preferably from the schools interested in adopting
the new curriculim,

o] The Workshop participants should be supported to continue

their work in additional schiools after the Workshop formally

ends,
ORCANTZATION .
‘ Resource Personnel Workshops (RPH's) could be administered

by a variety of arrangements., One would be to consider RPW's as an
integral part of an NIE development project. Another arrangement
would be to assign responsibility for managing RPW's to the Office
of Education. Especially for regional development projects, RPW's
could be managed by the rcgional laboratory or the State Department
of Education,

The administrative tasks. that .need to be performed -are: . ..,

o Finding a group of schools interested in adopting the new
curriculum,
o Interesting a member of the development team to submit a

project proposal for an RPW.

o} Evaluating solicited and unsolicited proposals.
o Selecting which projects to fund.
o Monitoring and supporting ongoing projects.

Each Worlshop would consist of approximatcly thirty participants
divided into teams of tvo or three. Typically, a team consists of
‘ a subject matter specialist and two teachers, or a principal and two

teachers. All would have experience in schools similar to and nearby
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. the schools to be reached with the new curriculunm,

(o)

The training portion of a Workshep project would be conducted
during the summer,

A principal objective would De transmitting sufficient under-
standing of the fundamental innovation to the participants,
so that, when faced with classroom realities, they would be
able to recommend a practice that faithfully reproduced the
intent and effect of the curriculum design.

During the acadenic yeuar the Workshop teams would be working
with teachers in an assigned area. Activities could include
stimulating their interest in the new curriculum, and assist-
ing them in adapting it to their classrcom needs and goals.
The Workshop could reconvene periodically to work out mutual
problems and exchange insights.

The Workshop leader would also make periodic visits to the
Workshop teams and the teachers being aided, as a counseling

and evaluative nmechanism.

ADVANTAGES

0.

The Workshop is a reciprocal mechanism because it provides

a way for developers to see the practical difficulties.
involved in using their products,
The Workshop is an innovation mechanism in which all contacts

are face~-to-fsce,

The Workshop teaws are from the same school environment of

practitioners being served.
The Vorkshop format is easily adapted to working with insti-

tutions other than schools.

DISADVARTAGES

O
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The "fan-out" ratio of Workshops is low because one devole
oper trains on the average ten Workshop teams per year,

who train mayde fifty tcachers over the average team's

lifetime,

O
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LINKAGE MECHANISM FOK INNOVATION: The Lducational Extension Agent

BASLC PREMISES

o} Educaticnal R&D has and will producce many innovative products
and methods potentially useful to practitioners in solving
problems or improving the quality of their practice.

o For a variety of rcasons, most practitioners do mot naturally
engage-in cnough problem solving activity to cause them to
search out innovations that could be employed.

o The most effecctive way to induce sufficient problemrrsolving
behavior in practitioners is to establich permonent personal
relationships between them and the Fxtension Agents who
are responsible for stimulating problem-solving behavior
and mobilizing resources. .

o These extension agcﬁts must have ready access to R&D products

. and knowledge relevaut to the problems they encounter, if they
are to be successful in the long run.

o Extension agents will be more responsive to the practitioners'

needs, and more often used, if practitioners pay at least part of

the cost of supporting the Extension Agent system.

PRIMARY MANWAGELMENT TMPHASES

The primary cmphases in the extension agent approach to managing

innovation are:

o provide practitioners and others with the personal services
of an Extension Agent, who permancently associates and works
with these practiiioners aud outhers in diagnosing cducational
problems and finding the resources to solve them.

o} Have e¢zch agent reside in and take responsiblity for school
district-sized arcas of the county.

o} T.ink extension agents strongly to a regional research and

levelopnent facility that provides them with relevant

’ information.
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o Have the practitioncrs and others using the agents' services

pay part of the ngents support costs.

o Once the practitioners' confidence is gained, use the extension

system programmatically for diffusing important R&D results into

practice.

ORGANIZATION

The organizational arrangement for delivering cextcnsion services is
.
a decentralized gstructure containing the National Center for Educational
Communicatvicens (in the Office of Education) and a number of Regional

Educational Extension Scrvices.

Nationai Center for Educational Communications

The National Center for Educational Communications would have
three primary responsibilities: (1) evaluating the performance of the
gional Educztional Extersion Services, (2) developing, testing, and
implemunting now cxtension practices, and (3) organizing programmatic
efforts to diffusc nationally important R&D results through the
extension network. The National Center might also manage other innovation
programs, such as a conputevized abstract service or Teacher Centers.

The National Center would be organized into five divisions: four
subject-oriented divisions and one responsible for cxtension service
developrient. The subject-oriented divisions would have responsiblity for
evaluating the performance of the Regional Extension Services and

organizing the programmatic cfforts.,

Regional Extension Services

Adjacent to exch Regional Laboratory maintained by the NIE would
be a Regional Educational Extension Scrvice hecaded by a Dircctor of
Regional Educational Extension. The Director would have five assistants,
one in cach of the abject arcas defined by the Hational Center and one
or administration. Each Assistant would have sufficient manag-~rial and
‘echnical staff to fulfill four responsibilities: (1) tend to the administrative

nee%s of extension agents, (2) participate in the planning and wmanagement
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'f national diffusion initiatives, (3) plan and exccute regional diffusion
initiatives, and (4) hire and develop the corps of Extension Agents.
The Regional Extension Scrvice would be supported by funds from
two sources: a formula grant from the National Tenter, and matching

shares from the participating school districts,

Extension Agents

Extension Agents would be assipgned responsibility for a geographic
drea encompassing one or more school districts. The xtension gent
would cstablish werking relationships with head teachers, influential
adminictrators, citizens, and others by working with them (1) to diagnose
and solve their problems, and (?) to recognize opportunitics. The
extension agent could be assisted by whatever additional staff is nccessary.

The extcnsion agent could locate his office in a Teacher Cen:er,
should one be available, as an ideal way to establish and maintain co&tacts
“n the e¢ducational community.

In solving problems the ILxtension Ageuils would have many demands

for information, products, and dircct assistance from R&D., The Extension

Agent would dircct these requests to the appropriate Extension Specialist

wvorking in the necarest Regional Education Laboratory.

Extension Specialists

Each Regional Education Laboratory would have several Extension
Specialists on its staff. Each Extension Specialist would be responsible
for knowing all the research and developrent results in an assigned
subject area and responding to assistance requests from Extension Agents.

The Extension Specialists would be considered staff members of
the individual departments in the Recgional Education Laboratory, since
they would be hired and managed by the departuent directors. and ‘
located with the rest of the department staff. Many of the Specialists

would do R&D on a part-time basis.
O
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To coordinate the activities and perforinance of Extension

Specialists with the needs of Extension Agents, euach department head in

the Laboratory would report to the Director of the Regional Extension

Service in addition to the Director of the Regional Education Laboratory.

The Regicnal Lxtension Scervice would give the department head an annual

budget for Extension Specialist services.

LINKS WITH THE OFFIGE OF EDUCATION

(o}

The National Center for Educational Communications in OE
would manage the extension network, creating a natural

linkage.

LINKS WITH NIE

R&D inputs would {low "horizontally" from regionally located
researchers and developers supported by NIE through the Exten-
sion Specialists to Extension Agents and practitioners.

R&D nceds would be transmitted back to N1E through several

mechanisms:

(1) Extension Specialists would influence researchers and
developers in the Regional Laboratories in their choice
of problems

(2) the Regional Extension Service Dircctor cculd influence
the Directors of the Regional Education Laboratory, and

(3) ‘the National Center could request assistancce from NIE

through its linkages with RIE.

(o]
o]
ADVANTAGES

The advantages of the extension agent concept are:

o

O

‘ERIC

Aruitoxt provided by Eic:

The system is reciprocal in that the same linkages used for
diffusing R&D recsults into practice arc channels for influencing
the direction of R&D activity.

Because the system is formally structured and permanent,

practitioncrs know vhere to find assistance and have less

difficulty communicating nceds.
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Countacts are all face-to-face,

Contacts are all locally ceonvenient to practitioners.

DISADVARTAGES

O
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(o]

The Extcnsion Agent builds a nctwork of social relationships

and comnitments not eusily changed,

The Extension Agent's services arce vulnerable to capture by

segmonts of the educational community,
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LIRKACE NLOTARISM TOR INNOVATLON:  jacal R&D

BAS1C PREMISE

itself conducts R&D.

A school district will be nore likely to use RED results if the district

(o]

The district's R&D personnel will associate with professional pcers
outside the school diLuiics, providing natural linkages vetween R&D
and the local school district.,

When performed locally, R&D can be very responsive to a particular
clasgroom practice or managerial decision, which makes it very
useful to the local district. This usefulness should increase the
demand for RED by local users. Administrators and practitioners
will more likely accept R&D results if they are produced by their
own orgmmization than if they are produced by external agencies.
School districts will not pay for R&D with their own resources

until its usefulness to them ic clearly demonstrated.

PRINARY MANAGERTNT EMPIHASES

(o]

School districts would receive a block grant of funds from the

state for a five year period to pay for R&D.

School districts would decide how to spend this R&D money.

The State Department of Education would provide assistance in
establishing the R&D capability to each participating school
district,

The district would be encouraged to continue the R&D program on

its own funds after f{ive ycars.

GRGANTZATTION

The organizational arrangement for %ocal R&D would consist of agencies

at two levels: a Division of Local RED Assistance at the federal level, and

R&D Advisory Services in eachi of the Statc Departwments of Education.

O
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Division of Local R&D Assistance

The Division of Local RED Assistancoe would be part of the National
Center for Educational Communicaticons in OE or part of NIE, The Division
would have four responsibilities: (1) making formula grants of funds to
State Departments of Educotion for award to local school districts, (2)
developing improved policies for conducting local R&D, (3) ﬁroviding
technical assistance to the states in developing and managing their Local
RED Assistance Funds, and (4) evaluating local R&D efforts. The staff of
this division would be expert in techaiques for developing R&D capability

at the local level.

Statc R&D Advisory Service

Each State R&D Advisory Service would avard a number of local school
districts funds to bc spent on RED over a five year period. The stare staff
ould have three responsibilities: (1) stimulating and evaluating applications
qor R&D awards, (2) conducting R&D on the best st:fateg:lms for conduc.ting R&D, and
(3) providing assistance to local districts in designing their program,
acquiring staff, linking the local effort to regional R&D institutions, and

securing long-term financial support.

School D strictls

Each school district would establish an Office of Rescarch and Development
to manage and/or conduct R&D, with a Director reporting to the Superintendent
of Schools. The Office would consist of two or three R&D professionals and
a nunber of rescarch aides, such as teachers on part-time assignment. The
Office could be dcsigned to serve school decision-makers (such as the Board
of Education) or instructional purposes, depending on district needs and

opportdnities.

O
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.e.}:s WITH THE OFFICH OF EDUCATION

The principal contacts with O would be visits by professicnal staff
from the bDivision of lLocal RED Assistance {(6f it was located in OLR) near
the beginning and ncar the end of & district's five ycar grant. The result
of these visils would be an ova]uation'report jointly approved by the
Office of Research and Development Director and the Division Staff. These
reports would be a principal mcans of developing improved policies for
conducting local RED for recowmendation to the States., The Division would

not attempt to evaluate every local effort but only a sample of the total,

LINKS WITH NTE

Most local Offices of Rescarch and Development would be linked with
an adjacent R&D lacility. Many of these facilities would be associated

with NIE.

.yggmcus :

The advantages of local R&D are several:

o Decision making and/or instructicn would be improvad at the local
level through the results of RED addressed specifically to local
problems,

o As producers of R&D, the districts would more likely bccome
consumers of R&D produced elsewvhere. '

o Jocal districts would develop a working relationship with a

regional R&D institution,

DISADVANT/ GES

Several disadvantages of local R&D arc also apparent:
o . Qualified staff for conducting and/or managing R&D locally is
extrenely scarce, and would be hard to keep in a small, remote unit’ such
as a school R&D staff,
o Qualificed staff for the State Advisory Service is crucial to
developrent of competent local R&D, but like qualified staff for

the local offices, it is in very short supply,
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O

The local office could be svhjected te extreme political pressures
that would be a burden on the staflf's time and might compromise the
objcctivity of the R&D cfiort.

A difficult decision would hLave to be made to favor grants to

Jocal districts where resources and competency are high or to

local distriects where rescurces and competoncy are low.

.
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