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ABSTRACT

American Education has suffered from its inability to
comnunicate and gain wvide adoption of educational improvements. Since
the ¥Wational Institute of Education (NIE) will be judged in terss of
the degree to which educational practice is improved, it must assume
responsibility for the implementation of new findings. Thus, NIE must
conduct a three-pronged operation. First, it must analyze and remain
sensitive to user needs, without becoming captive to the users?
immediate desires at the costof abandoning long-range basic
research. Second, NIE must continue its research and development
activities. Pinally, the Institute must oversee the dissemination and
utilization of the products of its research. This will require
research on strategies for effecting the diffusion and implementation
of new ideas, cooperating with other educational agencies, and extra
funding for these post-research and development activities. It
appears that the best way to insure the smooth development of
innovations from need analysis to implementation is to make the same
group responsible for an entire project from -inception to comgpletion.
This will require the integration of both personnel and functicns to
a greater degree than has previously existed. (ER)




D -

- 4

<< ° N .

c -
[ I 7, (
Z 0
Ovl — A
52 . : ;
w - . . . Wt
a8 1 4 ’ . . : -
- ) 4
3 : :

* L R
A e o, i
i g b+ A ) *
V Lot -
H - “wr ‘ ‘
[X) . v .
R o~
< ‘ . .
w ~ s -
= , ,
' &
- .
: & - oS J -
’ - ~
-

*1.61 ‘Tz 19qwadag *aa8unadg uag i
*JIN 3O AITATIDY UOTIRUIWASSIQ - ‘
10¢¢e . .

117880 03 .

LY
Q
IC

i
3
iz
}
:

E



I PIGHTED MATERIAL HAS BEEN QRANTED BY

. T T
'? -PEAMISSION TO REPRODUCE THIS COPY-.
. % DEPARTMENTOF HEALTH,

e ruve oF N =X _ DRAFT: For discussion
SOUCATION o D ORGANIZATIONS OPERATIN 1
{ DOCUMENT MAS BEEN REPRO 10 Emo:::uemswnnmiﬂmo"“ - purposes on y
‘ f;‘é-‘;’é‘.‘.‘éﬁ‘&- .'.‘.‘xi‘r'.‘éﬁ%:-'é?o? ) :‘125:5‘0! EDUCATION. Fuﬂm!:n":":t Revised 12/22/71
NG 1T POINTS GF VIEW OR OPINIONS OUCTION OUTSIDE THE ERIC SY e
TED DO NOT WECESSARILY REPRE OUIRES PERMISSION OF THE COPYRY . B. stnSer

Of A
T OFFI1QIAL NATIONAL INSTITUTE -
ICATDOS POSITION OR POLICY OWN

&

DISSEKINATION ACTIVITY OF NIE

_ American educatlion has.been plagued by the inability to
communicate and gain wide-scale adoption of new or improved edu-

cational concepts, products, and practices with any predictability
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or regularity. Rather, worthy innovations in education have been

N

implemented only nn & token scale. One might conclude that change

Er

in educetion is screndipitous and overtakes us more often than

£

RO

Lol

we bring it about,

The legislative history and enabling legislation require thre
National Institute of Education to make certain that .the results
of its educational research and development not only contribute ‘
to the basic knowledge of learning, but also insure that new and
improved educational practices are implemented in American
education,

The research and develovment mission of the National
Institute of Education is clear and the outcomes of its activities

- will be diverse and numerous, But it will not be upon the diver-

8ity or quantity of its products that the NIE 1s Jjudged. Rather,
its ﬁerformance will pe evaluated in terrs of the quality of what
is produced and the number of its outcomes that achieve large-
scale practice. If NIE 1ls to be Jjudged in thgseAterms, then it
must be allowed to assume responsibility for the acceptance and

" Ymplementation of its R&D outcomes and alternatives.

? Although compelling argumenfs can be made for the.cloae
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become a captive of the user. The experlience and exposure of the

users tend to make them short-sighted and parochial, The

insatiable user needs and service demands frequently drive out

the basic research activity. Conversely, abdicating resronsibility

for utlilization or fallure to thoroughly explore the users'

situation places the R&D agency outside of the prgctitioner's
world., The greater the isolation of the R&D agency from the
users' situation, the lesc 1ikely that the R&D outcomes will gain
wlde-scale utilization.

As a result of insufficlent evlidence on the effects of
differing dissemination strategiles, the National Institute of
Education willl undertake basic research and d.ﬁelopment work on
alternative wayé of implenmenting R&ﬁ outcomes and new alternative
practices,

- The diverse nature of the users of NIE's outcomes provides
ample argument against any single dissemiﬁation mechanism. Sone
of the possible results of NIE programs include: Improvéd
producis or practices, major alternatives to existing products or
practices, new knowledge or informatlion, and new laws or con-
stitutional change. The consumers of NIE research and development
outcomes include:

Scholars at universities who utlilize outcomes for continu-
ing research, and/or communicate
and interpret outcomes for others.

Influencial observers who seek or become aware of new
products or practices and evaluate
them for recommended action by
policy and declslon makers or acply
pressure for their adortion, e.g.,
teachers, professors, consultants,

assoclate and assistant superin-
tendents.
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Policy and Decision Makers who have been assigned the formal
' role of adorting, modifying or
rejecting new vractices or vproducts,
e.8., School boards, legislators,
superintendents, college presidents.,
Implementers vwho are charged with the respon-
8iblility of carrying out thre
decisions made by policy makers,
€+.8s, Princicals, teachers, curri-
culum directors, budget officers.,
Practitioners vho accept or are charged with the
responsibility of using the new
practice, e.g., teachers, adminis-
trators, alds, clerks,
Recipients who receive benefit or are negative-
ly affected by the installatilon
and practice of the new vroduct
or practice, e.g., students,
parents, communities.
No single strategy for lmplementation will be sufficlent,
NIE must command a varieﬁy of implementation strategies to be capable
of achleving the specific purposes of 1ts research and development,
To meet its diverse program objectives, skilled personnel will
be necessary for need analysig and determination of dissemination
strategles as well as for the research and develorment activity.
For example, the expertise necessafy to assess, research, test
. hnd deliver a curricular innovation may involve totally different
expertise and skills than are required to deliver an alternative
method of allocating fiscal resources in a school system,
The strategy and channels used for affecting wide-scale
adoption of & new educational practice or product must vary in
accordance with the type of product and role of the players from
first awareness to implementation, ZEffective communication and .

implementation for a product can .occur only when mechanisns,

Q
-R/Cnnels and agents are identified as appropriate for the given

A ruiToxt provided by ER
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product and the role of every player at each stage of the diffu-
silon process,

Sufficient evidence exists which indicates that the most
major innovative efforts result from the vision of a few men who
develop the concept into reality and follow it through develop-
ment and into the field where it 1s installed.l

If the research and development activity sponsored by NIE
is to meet its mandate, then the management and organizational
structure, regardless of the difficulty, must find a way to
1niegrate both by function and personnel, the resvonsibility for
need anaiysis research, development, dissemination and utiliza-
tion. The dellicate balance Of all the functions and personnel
can allow practice to influence needed research efforts and
priorities and allow research and development to.influence
practice.

Once a program plan has passed the tests of quality,
slgnificance and implementability or practlicality, it may be
designated as a program to be developed, and those who did the
planning will be glven the work assignment to carry on the devélop—
ment. Rather than shifting the responsibility of a funded progran
from;one group of people to another, the initlal group awarded the
program will be responsible for it as it progresses through the
planning stages (problem analyses, neced and cost effectiveness)
to research and development activities, and to implementation

stages (communication, delivery, utilization). No program will

Q :
FRICproject Hindsicht, Department of Defense.
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be funded until its design contdins approprliate mechanisms for
utilizing the outcomes.

Continuity of staff assignment to.different developnent
stages will probably increasec the likelihood of izplementation
of the results of NIE work,.but it does not insure that there will
be a near-term wide-scale improvement in education. Even though
new alterpatives may result from the NiE's work, thelr impact on
Anerican education will recuire the abiiity of NIE to involve and
utilize other agencles, bureaus and departments when they can
specifically contribute to the planning, program and utilization
objectives of the NIE, .

Regardless of the agency dlisseminating thé R&D outcomes, -
the cost of Vidé-scale inplenentation of a new alternative 1is
usually much greater per year and extends over a much longer
period'of time than the cost of research and development. Con-
sequently, a commitment to insure wlde-scale delivery and utiliza=-
tion of created, developed and tested outcomes will. demand funds
far in excess of that necessary to support only the research and
development activities. (See Figure I)

The National Institute of Education will need to work with
other agencles and seek additional funding if it assumes principal
respbnsibility for the communication and utilizatlion of its products.
For the Natlional Institute to undertake alone the full effort of
need analysls, research and development, and dissemination and
utilization, it would within a few years find its entire budget
consumed by maintaining user needs with little or no new monies

) . .
ERJ(}ft for baslic research or development. In doing such, 1t would

IToxt Provided by ERI
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also duplicate existing services in other agencies. Conversely,
AT the NIE becomes solely dependent upon another agency, or
abdicates its prircipal responsibility for need analysis,
research and developnment, dissemination and utilization, it can
become captive, dependent and/or 1m§otent depending upon the
other agencies' ability and willingness to perform the needed
services,- .

Assuming principal responsibility for all major functions,
the NIE must prevent need analysis and installation efforts from
driving out the research and development activities. Consequently,
the National Institute of Education must actively explore and
establish with agencles for cooperative agreements, sub-contracts
and ﬁhe purchasing and seliins of needed services and products.

Therefore, during the planning stages (which will include
analysis of cost effectiveness and preliminary utilization
stratagies), i.e., assistance from other organizations will dbe

engaged by means of sub-cohtfacts, buy/sell, and cooperative

. agreenents, This assistance will be sought from the Office of

Education (i.e., NCES, NCEZC, Renewal Centers, et. al.), NSF, Nlﬁ;
NIFMH, professional societies and public and private enterprise.
At the conclusion of the planning period and when a progran is
funded for R&D, other agencies may be involved in this effort.

As the R&D effort progresses, the appropriate means of
disseminating and utilizing theeffort's results must be finalized,
In'makins this selection, the nature.of the R&D outcome and the

varticular user must be consideped. The channels and mecnanisms
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may include, but notbe limited to, comm:ercial publishers, various
learned societies, associations, extension agents, renewal sites,
etc., and might also involve limited copyrights, selling, releasing,
sub-contracting and c00perative agreements,

The definition of NIE's specific respoasibilities to and
relationships witﬁ other agencies and departments must await aci-al
NIE progran commitments. 1In prematurely assigning functions to
other agencles, NIE could become captive of another agency, or
lose the authority necessary for designating responsibility to the

agency or group most capable of meeting program demands,




