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A summary of the discussions held at the Nat1cnal
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A CONFERENCE REPORT

E

On June 6, 1972, a conference was held at the offchs of the National lns{ituté”
of.Education Planning Unit on the subject of HIE/NCEC educational information dis-
semination services and practitioner incentives to utilize information and R&D

" products. The conference was attended by Daniel Weiler (Chairman, on leave from
Rand Corporétion}i Harry‘Silberman, Marc Tucker, Ben Sprungef, EmérsoniElliott,
and Bev Kooi (NIE Plaﬁning'Unit), David Cohen (Harvard Graduate School of Educaiion),
Tom Glennan (OEO),'Dale HMann (Columbia Teachers College), Dick Schutz "(SWRL), and

Tom Clemens (NCEC). This report summarizes the conference highlights and conclusions.

With HCEC. coming int6~NIE there will be new Opportun‘ties to imbed infprmatioﬁ

dlssemnnat|on activities within comp\ementary and supporting NIE pnograms. The

bons before us were, hriefly:

1. What should these NlE-supported activities look like (programs;.demonstré—
tions, research)? _ _ |

2. ‘How should NCEC activities be structﬁred so as ito mesh_efficient!y_&ith
ithe overall NIE agenda in this area? . )

3. 'What research-programs, . (|nc]u«:ng experiments aﬂd\dé;ijtratuons) should

i

"be considered an-integral part of NIE/NCEC s information d|ssem|natxon -
~activities? Alternatively, '

I, - Whatl programs should be supported elsewhere hlth!n NIE because they have

a less d:rect bearlng on the |nrorrat|on dissem|nat|on/utnlizatzon questlon7

‘We assumed that any discussion of these problems would keep in mind the ex:;Eence
| of both multiple objectives and multiple: audiences fbr-educa&ionél information-and
¥ RED products. For example, there are important differenceé“ﬁetween the object?@es

| of maintenance, improvement and reform Jn education, and dudtences would include at-’

' 3¢ast fhe following sets: T

.o 2\ U5 DEPARTMENT OF HEALTH,
) 'EDUCATION & WELFARE
\strict Audiences ‘ N\ T NATIONAL INSTITUTE OF
. l " - . EDUCATION .
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0istrié‘t. Audiences, (cont'd.) _ : - . -

Principals
District aomnnnstrators
Board members

State Level Audiences

State and county specialists

State superintendents -
€tate Board Members

State Legisiators

Federal Leve! Audiences

’Federa{ pkogram'designers R : g
Federal executives - '
Federal legislators
One\has only to glance at a list like this to appreciate the cowp!exxty of the pro-
b!em of incentive structures in education. However, some fundamentals seem well i

.enough establnshed to merit consideration as a basns for further thinking about this

problem:’

tncentives to seek and use educational |nfornat|on and R&D products cannot

be saud to exist independent of incentives and opportunities to make and
lmplement policy decisions with regard to educational programs--in the
classroom, in the school, in the dfstrict, in the state, in the nation. %

“hese may be ?ncentives‘end‘oppqrtunities to maintain an educational. pro-

_ram at its existing level of qualfty,‘to implement new and improyea i
programs, or to reform programs or processes. What matters is that these
incentives and onportunltles Erecede |ncent|ves to acquire ‘and use eduoatlonal

information, determ;ne the extent of the information required, the kind of
|nformat:on sought, “the s speed with which it is desired, the format considered
mest aoproprnate, the style of ItS acqulsxt|on, and *he uses. to whxch it
will be put. _ R f S -

2. .These incentives and opportunltues can be a consequence of “extr:ns;c” forces -
impinging- on educatlu“a! professnonals from legislators, courts, or the
community=--i,e., from “outS|de the system --or they can be Yintrinsic'" to the

“educational SYSLum within the bounds of its present structural, bureaucratnc,

o~ prefessignal, and political’limitations. ' ’ ‘

. ,?3...TheSE’tﬁtentives and'oprrtdnitie;;are related directly to perceptions held

s O by ﬁj{ierent.actors of: (a) opportunities for profC§:Tenai advancement

{status) esteem, income, personal satisfaction); (b) the risks that may .
\‘ . N " ' ) . . R N - /_:' .
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accompany a decision to act: or to withhold action, and (c).opportunities

Q to pursue deeply held beliefs.

What we are saying, then, is that the need -for and uses made of educational

information and RED products are related to the canacntz,to act in education, and

that the nature of this capacnty-—the |ncent|ve structure, the opportunltles, the
origins of policy decisions--is somcthyng we must know much more about if information
dissemination is to have a more direct bearing on.the process of edycational chahge.
Brbadiy stated, present OE/NCEC policy with regard to the disseminatiohaof"educa-
tional information is basedvon the assumption that by providing'practitioners with

the necessary information, many barriers to educationalrimprovehent can be overcome.

We take the view that if practitioners aré in fact to seek, acquire, and use whaté»er
information is available, we must worry about their incentives to do so, and that

these incentives are not related |n the first instance to the desire for information
per se, but to more fundamental questions of incentives to |mp|ement educatlonal po!.cy

decisions.

Thus, depending on what can be learned about some of these processes, one might

somewhat different decisions about-- : .

" a

1. The substance of NVE/NCEC programs designed to address the incentive problem.
2. The targets for NIE/NCEC information dissemirdation efforts.
3. The products deemed most useful for dxfferent -audiences, and most likely to

promote the objectives of educational improvement and reform. ,

Research on these problems <3 Zogically a part of the NIE/NCEC infermation
dissemination program in the’ same sense that market research is a part of all product

dissemination efforts. ; : . S

The Conference discussed some examples of'NIE/NCEC programs either current]y_dndeh

way or now projected whose scope and thrust could well be affected by conclisions ﬂ\

4

~
RN

some of these areas. - For example-- -

emerging from research in )

S, - s
1. What should be the charters of the educatlgnal extensnon agents? Who
should they service? What kinds of servncq< should they provide? What
should be ;Héir qualificétions? What scrggénng procedures for their
selection §hould be instituted? What kind ofbtraining program should they
be in? o N ﬁ . ' | o
How legitimate are current assumptions about the information needs of the

educational community? -Thesé needs are for the most’ part Identified by
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, practitioners-fhemseIVes on the basis of (a) their current access to
O information, (b) thé current quality of that information, (c) their -
current place in the educational organizational structure, and (d) their’
current. level of |ncent|ve% to make decisions leading to |mprOVement or.
reform, Of wﬁat uti ]nty are infornlation dissemination practices based on
this kind of” information? . ' B
3.. What is the vallduty and utility of the research now being conducted under
NCEC auspnces on the ''best of current practice''? .This kind of research is
extremely difficult, At the'1east, such efforts should include an”attemptz
to provide descriptive syntheses of the systemic effects of different
combinations of resource inpdts.(including student characteristics), teaching
processes, and organizational structures. Information thus a:quired would
then have to be inspected for our. ability to extrapolate ”general rules''
for program}§uccess under varuous curcum;tances, and such rules would
in turn have to be translated into practical irnlementation-advice. Even
then,‘the settings for pngram~application will be- largely sui generis, and wiiﬁu
L pfobaB]y require the kind of expert assistance that could hot be rendered
G /.by the current medel of an extension agent. Difficult and unanswered questions
°/remain: What are the proper criteria for assessing program effectiveness?'l
\ Can various combinations of program characteristics be ”weighted”‘accord[ng"
“torsome’ihdex that will give potential ﬁepiicatorsla reasonable indication
of the probabilities of success with such a program in thelr own district
or school? (How should such a. index be constructed? On what.-basis should
.the weights be apportioned?) 1f such program descriptions are to be collected
successfuiiy nationwide (aesuming for the .moment that answers'can be found
to some of the preceding questions), a requirement is suggested for a broad
and highly |nstntut|onalnzed information collection effort based on some
decision about relevant performance crlteria, program chafacterlstlcs of.
interest, and related matters. - The machinery for such an information
collection effort is not available and has not been designed. Thus, NCEC
'mdet fall back on the current’ijprtice of checking by phone, followed by
site visits, snmply to ascerta:n whether locaily generated program
descriptions are reluab!e |nd|cators of what is actually happenlng .The

resulting product cannot résemble practical guidance for program replication,

“and it iS-little’wondef.that'program'replication does[not result. If ~

’[ERJ!: NIE/NCEC is E9 move in strength into this area, and if the necessary 4.
@ {nformation on program characteristics is to be collected, serious attention .
I U . . ‘ )



must be devoted to the. mechanism by which this information is to be

aggregated,;anahyzed, synthesized, and translated into a product of some S
utility. This, in‘turn, suggests much more careful attention than has
heretofore been paid to the entire inforﬁaﬁion collection as well as
information disseminatiion structure of the NCEC effort. (Somehow,
extensfon agents do not seem to be the answer.) ’ }
4. What mechanism will be built into this process- to insure that with eventu
funding by state ahd local agencxes of programs begun at the federal ]eVel,
hthe hecessary quallty of personnel and programs will be maintained?
A§. How shall NCEC programs--especially ERIC--be structured in order to avoid
serious coordination and interface problems between Basfc inforﬁation
ldentification, collection and dissemination functfons, the exfénsion

agents, information retrieval centers, and other components of the national

system?

. : RN
A numbér'of more specific research topics are suggested by these and related 1

gl rns . WTihout attempting to provide a formal "research agenda' and without too

W erfort th eliminate redundancy, we list some of these topics below:

. What are the boundaries and limitations on opportunities to implement

.

\\\educationai change witﬁin'the structure of the present educational system?
- Have incentives and opportunities that exist within these bounddries been'

thordugh]y explored? What'incentives are latent within this system and
how can they be tapped? The current.NCEC model assumes that there are
exteﬁsive opportunities and K@centives already in existence, and th?t by
manipulating the access to and volume of information, NCEC can have an impact
on educational change. There may indeed be such incentives and opportunities’
and this model méy therefore make some sense, but the ultimate consequences
.of these assumptions have not been fully tested, and NCEC may do itself a dis-
service by failing to exp]ore more thoroughly the character of motlvations
and opportunities that now exjst in the system

2. What.is the relationship between individual and organnzatnonai capacntles

to act, and their ;nfotmatlon acquisition styles? Specifically, how do

rganizations 1ns;Jtute search procedures? Under what circumstances do

they attempt to rationally maximize outcomes, and when do they simply

RJ}:( Sftempt.to minimize uncertainty? Where they behave in the latter mode,

"how can we get them to refocus on educational problems per se? The question
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e suggests a need for basic research on organizaticnal ‘performﬁg--what

we can expect of them, and of different strategies for prombtip_ incentives.
We should look at the circumstances under which education professionals

will combine under outside pressure in order to institute a self—regﬁlator?
mechanism. What is the "tipping point" for this kindfof behaVior, i.e.,

how much real change can.we get before the system becenes hyper-defensive?
Some related points: (a) Men, not organizations, act, but what does this
“mean in pfactice? (b) Organizations will trade some uncertainties;fon
others. VWhich? Under what circumstances? {e) If organizations try {d_
minimize uncertainty, will the dellberate creation of certain kinds of \

uncertainty drive them to uncerta:nty minimization act|Vtt|es that are

productlve?

3. Given a requirement for the creation of incentives which originate with

.forces that are "extrinsic'' to the current system, what kinds of public

-

information activities would stimulate the interest of parents and communlty‘
. in (a) increasing the level of their interaction with schools, (b) seeking

; A

and acquiring information that will assist them in making useful evaluations"”

A\

of educational practice, and {(c) organizing for productiveicriticism and

participation in de*is’?*-making processes? . —

L. Wwhat kind of person and what kind of educational product is most effectlve
for the information transfer function for different audiences and
different educationai objectives? f v _ ;

5. What has been .the outcome of various strategiescﬁsed by different institu-

'Atjons for the installation of effective practice? What lessons can be
learned from their experience?

6. What have been the consequences--including consequences relating to~

' !n%cg@ation acquisition sytles--of past adoption of various changes-and
reforms? | ‘

7. What has been the impact of various strategies for the i p]ementatjon of

_demonstration and experimental edﬁcational programs, as aéll as the

implementation of new but non-experimental programs, on activities designed .

to maximize prograﬁ replication? How have ''proven'' programs been packagep _—

and distributed? ‘ .

. What is the ndture of the economic and social marketplace En/wgich publishers

operate? What is the role of commerclal pdb]ishers in providing practical

o -~ curriculum and materials alternatnves to schogi systems, includihg the;r \;

'EEBJ!; rol/Pnn distribution practlces? Can IncentIVes for use be attached dTrectly

i

——— -} m’
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. to ReD products? What alternative curriculum and productjdnvclopment .
o ..tratcgues might be considered in order to "open up'' the ,system? ™~
9. What is the role played in the |mp]emcntat|on of educat:¢nal zhange

by cach of the actors who sit organizationally between qhe teacher and the top
govérnance of a school district, including the role of ﬁhe principal? Is N
there\pr difference in the consequences that can be expéctcd from attcmth

to ado new programs, depending on the identity of the/district pezson

NP

respo sible for program adoption? .

-10.  What factors promote or inhibit the spread-of information and géod programs
within the district? What is the role of the planning function? What

.system insulation mechanisms have districts tried {e.qg., "specialists' i
hired ikoresponse to federal and local pressuﬁes to innovate})? Who is -
most re pons:ble for the implementation of change in different kinds or
d|ff€¥ent sizes of districts?
11. VWhat is the influerice of the school purchasung and supply system on
educational change, including the state curriculum adogtlon system? What
.can we find out about the impact of purchasing, packaging, materials recycling,

and related mechanical -problems on incentives to make ﬁhange decisions, i.e.,

how can negative incgﬁfives to change be eliminated at this level?
' =

Three approaches suggeat themse]ve> for this kind of research
1. Case studnes of ~ |nportant new srograms or demonstrat;ons.
2. Tracer~Stulies of some past experiences.

59. Experimental variations.

Some specific.examples:
P '

1. A tracer study of the effecfs of varioué course coﬁtept improvement strategies
undertaken-by the National S¢ience Foundation. | 4

2. A study of Pro;ect Follow Through program rep]:catnonuand d:ssemlnatlon :

_activities. . , f\ -

.f—***3§\'Case studias'of information aéquisitiép styles and program dissemination

lrepTication tivities assocxated with the. dlfferent style= of educational

change represented by the varuous Experumental Schools projeces funded by USOE.

A study of the |nfqgmat|on acquns:tnon and utlllzation pracedures in the

a

elementary education voucher demonstration.
A study of the personnel requirements assoc:ated wnth the information transfﬂr

function in npnfégggat;on areas. For exampl&, the technical sclentific

f

In engineering/aerospace. o ~ SN -

writer
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R 6 .Experimenté with variéiﬁeé of extension agent roles andfqua]ifications,
o | e.g., (a) Parent/compunity extension agents--who would service the needs of
‘parent/community groups rather than the nceds of educators, (b) The program
replication agent-—the specialist who understands the political/social/
bureaucratic entry points 'in thé system, and the probabnllt:es of success
that can be'attached to different lmplementatlon modalntues, {e) The board
member extens;on agent--~-someone who can deal dlrectly with e]ected members
of Boards of Education ln the LEAs in order-to prov1de them with spec:al
analytic assistance. - . S
7; +An experimental television program aimed at teachers, whose purpose it would |
. be to inform teachers of pﬁégn ms-, curricula, and products of potential
interest, and to inform them é:out the fastest way in which to acquire
information about these products ahdtprogramsr Su;h*a_prégram\might be
’\toérdinated with both extensién.agents and some form of physical linkage
at the school building level, perhaps something as simple as a direct tele-
- phone line. This kind of experiment would be desiigned in part to test the
extent of the incentives and opportunities that pow exist within the % - /

boundaries of the present educational system.

. An experimehtal television program aimEd at parents, whose purpose it would
be to help them make informed judgments about the quality of their children's
.education and to point them toward WaQS of get*lng further information that
might be of assistance to them. . - . —
9. Pjﬁ xperimental prOJect to create a;\eli:e cadre of school principa}s,.
séf cted and trained on 'the model of the Armed Forces Cémmahd _and Staff
Co]lege, or of ‘the Harvard Graduate School of Busnness Administration’'s p
Advanced Management School, (Some experlments in thls area have alrgady
“been undertaken, apparently with. dlsappoantlng results., _ One of the problems
appears to have been the relnforcement of a form of. ein*?é@ that?served to
further insulate administrators from the vnewsmof-parents.: We assume that
any ‘training progfém with such an outcome was on its face the wrong kind.)
This kind of expérfmeht would also be designed to test the boundaries of
opportunity that exist within the present ;ystem, by attempting to reinforce R
incentives to seek change (and information Ehat.wiil bg ofkqgsistanéﬁ in J

0 plaf"@uping change ) from within an existing cadre of school administrators.

Some of thesé research efforts should be an |ntegra1 part of the government's

I " O ition dissemination program {e.g., from'the above examples, numbers 5, 6, 7 and 8
ot 4 A . !

sticular). Some might more profitably be s@pported uniFr related fundnng/auspa;es,
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Oh they may be —expected to yield important inﬁoﬁnétion imna‘cting on information
dissemination activities. OR balance, we'beiievo'that an impartant fraction of -the w
budget devoted to lnformatlon dlssemlnatlon in educatlon should be used for research
;n the general question of incentives for change, whlch wi'll in turn have a dirdct
impact on the question of incentives #o seek, aequ:re, “and ut{ixze edupatlonai
information and R&D product Thus, while thelmain thrust 'of NCEC's. information
dissemination efforts need/iot necessarn]y bg altered at present, it wéuld seem
unwise to undertake a ]awge extension age\t Zrogram as preJently contemplated before
we are able to answer some of these cr:ttcal Euesttons In addltlon, the work that
is prescntly being undertaken in the areas of educatlonel |nformat|on need ‘assess”
ment, and the identification of exemplary programs needs to be thoroughly reevaluated,

and research programs designed specifically.to improve these ‘functions should be

-

undertaken as soon as possible. o o -

o "




