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Abstract

purpose: This report gives the history of approximately
the first two ycars of the satellite telecommunications
demonstration project being planned by the Federation of
Rocky Mountain States in Denver, Colorado. In addition

to history, the report summarizes the evaluation planning
activities and provides recommendations for planning futurc
projects.

Methodology: In carrying out the Contract and in writing
this report our® roles and methods combine thcse of parti-
cipant observer, interviewer, and researcher of documents.

Results and Conclusions: This report is prepared in five
chapters, They are: [I. Introduction: Participants and
Setting in the Early Planning Phases; II. Rationale for
Evaluation Planning, Rationale for Format and Historical
Analysis; III. Narrative Chronological History; IV. History

. from the ETD Componcent Function Viewpoint; V. Analysis of
the History of the Federation of Rocky Mountain States'
Educational Technology Demonstration and Recommendations

. for Future Projects.

*
Stanford University, Department of Communication Field Tcam.
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Preface

"he nurnose of this Final Report is to summarize the
first cighteen months of operation of the Federation of Rocky
fountain States' Fducational Technology "emonstration (renamed
after May 1973: Catellite Technelogy Demonstration) and to
provide an analysis of the events 2f the project that will
be 'tseful to government officials, students of public policy,
and others who may be interested. '

Most research is either evaluative, diagnostic, or nre-
icriptive. Some programs involve aspects of all three.
Fvajuative research is the easiest to nmerform, and prescrip-
tive (since it involves prediction) is the most difficult.
Although the present effort deviates somewhat from the usual
conception of research, we have made an attemnt to combine
the three of the types, evaluative, diagnostic, and prescrin-
tive, into a meaningful whole, 1In doing this we have used
participation, observation, and historical recording and
analvsis techniques. It is hoped that recommendations derived
from this project will be generalizable to similar undertakings
and to some of the ever more frequently occuring coonerative
arrangements being developed by various levels of governmen
and local communities on numerous projects. :

v



Chapter 1

INTRODUCTION:  PARTICIPANTS AND
SETTING IN THE EARLY TLANNING PHASES

Nancv il. Markle, David G, Markle, Conrad G, Carlherp

Earlv History

In 1971 planners in the National Aerunautics and Space
Administration (NASA), the Department of Health, Education,
and Welfare (HEW), and the Corporation for Public Broadcasting
(CPB), were seeking organizations to carry out demonstrations
using the Anplied Techuology sSatellite-T, which would be
peostationary over the Rocky Mountain area for the first vear
after its launch--then to be earl{ in 1973--(71/06/02, 71/06/2A,
71/06/02B, 71/06/14A, 71/06/14B),

The Federation of Rocky “fountain States was aware of
notentials of satellite communications and hegan to discuss
mutual interests with NASA and HEW (72/10/04A, 71/01/14,
72/11/16)., In May of 1971, FRMS received a preplanning contract
and began to work on what would be needed to nlan a satellite-

. assisted demonstration for the delivery of social and educa-
tional services for the region (72/02/24). The services of
the svstem were to be based on perceived needs and wants of
the notential system users.,

Four orpanizations with regional interests were to coonerate
with HEW and NASA to prcduce the Demonstration: FRMS, the
Education Commission of the States (I'CS), the Wes*ern Interstate
Commission for Higher Fducation (WICHE), and the Racky ‘fountain
Corporation for Public Broadcasting (RMCPR).

The Federation of Rocky Mountain States

"he Federation of RPoczky Mountain States is a non-nrofit,
regsicenallv-hased organization, Tts memhers include tae
governoars of six states (ldaho, Montana, Utah, Wvominw,
‘nlorado, and New “exico), as well as many professional anld
cducational associations, and corporations., The TRYS offices
are in Denver, Colorado., The President of the Federation is a
farmer Governor of Mew “Moxico., The Federation engages in
a numher of activities invended to promote bhusiness and

T. " ™¢ nurhers refer to documents, by date, that were sources

for information, The documents are listed in the Refercences,
. For examnle, ~1/06/02A indicates the vear {1971), the month

(06--Tune), the lav (2), and that it is the "A"” document

in a ¢sroun with that date,.

ERIC T
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industry, transportation, land use, educatior, performing
arts, and so forth, for the six-member-state region. Such

an association is notentinlly heneficial, hecause the Rockv
Mountain region has a high nroportion of land to inhabitants,
and by sharing, or in some cases, hy centralizing services,
each state may derive greater henefits from existing and
potential resources.

The Federation is a relatively young organization,
founded in 1966. The ETD is its first large nroject. Tt
seemed to the original planners of the Satcllite nroprams
that the Federation was a logical choice to centralize the
satellite-related activities for the region. Originally,
the Federation would guide the project and nrovide a small
career-oriented nrogram and utilization services. The
Fducation Commission of the States (FCS) would, under suh-
contract, nrovide nlanning and management services, as well
as nrovide content for ea.ly childhood education pro-
gramming., The Western Interstate Commission for Higher
Fducation (WICHE) would nrovide programming in the Higher
Flucation field. The Cormoration for Public Broadcasting
would provide advice, some facilities, air time, and
services. The Rocky ‘lountain Projects would coonperate
and share ideas and some equipment with educational and
social services projects in Alaska and in the Anpalachian
Region.

The first planning proposal was submitted in Julv 1971
("2/11/16). Three content areas with high national and
regional nrioritv were identified: early childhood develonment,
career development, and higher education, ‘

After revisions, made for the nurpose of limiting the
scopc of the pronosed activities, a planning contract was
awvarded on the basis of negotiatiens conducted in .Tanuary
1072 (72/01/01. This contract (later amended to hecome a
grant) nrovided $500,060 from the Office of Education,

There have bheen many Jdevelonments since the time of that

first srant, These are discussed in subsequent chanters of
the present Final Report,

Flucation Commission of the States

The Fducation Commission nf the States is also a rela-
tivelv voung organization, founded in 1965, VCS has its
headquarters in Denver, but it has a hroader national hase
than FRYS. At the time of the ETD Project, FCS claimed the
covernors of 1) states a: mephers,  The larpest I'CS arnject
tn date is the “ational \ssessment, which it inherited from
the Fonmittee for \ssessing the Progress of Pducation in
1971. FCS has not been involved with the ETD since *fav 1073,



Western Interstate Commission for Higher Fducation

WICHE is a non-profit agency created bv 13 western states
(Alaska, Arizona, California, Colorado, Hawaii, Idaho, ‘lontana,
Nevada, New Mexico, Oregon, Utah, Washington, and Wyoming). The
governor of each particivating state appoints 3 Commissioners
to the Governing Board of the Commission, The Commission
administers the Western Regional Education Compact, which is
an aecreement among the states to work cooperatively to imnrove
educational programs. WICHE was form.lly created in 1951:
nrogram activities hegan in 1953, The Commission terminated
its involvement with the activities of the ETD, after the
funding was reduced in 1973,

Rockv Mountain Corporation for Public Broadcasting

Tte Rocky ‘lountain Corporation for Public Broadcasting
is assn:iated with the nationally-based Cornoration for
Public . roadcasting. As stated earlier, members of RMCPB
were to provide advice, some facilities, services, and air
time for the Project. However, it has been decided more
recently to locate the satellite projects' uplink to the
ATS-F in FRMS-onerated nremises in Nenver and to establish a
small produrtion studio alsc in FRMS operated premises. As
a result, the potential role of RMCPB is not as clearlyv
defined as it might have been under other circumstances.

Related Projects

The related Alaskan and Appalachian satellite projects
were somewhat slower in becoming onerational than the FRMS
FTD. In addition, these projects were somewhat less
ambitious in initial conception than those of the TRMS ETD,
Roth are presently active, with some aid in engineering and
equipment from FRMS, '

ilistorical Context for the DNemonstration

The present demonstration is an ongeing effort in
the context of changing federal policy, with an increaso in
state participation and involvement in national and regional
decision making. One element of this shift in national polic-
is an Mdministration effort to reduce the amount of lepislation
intended to achieve very specific nurnoses in American educa-
tion (categorical grants), and to increase broader revenue
sharing erants. The implementation of this shift in nolicv
is an imnortant part of the historical context of the Yemon-
stration hecause associated federal decision making had an
influence uron federal planning for the nroject, allocation of
funds, and monitoring arrangements.,
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The project was funded and began operatiors during a
period of several national dehates on educational nolicy
and the role of the federal ge*rernment in education,
For example, as a result of nroposals presented by the Depart-
ment of Health, Fducation, and Welfare the role of the federal
government in higher education was being debated in Congress.

"Fducational renewal' was also heing discussed within
Congress and the Administration. The hasic idea was to focus
federal discretionary monies on the areas of highest need in
the United States, primarily rural areas and major cities.

Legislation for the National Institute of TIducation, which
had originally been proposed several years earlier hv an advisor
to the President was also being considered in fongress. The
Office of Fducation was in the process of a reorganization.

The cummulative effect of these events was an atmosnhere of
continuous change in the formulation and administration of
federal education policy in Washington.

We cannot fully interpret the effects of these events
unon the Demonstration because complete documentation is not
available. The project has been affected by debates on
educational renewal in NIE and the Fund for Postsecondary
Fducation, and by administrative/legislative negotiations on
revenue sharing. Written public records of these negotiations
are limited. There is no written record of numerous discussions
concerning the Nemonstration--discussions about the role of
federal-state cooperation, levels of federal funding, and
of negotiations betwcen the states, Consequentlv, some parts
of the history have been based on extrapolations from existing
data and observed changes in the operation of the nroject.

The Stanford University Department of Communication
Tield Tean -

In May of 1972, the Nffice of the Secretary, Nenmartment
of Health, Lducation, and Welfare awarded an § month contract,
later extended to an 17 month contract ending 8 Octoher 1973,
to the Stanford niversitv DNepartment of Communication. The
nurpose of the contract was to nrovide an adjunct evaluation
nlanning staff for the FRMS LTD (72/04/07) (72/05/08).

The Stanford contract called for the nerformance of six
major tasks. These tasks were completed at the interim re-
norting period (8 .January 1973), Two tasks (1) and () were
also continued by the contract extension until 8 October 1273,
These tasks, and their resultant documents were:

Task 1: Provide advice and guidance on evaluation to
the Demonstration nlanners during the design of the
experiment. '
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2: Provide an analysis of the historical record of

the Demonstration planning nrocess.

Markle, Nancy H. "General History and Analysis
of the Planning Phase of the Federation of Pockv
States Fducational Technology Demonstration."”

Part IV, Interim Report, Contract No. HEW-NS-72-
155, Evaluation Planning for the Rocky Mountain
Demonstrat1on In Fducational lechnology, L.M.
Nelson and N. Maccoby, pPrincipal Investigators,
Stanford Iniversity, Stanford, California.

19 January 1973.

FHall, Douglas . '"The Historical Record of the
Planning Phase of the Federation of Rocky ‘“Mountain
States Fducational Technology NDemonstration.'" Part
VIII. Interim Report, Contract No. HEW-0S-72-155,
Fvaluatic< Planning for the Rocky Mountain Nemon-
stration i.; hducat:onal Technology, L.W. Nelson
and N.  Vaccoby, rrincipal Investigators, Stanford
Iniversity, Stanford, California. 19 January 1973.

Task 3: Provide a statement of the educational objec-
tives for each segment of the Farly Childhood and Career
Education components of the Demonstration.

FRMS ETD Career Nevelopment Compnonent. '"Objectives
Prepared by the Content fomponents of the Educational
Technology Demonstration.'" Part III A. Interim
Report, Contract No. HEW-0S-72Z-155, Evaluation
Plann1ng~for the Rocky Mountain DNemonstration in
Educational Technology, L.M. Nelson and N. Maccobv,
Principal Investigators, Stanford 'niversity,
Stanford, California. 19 January 1973.

FRMS ETD Early Childhood Development Comnonent.
"Objectives Prepared by the Content Component of
the Educationai Technology Nemonstration.” Part
TTI B, Interim Report, Contract No. HEW-0S-72-155,
Fvaluation Planning for the Rocky *fountain Deion-
stration in Lducational Technclogy, I.49. VYelson

and N.  4accoby, Principal Investigators, Stanford
University, Stanford, California. 19 January 1973,

Task 4: Provide a specific plan, including draft
instruments, for documenting what was done during the
Demonstyation,

Foote, Dennis R, '"A Draft Documentation Svstem
for the Educational Technolegy Nemonstration,"
Part IT. Interim Renort, Contract “o. HEW-NE-72-
155, Evaluation Planning for the Rocky ‘ountain




NDemonstration in Educational Tecinology, L.M.
Yelson and N. Waccoby, Principal Investigatnrs,
Stanford University, Stanford, California.

19 Tanuary 1973.

Task 5: Provide a specific plan for formative
evaluation to be made during the earlv stages of the

NDemonstration, and for the introduction of impbrovemecnts
during its progress.

Markle, D.?, 'Interim Planning for Formative
Fvaluation of the Fducational Technology Nemon-
stration." Part I, Interim Report, fontract \»o.
PEW-0S-72-155, Evaluation Planning for the Rocky
fountain Region DNemonstration in Educational
Technology, L.M. Nelson and N. Haccoby, Principal
Tnvestigators, Stanford University, Stanford,
(Calitornia. 19 January 1973.

Task 6: Assess the problems and rossibilities involved
in making a summative evaluation of the Demonstration.

Markle, Nancy H. "Problems and Possibilities
Involved in Making a Summative Fvaluation."

. Part V. Interim Report, Contract No, HEW-NS-
72-155, FEvaluation Planning for the Rocky *ountain
Region Demonstration in I'ducational Technologv, L.,
Nelson and N. Maccoby, Principal Investigators,
Stanford lUIniversity, Stanford, California.
19 January 1973,

An additional pvaduct of the first period of contract work
was a paper on a method for cost/accounting:

\farkle, D.G., N.H., Markle, and Dennis R. Foote, "An
Approach to Cost/Benefit Analysis, Federation of
Rocky ‘fountain States' Fducational Technologyv
Nemonstration.'" Used for Fxamples. Technical
Renort, Contract Ne., HEW-NS-72-155, Fvaluation
Planning for the Rocky Mountain Region Tlemonstration
in Fducational Technolngy, L.M. Nelson and V.
Waccobv, Princinal Investigators, Stanford !niver-
sity, Stanford, California., U.S. Depactment of
Health, Fducation, and Welfare, Office of the
Secretary, 6 July 1973,

As mentioned above, in January of 1973 the original
contract was extended for 9 months to continue with Tasks
1 and 2 and to begin implementation of some of the recom-
mendations in Task 5. As a result of changes in the FTD in




May 1973, both in funding and the resulting project organi-
zation and objectives, products of Tasks 3, 4, and S5 are not
being implemented in the present demonstration,2

Background for the FRMS ETD

The rationale for an Educational Technology Demonstration
was based on an analysis of numerous issues in education and
technology in the late 1960s and early 1970s. One aspect of
the rationale was that the cost of education has been rising,
but the returns for the investment in education have not been
rising proportionally.

It was argued that the Denartment of llealth, Fducation,
and Welfare needed bhetter information to guide policv and
resource allocation decisions, particularly in the field of
education. This meant that more complete information was
needed on the costs and benefits of investment in human-inten-
sive and technology-intensive educational systems. Some of
this information might be provided from the results of an
experimental demonstration using frequencies allocated for
social purposes on Applied Technology Satellite-F.

These issues were the basis for the creation of the

. fducational Technology Demonstration, even though federal,
regional, and local officials perceived them differentlv,
and with greater or less enthusiasm. Tnvestment in human
services, technical systems, and software would be measured
in this Demonstration, and their effectiveness determined.
The findings might, then, contribute to the improvement of
public services by providing a source of information to guide
future decisions.

fanv innovative ideas connected with exnerimental educa-
tional and service delivery programs were nart of the discus-
sions about an experimental demonstration. It was natural
enough for the people involved on-site to become committed to
answering as many questions as nossible and to providing as
extensive a set of services as possible. Since federal
officials saw the demonstration less broadly, this was one
hasis for a mismatch in expectations between federal and on-site
planners that plagued the Demonstration throughout its
entire preplanning, planning, and early operations periods.

7. The reports that resulted from this contract are availahle
unon request from: Stanford Imiversity, Department of Communi-
cation, Stanford, California 94305,
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FRMS nlanned to design educational services that would he
responsive to the recinmients' needs and desires. The Nemon-
stration was to show that non-contiguous communities of
interest could be served using technology, and that public
acceptance of technology would bhe increased. Turther, this was
to be done in a framework that would allow new or expanded
coonerative arrangements to develop among institutions. These
institutions could use information from the Nemonstration for
policy and program decisions.

The Fducational Technologv Nemonstration planned to gather
information about the effect of programming on particinants,
the cost of elements of the system, and the degree of public
acceptance of the system. Such data, it was argued, could
be used to make cost benefit and cost effectiveness nrojections
for future systems that were more technology-intensive than
existing systems. It was also anticipated that the project
could provide the bhasis for advances in research and anplications
of engineering technology; provide information to the scientific
community about how learning happens in both closed and open
environments; provide a body of nrograms that could be used on
an ongoing basis by institutions in the region; and provide
information that could be applied over numerous nrogram areas.

Once this information was assembled, existing institutions
might be ahle to use it in making decisions about how to improve
the quality of existing services, how to provide services to
those whe presently lacked them, and how to nrovide people with
a wider range of program choices. These institutional decisions
would lead to cooperative arrangements among agencies at all
levels of government, public agencies and private agencies.
Public issues could thus be addressed more effectively than had
been the case up to the early 1970s.

Reasonable, relevant national legislatioa might then
he forthcoming, allocating broadcast frequency channels for
use in the public sector. New investment opportunities in
the telecommunications field could be stimulated and the
directions of private investment in that industrv could he
influenced. Fventually, there might he a substantial ircrease
in the sharing of resources, a reduction of nressure on nublic
funds, more effective methodologies for program develonment,
increased productivity in social services, and economies of
scale achieved from the pooling of buying power.

This set of goals, while commendable, was extraordinarilv
comprehensive to be accomplished by the one project. These
goals were never agreed to by all of the participants either
in Denver, the states, or Washington. The federal particinants
had considerable prior experience upon which to base their
reservations. There were numerous debates on narts, or all,
of this rationale throughout the early stages of the nroiect.
The result was continuing discussions of goals, ohjectives,
onerations, and funding levels for the proiect hecause narti-
cipants continued to maintain incongruent exnmectations.



Status of the Present Report

The project is in operation at the time of this writing.
Consequently, the final record is not complete. Portions of
the Analvsis and Pecommendations that refer to the FTD are
based mostly on operations up to the end of Sentember, 1973,
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Chapter 11

RATTONALE FOR FVALUATION PLANNING, RATIONALE FOR
FORMAT AND HISTORICATL ANALYSIS

vancy H. Markle, Conrad G. Carlberg
Dennis R. Foote, Navid G. Markle RFST COPY AVAILABLE

Approach to Evaluation Planning

The Stanford evaluation planning efforts were 1ntended
to be larpely formative rather than summative in nature,
This section, adapted from an Appendix to an early qtanFord
Progress Report, describes the way that "evaluation' was
viewed and approached.

Kinds and Purposes of Evaluation

The ultimate purpose of evaluation is to supply infor-
mation that will aid decision-making. There are a number
of kinds of evaluation, and there are uses for each.

Cronhach (1963) dJdistinguishes between evaluation of
the results of a course and evaluation for course imnrovement.
More recently, Scriven (1967) has introduced the terms
tsummative' and 'formative', which cover broader activities
but correspond approximately with the kinds of nurposes
described by Cronbach.

A nlan for the evaluation of the total effort of a project
will include several kinds of evaluation. Some of thesc will
be formative in application and some will be summative.

Fach kind may take nlace to some extent during the planning,
develonment, and implementation nhases of the nroject.
Several kinds of 2valuative purposes are given bhelow,

Formative Purnoses.

1° FPvaluation of the choices among alternatives, so
that both rational and data-supported progress may be made
in planning, development, and imnlementation,

3. This approach was not particularly successful with the
FRMS ETH, since the ETD staff resisted the attempts of the
”outslde team, tending to regard formative activities as

telling them what to do. For example, none of the Stanfoerd
team was invited to or allowed to be nresent at the weekly
ETD Comnonent Nirectors Meetings until the end of Anril 1973,
after the NIE site team visit.
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2} PEvaluation for course improvement or user services
improvement (empirical development nrocese), which is similar
in kind to (1), but which deals with products, coursoss, utili-
zation systems and with persons, rather than with project
Nrocesses.,

Summative Purposes.

1) Evaluation of how well the planning served the
development and imnlementation.

2) FEvaluation of how well the development served the
implementation.

3) FEvaluation of how well the imnlementation served
the goals and objectives of the nroject.

Comnarison and Contrast

Evaluative information is examined both during and after
the project. From it, decisions can be made both ahout future
activities within the nroject itself and about directions to
take and to avoid in similar future nrojects.

fost evaluative activities may have either formative
or summative applications. Astin and Panos (1971), in their
article about evaluation of educational nrograms, comment that,
"the basic conceptual and methodological issues apnear to he
equally relevant to problems of 'formative' evaluation."

The distinction between 'formative' and 'summative'
evaluation is more, however, than a play on words or termnoral
activities. There is a real difference hetween the two
activities in purpose, and hence there is often a difference
in the kind of data collected, the way in which it is collected,
and the wav in which it is examined. There is, for examnle,

a contrast of purpose between collecting data to he used for
statistical testing and collecting data for svstem develonment
and improvement. Furthermore, data may bhe collected either

in a formal, rigorous way, or in an informal, casual way,

Collecting Tormative and Summative Nata

Fvidence shouid be collected, during both the developn-
ment and the imnlementation periods of a project, that
contributes to decision making or that documents the decision
making process. The evidence can be obtained in a varietv
of ways: either by formal, experimental design, bv <ome
quasi-experimental design, by recording casual and anecdotal
data during trvouts of materials, equipment, or personnecl
patterns, or bv some combination of these.

L3

b
.
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The diffecent nurposes of evaluation should be recognized.
l'lses of data tor creation and nroduction need not be confused
with uses of datas for making inferences or the hasis of
statistical tests.

Formative Data

IThe tvne of er-aluation discussed by most writers makes
use of rigorously collected formal data exclusively, whether
the purnose is formative or summative in nature. The formative
kind of casuallvy-coilected informal data, collected to
support decision making in svstem, product, or course develop-
ment and improvement, is also useful. Casual data mav he
anecdotal or it may be from a closely-monitored onc-of-a-
kind performance of a single student, or of several students.
These data are used as a basis for making changes in systems,
materials, or methods, prior to a subsequent trvout. Such
nonrigorous data are usually uscless for statistical testing
of generality of effects.

Summative Data

lord and Novick (1968) suggest a vav to formulate
hroad coverage instruments from a large population of
measuring items. Thev nresent the methodology wherchv all
items can be used, in various instruments, if such coverage
is deemed necessary.

Methods for obtaining comparisons for effectiveness and
cost/effectiveness might be any variation of the following:

a) Using a single group as its own control, in a sort
of before-after comparison,

b) Using a single group as its own control, by emnloving
concomitant variation among sub-grouns within the groun,

¢) Using an outside audience for comparison, via normed
and standardized tests, for example,.

d) Using the group or sub-group as a sampling unit for
some analvses--by this process eliminating a large, exvected
within-group variance in trade-off for a greatly reduced
number of degress of freedom.

A variety of designs for exnerimental data collection
and suggested associated analvses may he found in Rloom,
et al, 1971; Canmpbell and Stanley, 1963, Warthen an' Sanders,
73, and Winer, 19062,



Conclusion

There should be no competition between the purposes of
summative and formative evaluation. Both are necessary,
The activities complement one another. The kind: of data
that are collected in any piven case should be determined hy
the questions teo be answered ny the investigation, as well
as by the quality of data that are obtainable and the nossible
conditions of administration,

Pationale for Format of The FTD Historical
. Record and Analys.s

Nuring staff discussions of how to approach *he listorical
Record and Anslysis it was determined that there are at least
five possible ways to approach a historical analysis, each with
certain advantages and disadvantages:

1) Strictly chronological: although this apnroach
is minimally subject to author bias, it does not encourage
the raising of issues that may be both pertinent and difficult
to document when available records do not nrovide sufficiently
detailed information. Further, a strictly chronological
approach is likely to prove uninformative to certain agencies
interested in the history of the ETD, e.p., HEW, OE, NIE,

2) Organized around particular project tonics or
functions: this approach obviates the fragmentary nature
of a strictly chronological format, in that it allows for
the inclusion of ~ertain information, not immediately
available in document form, as context, It will, however,
tend to de-emphasize imnortant nroblems that do not nertain
exclusively to one topic or function. The tonic or function
approach is subject to author bhias, and mavy well orcanize
information in a manner not useful to other interested
agencies,

3) Orpanized around the structurc of the ETDR: this
approach will very likely involve the discussion of specific
persons more than is necessary or desirable, and it is of
questionable generalizability to other projects. It mav
also de-emphasize issues that apply more to the nroject
as a whole than to specific structures within the project.
While this particular structure is arbitrary, it is not
immune to author bias.

1) Problem-oriented apnroach: this apnroach will
appear more negative than any of the others availahle, nmav
anpear fragmented, may neglect some of the available infor-
mation, and is based on the assumntion that certain sensitive

)
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infermation can he gathered. However, a combination of the
topic-oriented approach and the nrchlem-oriented annroach
appear likely to provide infarmation of use to other anencics
and future planners.

We have decided to combine several of these apnroaches
in different sections. A disadvantage of this combination
is that the reports are somewhat redundant. An advantage
is that th: history is covered from a variety of viewnoints,

Tne Historic Dncument File for the
Federation of Rocky Mountain Statces'
Fducational Technology Nemonstration

One of the continuing tasks for the Stanford Field Team

14

was to consult project documents for history recording nurnoses

and to maintain a file of historic documents for the Project.
These activities were carried out with the four following
data sets:

1) Stanford Fvaluation Planning Field Team files containing
copies of important planning and negotiation documents
ohbtained during the course of field team activities
or supplied by the contract monitor and other Federal
Persons.

2) The personal records of the then Assistant Director of
the nroject (through April 1973) and the versonal files
of the Project's Research Director (at that time).

Fach of these files contains several thousand documents--

many of which are duplicated in the Stanford Field Tcam
Document files.

3) The project files of Federal Nepar:inent and Agency
nersonnel, some of which are duplicated in the Stanford
Field Team Nocument files.

1) Vot all of the FRMS ETD Directors and Personnel saw fit
to provide the Stanford Field Team with copies of
nlanning and negotiation documents cr records. FVFfforts
of the Production, Utilization, and Carecer Nevelonrent
components to be helpful make our records of day to dav
activities for those areas nore complete than for other
areas.

These files contain ncarly 5,000 documents, coded on the face
of the document into tae following categories:

[ RV



* 1. Structure

P-4

. Management Structure

. FECS-FRMS relationships

. ETD relationships with other agencies
. Personnel

. VERT

. Consultants

i 2 fhaadite hap B -

I1. Decision-making

\. Project scope
BR. Internal priorities
¢, Project output versus constraints
D, DNecision identification
IIl. Tasks
A. Site selection
B. Funding and Budgeting
€. Production
D. Progceamming content
® E. Research
F. Fvaluation
. Hardware and systems design

The most significant of th:se documents were used in the
preparation of this Final Report. Day to day correspondence,
memos, and other documents that were not representative of
significant Project or Federal activities were not coded for
the historic document file.

Request for Project Information

As the Stanford involvement with the ETD drew to a
close, a request for information was sent to the senior
nersons who had heen involved up to that time, The follnwing
facsimile details the contents and recipients of the letter.
The responses received from FTD personnel are in the \npendix,
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) STANFORD UNIVERSITY
STANFORD), CALIFORNIA 94305

* DIPAT IMINT OF COMMUNICATION ROCKY MOUNTAIN PRUECT OFFICE
2480 W. 26th Avemuee, Sune 48
Denver, Colorade 80214

(203) 438.1888
7 August 1973

iovernor .Jack M. Campbell

President, Federation of Rocky Mountain States
Suite 300 B

2480 W, 26th Avenue

benver, Colorado 80211

Dear Governor Campbell:

We have mailed a copy of the letter helow to the
following 1ist of persons. If you can think of anyone
else who should, perhaps, receive such an invitation to
respond, will you please let me know?

Thank you very much.

. Mr. Michael H. Annison Dr. David Berkman
Dr. Louis Bransford Mr, Jerry Rrasher
Dr. John Cameron Ms, Pam Coughlin
Mr, Fred FEbrahimi Dr. Robert Filep
Dr. Larry Grayson Dr. Edith Grotherg
Dr. Albert Horley Dr. Gordor Law
Mr. Gene Linder Dr. Kenneth lokey
Dr. Richard Marsten Mr. Ben Mason
Mr, Arthur Melmed Mr, Dail Ogden
Dr., James Peterson Dr. Alice Scates

Mr, Al Whalen

""As you know, Stanford University, Denmartment of
Communication, has a contract with the U,S, Department of
Health, Fducation, and Welfare to help plan formative eval-
uatior of the Federation of Rocky ‘lountain States' Fduca-
tional Technology DNemonstration. Part of our task is to
compile an historical record of the FTD, in order to nrovide
as ruch useful information as possible for future development
decisions,

While we currently have a listing of significant
decisions and documents pertainine to the NDemonstration, we
would like to insure against omitting any important project
information from the record.
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Accordingly, we would annreciate vour cooperation in
making the record of significant events as comnlete as
possihle. A memn detailing what decision noints, milectones,
and documents scem to vou to be significant to the project
history would be most helpful.

Conies of documents could he sent to us in full, or
simnlv described by general contents, date, to and from, etc.

Thank vou very much for your cooneration.,"

Very truly vours,

Mancy H. Markle, Ph.n,
Research Associate

NHMciv
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For

‘ir,
Nr,
Dr.

My,

Dr.
Pr.
Ny,
My,
‘r.

their response to this letter, we thank:

Michael H. Annison Dr. David Berkman
Louis Bransford Ms, Pam Coughlin
John Cameron Dr. Robert Filep
Fred Fbhrahimi Dr. Fdith Grotherg
Larry Grayson Nr, Kenneth Lokey
Albert llorley Dr. Alice Scates

Richard Marsten
Arthur Melmed
Al Whalen

-, ‘
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Chapter III
NARRATIVE CHRONOLOGICAL HISTORY

Conrad G. Carlberg and David G. Markle

This section of the Chapter gives a chronological
account of events, which records how the concent in
Chapter 1 was implemented ar.d upon which the analyses and
recommendations in Chap:er VI are based.

The history of the Educational Technology Nemenstration
is recorded in three periods: an early preparatory period
from 1968 through 1971, a planning period from July 1971
through July 1972, and a developnental period from .Tuly 1972
through early fall 1973,

Early Work: 1968 - 1971

Overview

Beginning in 1968 FRMS undertook extensive communication
with various federal agencies and other organizations, in an
effort to lay the groundwork for a satellite communications
nroject in the Rocky Mountain region. Several other agencies
in the Rocky “Yountain region had expressed interest in parti-
cipating in such a project, so discussions focused on what
was to be done and the nature of cooperative arrangements.

Nuring this period, federal agencies that were intercsted
in the development of satellite communications joined in recom-
mending that frequencies be allocated for use in educational
broadcasting.

Fncouraged by this frequency allocation and by the evidence
of regional interest in carrying out a satellite communications
project, OE awarded FRMS a contract for initial planning of the
demonstration. These activities are detailed below.

Initial Planning

In 1968 and 1969 members of FRMS explored the possibility
of conducting a satellite-based education project in the Rockv
fountain region. Preliminary discussions were held with the
Nftice of Education (0OFE) and Communication Satellite Cornoration

Y A
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(COMMSAT) (72/03/10A, 72/10/04A)4 FRMS staff met with the
Vational Aeronautics and Srmace Administration (NASA), with pri-
vate companies working on the development of satellites, and with
education officials in the region to explore their interest in
such a project (72/10/04A, 71/01/14)., As a result of these
discussions, FRMS submitted the first of a series of proposals
to OF in 1969. This initial plan focused on improving
educational opportunities in isolated small schools in the Rocky
lountain region by means of educational television satellite
broadcasts. While the proposal was not funded, it led HFW to
contact FRMS two years later concerning a project which was to
become the ETD. At about the same time the Western States Small
School Project submitted a similar proposal to NOE. The two
organizations later agreed to cooperate on the project.

As a result of increased national and internatiomnal
interest in social experiments with the Applied Technology
Satellite-F (ATS-F) (72/10/04A, 71/01/14) NASA agreed to add a
2.5 GHz broadcast capability to the satellite. This would
allow it to be used with low-cost receivers (72/11/16). In
September 1970, the Federal Communicaticns Commission (FCC),
agreed to allocate the 2.5 GHz frequency for educational
television by satellite (72/11/16, 70/09/21) on an exnerimental
basis. This policy position was forwarded to the World Admini-
strative Radio Conference (WARC) via the Nepartment of State.
This request for frequency allocation represented joint
agreement among the FCC, NASA, the Office of Telecommunications
Policv (OTP) of DHEW, and the 0Office of Telecommunications
Policy of the White llouse. The 11.S. proposal was accepted
at the WARC conference held in Gerneva in June of 1971
(70/10/22, 72/11/16) and the way was cleared for the exneri-
mental use of the 2.5 frequency on the ATS-F,

Simultaneously HEW began to explore potential areas for
experimental use of the broadcast time that would be available
on the ATS-F. A number of potential experimenters were
contacted, including FRMS (72/01/14, 72/11/16), As a result
FRMS presented a preliminary plan in March 1971. The pnlan
included career education in the public schools, early childhood
education, and higher education. A cooperative effort was plasned
among the FEducation Commission of the States (FCS), FRMS, and
the Western Interstate Commission for Higher Education (WICHE) all
of which were decveloping projects in these areas (72/10/044\,
1/03/24), As a result of interest expressed by these and other
notential experimenters, DHEW submitted a proposal in Anril 1971
to NASA for the inciusion of educational exneriments on the ATS-F.
By agreement among the chief Administrator of NASA, the

+, Source documents are referenced as explained in Chanter T,
page 1.



Secretary of the Department of Health, FEducation, and Welfare,
and the President of the Corporation for Public Broadcasting,
CPB and HEW would jointly determine programming to be used

on the ATS-F. The experiments would include health and child
development in Alaska, and occupational skills, secondarv
school science, child development, and inter-university
networking in the Rocky Mountain region. The child develon-
ment programming would be based primarily on existing nrograms
such as Sesame Street:; occupational skills were to be directed
primarily to American Indian groups; higher education would
consist mainly of the distribution of existing programs
(71/04/08). This plan was to be modified numerous times over
the next two years.

Development of the First Planning Proposal

In May 1971, the Office of Education awarded FRMS a
contract in the amount of $35,678 to '"develop and articulate
the organizational structure and nlanning to nrepare for a
1973 HEW-CPB-NASA satellite experiment for the Rocky Mountain
region.”" This contract was to run through Sentember 31, 1971
(71/04/27, 72/02/24).

Inon receiving the contract, FRMS, WICHE, and FCS held
regional and national meetings ~f exnerts in early childhood
education, public school education, and higher education to
collect information for the planning report. Regional input
was obtained from state governments, teacher groups, students,
business, broadcasters and minority group representatives
(71/04/30, 72/03/10A).

The first major planning document for the satellite
experiment was completed and submitted to OE in July 1371.
It stated:

1) The Rocky Mountain Corporation for Public Broadcasting
(RMCPB) would coordinate the broadcast and engineering elements
of the experiment.

2) ECS would provide programming directed toward children
with supnlementary segments for parents; the latter would
include some caretaker training.

3) FRMS would provide nrograms in occupational awarencss,
communications skills, and environmental studies.

4) WICHE would provide academic courses, nublic service
education, occupational training, counseling, and communications.
The communications materials were to include both literacy and
Fnglish as a second language.

Ll }
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S} $26 million was requested to carry out the pronosed
activities (71/07/19, 71/06/16),

The proposal presented a plan to provide educational services
to the people of the Rocky Mountain Region which would be
implemented under the direction of FRMS, Production of needed
software would be subcontracted in the region. It was assumed
that 1) existing software would he inadequate for the purnoses
nroposed, and that 2) there would be extensive applications of
two-way, interactive programming using video, voice, and
computer interaction. Staff would be hired in each of the
states in addition to a central staff in Denver. The emphasis
would be on a '"'user based service delivery system,"

Negotiations and Planning Pericd: July 1971 - July 1972

Overview

The planning period of the FTD was characterized by nrogress
toward general goals, by unanticipated delays, and by reductions
in scope.

A plaaning proposal, identifying areas for information
collection, was developed by the ETD staff and accepted by
DHEW. The FTD followed up on this planning nroposal by inves-
tigating literature describing prior experience with nrojects
similar to the ETD, and by collecting data on regional demo-
graphic characteristics, on regicnal resources, and on existing
programming. Contacts were initiated in the eight-state region
in order to develop preliminary plans for site participation and
site hardware., Content components were planning general imnle-
mentation procedures.

Delays originated in a variety of quarters. Policy and
nersonnel changes at the federal level required changes in I'TD
plans. Attempts to generate funding commitments for the nlan-
ning and operational phases of the project met with urexpected
difficulties, At the local level, delays that effectively
demonstrated the functional interdependence of the comnonents
of the FTD forced a re-evaluation of the nroject's organi:za-
tional structure. Compounding these difficulties were several
reductions in the scope of the project. While these reductions
made it more likely that the project would meet its goals, thev
nevertheless required changes in plans and reallocation of
limited resources.

wd



Initial Reductions in the Scope of the Project

PHEW indicated that it could not afford the $26 million
effort proposed in the July 1971 submission. DHEW's stance
was that the project should be an experimental demonstration
vather than the large-scale service delivery system envisioned
by the Federation. DHEW outlined a plan that would focus on
comparisons of the effectiveness of various technology mixes to
reach program objectives (72/10/04A, 72/03/10A). In August and
September of 1971, FRMS restructured the original proposal hased
on discussions with UISOE, HEW, CPB, and NASA. This revised pnlan
was discussed with regional education, government, and telcvision
nfficials in order to enlist their supnort (71/10/05A).

In September 1971, there was a planning meetin§ of the
FRMS staff, the tiovernor of Idaho (chairman of the FRMS
Telecommunications Council), and representatives of numerous
federal agencies. Following this meeting, the Nffice of the

USOE Deputy Commissioner for NDevelopment was to organize funding
for the ETD. The federal agencies that had attended the September
meeting were surveyed as possible sources of funds. No agencies
outside HEW expressed willingness to provide financial support

for the proposal, even though FRMS staff had originally believed
that a number of federal agencies would do so.

In Octoher of 1971, the Commissioner of Fducation for
NHEW met with representatives from FRMS, ECS, and WICHE, At that
time he made a tentative commitment of $5 million for FY 1973
for a more limited experiment. This commitment was made
while restructuring of the July 19 proposal continued under
a contract supplement (71/10/26, 72/02/24, 7 /08/12). The
program content of the project was reduced to eax)y childhood
and career development and defined as an educational technology
'experiment' or 'demonstration' (72/03/10A, 72/10/04\, 71/10/04,
71/10/07, 71/10/26). This seemingly unimportant use of words was
to hecome a major source of confusion, conflict and funding dif-
ficulties: Was the nroject an experiment or a demonstration?
What should its goals be? Who should be resvonsible at the
federal level?

In “ovember 1971, the first of numerous staff chanees at
the federal level occurred: the Project Nfficer was changed
and the Director of Telecommunications Policy, DHEW, NFfjice of
Telecommunications Policy was named Project Coordinator.
("2/03/10A, 72/10/30) Another contract supplement was awarded
to FRMS to continue planning activities (71/11/15, 72/10/04\,
"1/10/07, "1/10/26).



Piscussions about the project occurred at a time when HEW
was going through several policy debates: ''services integration"
was proposed by the Secretary, NHEW, with the nurpose of
combining health, education, and welfare programs, and "educa-
tional renewal"” was proposed as a method to nackage discre-
tionary monies in OF to support programs for children in areas of
high need across the country, The creation of the Vational
Institute of Education (NIE), a new agency to he the rescarch
and development arm of the federal government, was also pro-
posed. legislative hearings were being conducted on these and
other proposals in 1971 and the result was numerous changes in
policy, operating procedures, personnel and appropriations
levels--all of which were to affect the project.

In January 1972, the revised planning proposal was submitted
and a planning grant was awarded; $500,000 of the requested
$800,000 was granted by USOE, According to this planning
proposal:

1. The two program areas would be career development and
carly childhood development. Higher education programs were
dropped.

2, A production and engineering group would be responsible
for the satellite and ground communications systems and for all
production. There would be approximatelv 300 sites in the
region.

3. A utilization group would "localize programming” for
rarticipants at the sites and handle public information. Parti-
cipants would represent all ethnic and geographic groups in the
region,

4. Research a.d evaluation would be conducted by cach of
the nroject groups or components.

S. Most programming would be new. Some existing materials
would be used,

6. Programs would make extensive use of two-way communica-
tions,

The two major participating organizations would he FRMS
and FCS with support from WICHE and RMCPB, FRMS was the grantce
responsible for career development, hroadcast and engineering,
and utilization. FCS was a prime subcontractor responsible
for early childhood. The proposal constituted an agreement to
complete seventecen specified tasks during the planning period
("2/01/10, 72/10/30)
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FRMS instituted a management monitoring system based on
weekly renorts of estimated proportions of tasks accomplished
and amounts of money expended. The system was organized around
the 17 tasks identified in the January 1972 planning pronosal, with
the responsibilities for the completion of these tasks divided
among the four ETD components. The directors of the comnonents
were the decision-making body for the project (72/03/17). Each of
the directors was responsibile for activities in his area--career
development; early -:hildhood; broadcast, engineering and nro-
duction; and utilization. Responsibilities were organized
on these conceptual areas instead of along functional/operational
lines. This arrangement was to frustrate and produce delays in
management decisions focused on functions for the following year.
Conceptual/organizational boundaries did not always reflect
functional boundaries, even though no component could operate
effectively in a vacuum. For example, inter-component design
groups had been organized in August 1972 to develop courseware
and handle user implementation problems, These were abandoned
within two months as they required more inter-component coopera-
tion and information sharing than was obtainable, Another
instance of this problem was a continuing debate over whether
Utilization or Content components should be resvonsible for
field operations. At one point there were three separate
field operations--one in Utilization, and one in each of the
two Content components,

Initial Component Activities

After approval of the plan, the Broadcast and !I'nginecering
component met with NASA and Fairchild, which built the ATS-F, to
begin planning the design of ground system cquipment., Thev
also conducted a preliminary survey of existinﬁ regional trans-
mission facilities. A major data source for this survey was
ETD staff experience in the region. The survey covered PRS
stations, network links between them, translator systems, and
cable television systems (72/06/15A). The survey indicated
that the design and operation of the regional terrestrial
communication equipment was consonant with the canabilities
of the ATS-F (72/07/28A).

In March 1972, the broadcasting and engineering plans were
based on the assumption that the satellite would bhroadcast to
public broadcasting stations in the Rocky ‘fountain region, some
CATV systems, some translator systems, and a few individual
sites unreachable by cxisting systems, Planning addressed
hoth the quantity and quality of one-way video and twon-wav
video, one channel audio, four channel audio, CAT/CMI, and
remote uplink video-and-audio mixes to he utilized at the <ites,
Snecific tasks undertaken by the Broadcast and Fngineering
component included the identification of satellite canabilities,
nlanning for down-converter construction, and the identification
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. of field sources for broadcasting and receiving signals., Tour
types of site hardware were being considered: basic TV
receivers, an auxiliary mode allowing the reception of narrow
band signals in lieu of the TV signal, a 1low cost narrow band
transmitter, and a single prototype of a TV transmission
terminal to permit return video from remote locations.

The responsibilities of the Utilization and Research
component, in March, 1972 included: coordination of site
selection, identification and development of contract pro-
cedures for participating sites, demographic data collection,
nreparation of research procedures and designs, and the pro-
duction of an explanatory and public relations hrochure.
Specific tasks assumed by the component included the collection
of demographic data, the selection of test sites, the develop-
ment of a research and evaluation program, the development of
training models for on-site personnel, and the development of
further contacts within each participating state (72/03/17).

The 1ltilization component information collection effort
began in January 1972 with a three month review of literature
on utilization appruaches and procedures (72/07/28A). This was

. supplemented in February by a series of meetings with various
agencies and government units throughout the nation to study
utilization models and approaches. In February a subcontract

. was awarded by FRMS to WICHE to collect information on
utilization models (72/02/25).

The l'tilization component also used consultants to collect
information. In ‘farch 1972 one consultani made recommendations
on a public reiations strategy for the FTD. 1iIn ‘ay, 1972
another reported on the advantages of using multi-lingual
field staff in the utilization effnrt .(72/03/10A, 72/05/11).

In March 1972 a contract was let through the Office of
the Secretary, DHEW, to the Nepartment of Communication, Stanford
University to assist the Federation in planning for the evalua-
tion of the operational phase of the FTD, This effort involved
assisting in the development of specific objectives for
the project components, the drafting of instruments to document
project accomplishments, planning formative evaluation nroce-
dures, assessing the feasibility of a summative evaluation of
the projecct, and providing a general history and analvsis of
the project planning phase., Retween .January and March 1972 the
content components (Career Development and Farly Childhnod)
conducted reviews of the literature, programs, and materials
for possible use in the ETD (72/03/17?.

To further assist in planning, two advisory grouns
were created,  The Satellite Advisory Committee consisted of
regional husiness executives, regional broadcasters and repre-
sentatives from sub-contracting organizations., It was intended
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to provide advisory input to the project as a whole. This

group met twice. FCS formed the Farly Childhood Technical
Advisory Group, which consisted mainly of the ECS Early Child-
hood task force plus additional advisors from the Rocky ‘“ountain
region, to help guide the component's planning nhase. As a result
of some disagreement among members after the group's first meeting,
they decided that no furtger meetings would be held; rather, the
component would consult with individual members as neceded
(72/02/18).

FRMS also initiated cooperative work with the staff of
the Alaskan Project, Areas of planned cooperation were
engineering and early childhood with some discussions about
career development (72/04/28B, 72/0S5/15A, 72/02/09)., In March
1972, after reviewing other projects and studies of field support,
ltilization and farly Childhood began the development of u general
prototyning and field testing plan for validating programming. A
start was also made on identifying factors to be included in the
formulation of site participation agreements (72/06/05). FRMS
staff asked state Governors to designate a single contact nerson
in each state.> Fxcept in Idaho, where the contact remained with
the Governor's office, the Governors designated the Chief State
School Officer. All subse?uent contact in each state was to go
through those designated (72/10/05). A plan for the organization
and the function of the state field staff was then develcped in
conjunction with the states. The field staff as originally
planned would consist of a State Coordinator, Circuit Riders,
and site personnel (72/03/22, 72/03/27).

The Utilization staff of the ETD traveled to the 8 partici-
nating states to meet with each Chief State School Officer.
The purpose of the meetings was to brief the school officers on
FTD nlans and to establish contact between content comnonents of
the FTD and the state agencies which were to be involved
(72704/28A, 72/0S/15A, 72/03/21). These meetings were nart of
a "lew profile'” public information stance maintained to avoid
raising false hopes refore plans were made final (72/05/154A),
The continuing debate on the goals, objectives, operating
plan, and funding level for the project made it impossible to
make commitments to states or cities in the region. 1t also
comnounded internal budget decision difficulties.

Lists of child care facilities in the region were comniled
for use in site selection (72/07/28A). As FCC and IRAC deadlines
approached, and as funding uncertainties coriinued this list was
almost continuously altered and resubmittzd.

5. The six states in the Federation are: C(olorado, !"'tah, Vew
Mexico, Wyoming, ‘fontana, and Idaho, Nevada and Ari:zona also
were to participate in the Demonstration.
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The Early Childhood component continued to studv existing
nrogram resources. This was accomplished by visits to
educational lahoratories, attendance at teachers' conventions,
review o7 commercial publications and advertisrments, and
meetings with state and local school personnel.

In April 1972 the Utilization component decided that field
structures would vary among the states, depending upon local
environment and conditions., The general basic structure would
be the same in all the states with key field personnel hired
by the ETD., These were to include the state coordinator,
circuit riders, and the site coordinators (72/07/28A). (ontact
was initiated with the Navajo nation through the Mavajo Tribal
Chairman (72/04/25B, 72/05/15A).

While the content, engineering, and utilization planning
was continuing the ETD learned that there would be a delay in
the satellite launch date of from 6 to 12 months., This delav
afforded the ETD extra time during the developmental phase
(72/05/7154A),

The preliminary design of the ground support equipment
system was completed in April, 1972, Equipment specifications
and installation costs were determined ?72/06/15A).

Owing partly to an inability to come to agreement with
funding agencies and nartly to a delay in obhtaining passage of
the 1972 HEW appropriations bill, funding constraints had
plagued the nroject, Project Staff decided that a specific nlan
for pre-testing software could not be made, they felt that not
only were there insufficient funds, but also specific ohjectives
and audiences had not yet been identified (72/06/15A).

The ¥arly Childhood component was still developing plans
for imnlementation. A subcontracted survey of instrumentation
and measurement in child develonment was comnleted and a reaport
submitted. The purpose was to identify measurement instruments
that could be used in ETD evaluation (72/05/01A). 1In “ay 1972,
subcontracied reviews of CAI/CMI nrograms existing in child
development and career education were also submitted (72/05/15R,
72/05/15D). The purpose of these reviews was to exam.ne existing
computer bhased programs that might be suitahle for use orv
adaptation by the ETD,

At abnut this time, a tentative general implementation plan
was formulated by the Farly Chiidhood Component. This imnle-
mentation plan consisted of caretaker and parent training nro-
grams, a computer-based bibliography of child care techniques
and informat:ion, and proiections of the project's intended long
term effect on state certificatior and coordination procedures.
This tentative plan was set down in a formal planning document
by the end of May 1972 (72/05/21).



In Mav, the management monitoring system had run its
course for the components which had completed their planned
tasks and activities., No replacement system was immediately
implemented.

bDuring May and June, 1972, a survey was conducted to
identify nossible signal receiving and uplink sites. This
survey consisted mainly of examination of data concerning
frequency allocations and the area coverage of these frequencies
(72/07/28A).

The staff decided that the production unit should have
full time availability of basic equipment in ordcr to access
the satellite (72/07/28A). Under the original nlan most
production was to be sub-contracted, and the I'TD was to have
a limited production facility. This procedure was exnected
to distribute both experience and economic benefits thus
he}gégg ;o develop regional production capability (72/07/28A,
72/10/30).

After discussions between OF and FRMS it was decided that
FRMS would obtain a minimum capacity in-house nroduction
facility, rather than implement the original nlan, The
construction of a limited capability production studio was
not, however, officially approved until February 1973 (72/07/28A,
72/10/30). The facility would probably consist of electronic
nroduction equipment, and possibly would include a mobile unit
507 g;od?ction and transmission from remote areas (72/07/28A,

2/10/13).

Reorganizations, Changes, and Delays

In June 1972, after numerous internal discussions and talks
with federal officials, it was decided to reorganize the resnon-
sibilities for public information, research, and internal cvalua-
tion. There would be a director for each of these functions
located in the Administration component, and staff for each
function would be located in each of the other components
(72/10/05, 72/07/28A).

An attempt was made to align operating and functional
responsibilities more accurately. Since each component was
staffed to verform many functions--some overlapping with other
components But none equipped to handle any overall function
for the complete demonstration--a high premium was nlaced nn
cooperation. The management conflicts that this organizational
structure nroduced were not resolved for more than a vear.

The staff determined in .June 1972 that a large amount of
new programming would have to be made for the ETD project, as
there were not enough satisfactory programs available in the
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. chosen subject matter areas. Furthermore, new programmine was
expected to he better hecause Rrograms would still have to bhe
relevant in June of 1974, at the end of the satellite's scheduled
broadcast time. Programming was of central importance in the
continuing discussions of project focus. A general statement of
objectives for the Career Development component was formulated
(72/07/28A).

Various problems and delays began to surface in .lune.
Because the target audiences had not been specified, and hecause
specific operational objectives had not been formulated, it
was not possible to develop a sampling design or to identify
experimental and evaluation variables in detail. One effect of
this delay was to prevent final site selection. Because sites
had not been selected the staff felt that they could not complete
the planning for validating data collection instruments and for
allocating ground equipment systems. Each of these issues was
compounded by conflicting federal guidance and by the difficuley
of reaching solid internal project decisions. 1In order to plan
the satellite system and a backup system, it was necessary to
do an extensive survey of terrestrial broadcasting capabilities
existing in the region. The staff thought that there was not

. enough money to perform the survey.

On June 1, 1972, the first draft version of the FTD nlan-
. ning report was sent to Washington. On .June 16, PHEW requested
revisions in the planning report, including further reductions
in the scope of tge project and more precise specification of
project objectives. On June 25, this revised planning renort
and proposal were sent to Washington.

In addition, in June 1972 a $300,000 planning grant was
awarded by the Department of Manpower NDevelopment and Training
to explore possible joint benefits for the Federation and the
PMDT (72/05/09, 72/06/15B), The Nlympus Research Corporation of
Salt lake (ity was a sub-contractor to the Federation, carrving
out part of the work for the DMDT planning grant (72/09/05).

The Department of Labor awarded a $50,000 supnort grant
to the Federation to explore the feasibility of the Nemonstration's
preparing the way for expanded delivery of NOL services on satel-
lites to follow (72/06/15R).,

The .June 25th version of the Report and Proposal was then
extensively revised and rewritten Tn accordance with criticisms
and suggested revisions sent from NDHEW on .July 7, The sccond
revised version of the Report and Proposal was submitted on
July 28 to DHEW (?2/07/28R, 72/707/07R).  The DHEW Budget had not
heen approved by the President; no contract was in place for 1973,

and the project was supported under continuing resolutions and
an extension of the planning grant,




31

Uinder the nlan submitted on .July 28, the Htitlization
component took on three additional responsibilities: 1) it
would obtain user input and involvement in programming,

2) it would incorporate ETD programs into permanent structures
within the Rocky Mountain region, and 3) it would coordinate
ETD resources with existing resources in the region (72/07/28A).

Plans which delineated the steps necessary to obtain proto-
type sites by October 1973 were made by the Utilization component.
These included the necessary contact and agreement steps
(72/07/06A).

The design groups (mentioned earlier) composed of staff from
Early Childhood, Career Development, Production, Broadcast and
Engineering, and the Stanford evaluation planning group, were
created to assist the two content components in planning hroadcast
content. These groups worked for two months. An attempt was made
to snecify steps for the empirical development of component
programs (72/07/28A).

An ATS-F program review meeting was held in Washington during
July with representatives from DHEW and CPB attending. The
technical features of the satellitc were presented and described
and representatives from FRMS, Stanford, and the Alaska and
Appalachia experiments presented reports on the status of their
planning to NASA (72/07/0SA, 72/07/06R).

Developmental Period: July 1972 - October 1973

Overview

The activities which were planned for the FTD developmental
phase were, with few exceptions, impeded by a number of reversals.
These, plus new directives from the federal level, maintained
the ETD in an almost constant state of flux.

Funding delays were beginning to affect the project in .July,
\New staff were brought in for the developmental phase of the
project. The scope of the project was again narrowed. C(learance
for an uplink frequency was refused. The lack of specific program
content caused delays. Directives restructuring a major portion
of the project were received during a transition of resmonsibility
for the project from OF to the newly created National Institute of
Fducation. A group of observers from NIE reviewed the progress
of this project in April during a site visit in Nenver: their
assessments were predominantly negative, The project was cx-
tensively restructured. A full time Project Nirector was
appointed.

JJ



Funding Delays

By the end of July, 1972 anticipated funding delavs imposed
restraints on planned ETD activities. The FTD staff decided to
concentrate on the design of instructional material, the develop-
ment of field suppnrt staff, and the implementation of a new
PERT management information system until funding availability
allowed necessary travel to the states and sites (72/08/07B,C;
72/07/31). :

Beginning July 1st the ETD was supported on a month-to-month
hasis under a continuing resolution. In August 1972, the President
vetoed a bill authorizing the new HEW budget. The veto meant that
even if an agreement could be reached with the funding agency,
the ETD would continue to be funded under continuing resolution
and therefore at a limited level at least until Congress re-
passed the appropriation in amended form (72/07/28A, 72/07/28C,
72/07/31, 72/10/30, 72/11/20).

In August, the component Directors submitted estimates of
staffing needs for the developmental and implementation phases.
Necessary administrative support services were identified and job
descriptions were prepared. In the continuing discussions on
management, a decision was made to form a separate Production
component, removing Production from the Broadcast and Fngineering
component. ‘The new component's primary responsibility would be
to/co7rdinate and monitor subcontracted production (72/08/084,
72/10/13).

The 'ncation of the regional uplink and origination and
delay center had not been determined. Two options existed:
1) the Federation might own and operate the center: 2) one of
the PRS stations in the region might handle these functions. An
agency to handle overall hardware systems and integration for
satellite educational experiments had not been designated, This
function could be subcontracted out or it could he handled either
by the FTD, the Appalachia or Alaska experiments, or the health
comnonent (72/06/15A). A decision to have FRMS do it was made in
August 1972 (72/10/11).

NASA decided to give the Broadcast and Fngineering Comnonent
of the ETD the responsibility for the operation of the master
station: in effect, this step made FRMS responsible for the
satellite educational communications system (72/10/11). The
uplink and origination center for the FID would be onerated by
the Broadcast and Engineering component, as it was decided that
the PRS stations in the region could not afford to nerform
this function (72/06/1%, 72/10/11, 72/08/25R),

in September 1972, DHEW requested that the ETD nlace less

emphasis on content and more emphasis on the comparison among
various delivery systems and technological mixes (72/09/144),

SN
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It also requested a more brief and specific statement of the
operational plan and scope of the ETD (72/10/02),

After numerous discussions with federal officials the
Addendum to the report and proposal of .July 28, 1972 was completed
and sent to Washington in October--well into the fiscal vear.

The purpose of the Addendum was to distill from the larger docn-
ment a succinct and specific statement of ETD plans for use in
obtaining funding for the development period (72/10/02).

A very general research design for the project was formulated
as part of this document. Data analysis would emnloy the site
as the experimental unit. About 60 sites would be studied in
depth: 30 "intensive'" sites and 30 '"'non-inteunsive' sites
(72/10/02). This plan was never fully agreed upon among the
ETD components.

Representatives from NASA visited Denver and briefed the
entirc ETD staff on deadline requirements with reference to the
data of satellite launch (72/09/14A).

During September, as funding became available, meetings were
held in the states with representatives of the Chief State School
Otficers. The major purposes of these meetings were to interview
the applicants who had been selected by the states for the
State Coordinator positions and to prepare hiring agreemcents.
Site selection was also discussed and reports on the progress of
the TD were presented (72/09/25, 72/09/28, 72/10/05),

In late October 1972, State Coordinator training meetings
were held; because of time constraints the training period was
shortened to one week instead of the planned six weeks (T2/10/02).

State Coordinators made site visits in their respective
states in order to formulate recommendations for final ETD sites
in November. Ten 2-way sites would have to be selected by
November 15 to meet FCC clearance for filing deadlines (72/10/268B,
T2/10/26F, 72/11/22).

It was necessary to file with the FCC by Novemher 15 to
obtain permi¥sion to operate the microwave link needed by the
ETD. In order to file, however, detailed technical information
was needed. Therc was no money available to collect the needed
data (72/10/11).

The President signed a continuing resoluticn authorization
for HEW., This action meant that the FTD would have to he funded
by HEW under continuing resolution for the developmental year
(FY 1973) (72/10/30). The impact of this was to con-
found the program and contractual relationships with DHEW, the
Nffice of Fducation, and potentially with the newly formed
National Institute for Fducation. The financial nroblems,

e =
L



34

combined with the consistent inability to reach agreement on
the goals and scale of the project continually frustrated
decision processes within the project and at the federal and
state level.

Additional Problems

Toward the end of 1972 both the Farly Childhood and Career
Development components were conducting limited needs assessment
surveys. The purpose of the surveys was to identify needs common
to the region as a whole and needs unique to certain areas. This
user input was intended for use in making specific programming
decisions (72/10/26A, 72/10/26E). Instead of being one of the
first steps taken in project planning, this activity was going
«n eleven months after the first contract had been awarded.

Finding a director for the Production component had been very
difficult. The search had been continuing for the four months
since the August decision and the delay in filling this nosition
produced undesirable delays in production decisions and activity
(72/10/13, 72/10/30). 1In late November 1972, a director for the
Production component was hired, as was a Research Coordinator
(72/11/22). These two appointments completed the senior staff.

A list of more than 300 potential sites was sent to Washington
for clearance through IRAC and FCC in December (72/12/04A).

In August of 1972, a new and more ctmprehensive management
information plan was implemented. A full-time staff member
had been hired to oversee the system; 1500 to 2500 activities
were to be monitored by the system. Most of the completion dates
for PERT tasks and activities were set back one month or more
during December. The major cause of the scheduling delay was
the inubility of the content components to specify program con-
tent. This factor delayed Broadcasting and Fngineering activities,
site selection, production planning, evaluation planning, and
program scheduling (72/12/04A). 1In late December of 1972 it was
becoming clear that unless content was specifically defined and
complete scripts drafted vv - soon it would be impossible to meet
either the prototyping deadline of March 1973, or the satevllite
deadline of April 1974 (72/12/26).

Early in 1973, the primary audience for the Career Development
component wa: narrowed from grades K-12 to grades 7-9. (areer
personnel and project monitors had agreed that the audierce should
be narrowed because of time and resource constraints. Grades
7-9 were chosen because many states in the region already had
career development programs in grades K-6., A secondary audience
was to be adults in the region who are responsible for adolescents
in home and institutional settings.
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. In January it became evident that, for reasons of national
security, TRAC might not clear the frequency that was to bhe used
for the uplink from intensive terminals (73/01/26A). This uplink
was to be the return link for two-way broadcasting.

The Early Childhood component had decided what the user
needs were and what objectives and competencies were to be
taught; production on the first of the Career Development modules
had begun (73/01/26A).

Prototype sites had been selected by the !''tilization component
and visits to the 274 tentatively selected demonstration sites
were being planned in order that information for final selection
decisions might be collected (73/01/26A).

In February the OFE staff notified FRMS that a number of
changes in the project would be necessary. These included a
limitation of video courseware to live or short lead time produc-
tion: the inclusion of as much interactive capability as possible
in the courseware; the restructuring of content component staffs;
the confirmation of specific remote site audiences; and the selec-
tion of a full-time project director. (The President of FRMS had
been directing the project on a part-time basis, with the assis-
tance of an Assistant Project Director). FRMS was also instructed
to proceed with the creation of a median capability studio
. facility and to purchase equipment to access the satellite and to

equip a network control center (73/02/27).

Immediately following these directives (March, 1973) was
the news that IRAC had refused to grant the clearance for
broadcast to the satellite from remote sites (73/03/21A).

The February directives from the Nffice of Education 1led
to the cessation of ail new script production for the Farly
Childhood component and for the Carcer Development component
(73/03/21A). These events were inconsistent with usual guide-
lines for both federal and grantee activity. Every aspect of
the project was affected by these events and negotiations about
poals, objectives, and implementation proceeded in a far less
amiable environment.

By April 1973, the satellite communication design had been
completed oy the Rroadcast and Fngineering comnonent., The Career
Develonment component was structuring and outlining their script
production; no scripts had yet been written. The Farly Childhood
comnonent was completing scripts in a modular format. The Pro-
duction component was releasing studio equipment bids and identi-
fying available production talent for eventual staffing of the
studio. The Utilization component was finalizing its prototyping
plan (73/04/25).

The Farly Childhood component was prototyping its innut/
feedbuck model by April, 1973, The Production comnonent had
seiected a location for its studio, and the Utilization component

‘2‘\3



36

. had visited 708 of the nominated receive-only sites, Script
production in the Career Nevelopment component hegan. The
Farly Childhood component had forwarded fifty minutes of scrints
to the Production component. Production activities were, however,
in "hold" status pending funding decisions.

The activities during April and May, 1973, are described
ahove as they were listed in the minutes of the management's
Status/Review meetings for the two months. How much actual
progress occurred during this time is not clear. The predominant
atmosphere among much of the FTD staff at the time was one of
uncertainty. Few personnel were certain for how long, and if,
they would continue to hold their jobs. A visiting team was
assembled in April by OF and NIE for a site review of rroesress,
The overall resmonse of the panel's members to the projcct was
critical of most components and components' progress (73/04/15,
73/04/16, 73/04/17, 73/04/18A, 73/04/19A, 73/04/19B, 73/04/19D,
73/04/20A, 73/04/20B, 73/04/23), One of the results of the
panel members' visit was a strong insistence by the National
Institute of Fducation that there be a full-time Project Nirector,
The Assistant Project Director was ineligihle for the position,
the Director of the Broadcast and Fngineering component was
named to be the Project Director.

Puring late May and early June, the new Director began nego-

. tiations with a new federal monitoring team for Fiscal Year 1974,
As a result of these contract negotiations, the ECS Farly
Childhood sub-contract was eliminated and the Career Nevelop-
rent content area was retained, The Career Nevelopment component,
one of the areas that was reduced, was placed within the Production
component, Further reorganization established a new Research
group. Budget cuts as well as staff resignations had reduced
the number of staff from 100 to 64,

At the beginning of Fiscal Year 1974, the nroject was
operating at a substantially reduced level, DNiscussions were
continuing among officials and FRMS on the nature and scope of
the project., By October 8, 1973, when the Stanford !Iniversity
Contract ended, funding had still net been settled for FY 1973-
1974, Another issue that was still unresolved was the potential
use of two-way communication.
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‘thapter [V
HISTORY FROM THE ETD COMPONENT FUNCTION VIEWPOINT

Conrad G. Carlberg

In this Chapter a discussion is undertaken of the
functions and ETD activity of (a) the Content Compbonents,
(b) the Utilization Component, (c) the Broadcast and
gngineering Component, and (d) the Management and Monitoring
System.

This chapter represents the viewpoints of FRMS staff “o
a greater degree than do other chapters in this report. The
author worked, to a large extent, from documents prepared
by FRMS staff rather than from direct observation. Many of
those documents are informal and undated.

content Comnonents

Both content components collected information for program
planning during the planning period. Although much of the
FTD's information collection activities were regionallv hased,
some did not involve the Rocky ‘fountain region. The major
sources of this information were written data archives and
consultants.

In February, 1972, the Farly Childhood component exneri-
mented with the establishment of a Technical Advisory firoun
to provide information on program design and evaluation in
the early childhood area. This group met for the first time
on February 18, As a result of a disagreement with FE(CS
staff, p.rticipants decided not to meet again as a group but
to make themselves available on an individual basis for
consultation as needed. ‘Members of the group had been drawn
primarily from an FCS task force committee on early childhood.

Beginning in March, 1972, and continuing for the next
three months, existing program resources in the area of early
childhood education were investiga-ed. The early childhood
component staff visited regional educational laboratories and
teachers' conventions, and they reviewed commercial catalogues
and advertisements. 0Discussions were held with state and
local school personnel. The program resources identified
were examined for their potential use in the ETD (72/05/11).

A nortion of the review of existing program resources
was subcontracted. The report of this subcontractor, which
was submitied in early May, reviewed CAI and CMI programs
existing in the carly childhood area. The purpose of the
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review was to cxamine existing conputer-based programs that
right be suirtehle for use or adaptation (72 /05 /158%).

Another report on subcontracted information collection
was also subnitted in Mav, This report identified measurcment
instruments that micht be used to evaluate ecarly childhood
cfforts (72/05/014A).

The career developrent component's information collection
activity procceded on a pattern similar to that of the early
childhood comnonent. DNuring January and February, a review
of research literature in the area of career education was
conducted. In this same period the major portion of a review
of existing career development programs and instructional
naterials was conducted., For this review, consultants were
brought to Denver and carcer development component staff
rnade site visits to career education centers around the
nation. In ‘ay, 4 report was rcceived on a subcontracted
survey of existing CAT and CMI programs on career cducation.
In April, a survey of regional public and private resources
in career cducation was initiated. Throughout the entire
planning pveriod, a survey of existing career education
measurement instruments was conducted by the component-
staff (72/058/154,72/07/28),

Several major restrictions to the scope of the I'TD were
made in May, 1972, just prior to the preparation of a planni .g
report and nroposal in .June and August. At a meeting with
representatives from state government agencies concerned
with early childhood, a final decision was made to restrict
the scope of programming in the early childhood area exclu-
sively to adults with child care responsibilities. No pro-
grams airmed directly at children as an audience would be
prepared. The decision was based on state preference and on
information that had been collected during the planning
period.

At the same meeting, plans to implement a computer based
biblingraphy of child care techniques and information were
rmentioned, and ways in which the FTD might effect long term
improvenents in state carly childhood care certification and
coordination procedures were discussed (72705721 ),

Two major restrictions in the potential scope of the
career development portion of the project were made during
the planning period. Early in the planning period the pnssi-
bility of including some actual training in specific voca-
tional skills in the programming had been considered., later
ttowvas decided instead to retain the exclusive progran
ertphasis on carcer information and counseling functions,
hecause actual vocational training was beyond the capabhilities
of the ETDH,
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. A major restriction was made in the scone of the
atudience the carcer development nortion of the nroject would
address. The project had intended to provide career cduca-
tion of grades K-12, However, after FRMS/NL discussions, a
decision was made to restrict the audience to adolescent
students (73/01/19A).

Seven major tasks were identified by the Farly Childhood
comnonent as preliminary to actual content vrogrammine: a
preliminary review of the literature, the listing of alterna-
tive behavioral ohjectives, the selection of hehavioral ohjec-
tives, a continuing literature review, a continuing analvsis
of an early childhood develonment data hase, a review of

existing software and hardware, and an analysis of instrumen-
tation needs (72/03/17).

Tentative career education research variables had been
identified and listed by March, 1972, The independent
variahbles included population considerations, delivery
systems, and supplementary assistance as categories, The
dependent variable categories included attitudes and skills.

A review of career development literature and media was
instituted. Identification of notential production facilities
was undertaken and a rough outline for nrototyne nrogramming
was completed (72/03/17).

During Aoril and May of 1972, contact was made throughout
the region with various individuals and agencies that might
provide useful input to the ETD, and with renresentatives
of the eventual user population. EFarly Childhood comnonent
staff memhers met with television station departments of
education, state Departments of Fducation, educational broad-
casting companies, and data processing comnanies, User
nonulation representatives included, among others, the
Navajo Tribal Council, the Nevada State School Superintendents,
and the Arizona State P.T.A., (72/05 /01B), "

On May 20, 1972, the Early Childhood Development Com-
ponent held a conference in Reno, Nevada. C(onnonent staff
met with the Farly Childhood Nevelopment designees of the
Chief State School Officers to address regional and state
issues in early childhood development. TIssues which were
reviewed and critiqued included considerations pertinent to
government and institutions, teacher training, parent involve-
ment, licensing and certification, consumer attitudes, and
children's programming (72 /05 /21).

Puring August of 1972, two design groups, one for each
comnonent, were named. Design grouns were intended to be
nultidiscinlinary and thus included representatives from
Engineering and Mtilization 72 08 /‘7{)).
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The Eciiy Childhood design proun settled on a develon-
mental nrocess model consisting of four phases: develonmental
testing, nrototypiang, pilot testing, and demonstration. The
tynes of baseline information and the evaluation techniques
necessarv for the development testing phase were discussed.
The groun considered the fant that available time for identi-
fying hardware, software, .nd personnel variahles was growing
short. Another issue was inducements for parents to come
to a central receiving site., If the programming itself were
not sufficient inducement, the major Early Childhood audience
night have to be reached at home: this would mean program
distribution by cable and ETV network outlets., The latter,
however, would not commit themselves to participation unless
and until they could pass on program quality. A third issue
that received continued attention was the question whether
one could specify behavioral or measurable objectives for
early childhood education. The design groun decided that
the production process should begin in early September, 1972,
beginning with a set of objectives that had already been
developed (72/08/23).

The design group effort had initially apneared promising,
nroviding as it did a chance for improved intercomponent
communication. However, the Early Childhood design group
did not proceed beyond the initial discussions, owing to
uncertainties about group leadership and authority. The
career development group met intermittently, but eventually
ceased to exist.

Field coordinators for each state had been selected by
October, 1972, when a neeting was held for the nurposes of
state coordinator orientation and training. At this meeting
it was decided to undertake a needs assessment in early
“ovember to obtain user input for program design. This
assessment would consist of interviewing three tynes of
ncople in ecach state: (1) parents, child care teachers and
staff, and community leaders; (2) nrofessionals (university-
based experts in child development); and (3) government
agency staffs. These interviews were to he conducted hy the
State Coordinators (72/10/26A).

The needs assessment fcr the Career Nevelopment commonent
was to begrin in the middle of November. The assessment was
to be accomplished by the use of an instrument that had been
pretested in October. It was to be administered to junior
high and hiph school students by the Career NDevelonment staff
(72/10/26A).

The February, 1973 directive from the 0OFfice of "lucation
hrought ahout major changes in both the structurc and function
of the content components. Courseware was to he designed to
include as much interactive capahility as pnssihle, using
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primarily dipital feedhack. The emnhasis in production wns
changed to primarily live and short lead time nrogramming.
Thus, the staffs for the two content areas and associated
groduction staffs were to be reduced. Script nroducticn in
oth content components came to a halt in February. Content
comnonents turned their attention to revising objectives and
scripts that had already been nrouuced, restructurine the
body of program content, and creating test items from content
objectives (73/03/21A) .

A further revision in content plans came ahout in early
1973, when NASA indicated that the time required to realign
the satellite hetween the footnrints was greater than exnected,
thus cutting time available for ETD nrogramming from twenty
to fourteen and one-half liours ner week  (73/03/21A).

Prototyping

Prototyping considerations had surfaced by Julv of 1972.
Population and accessibility characteristics of prutotype
sites were being discussed, as were the program prototyne
criteria to be fulfilled at the sites (i.e., the amount of
ETD program and the number of subjects to be involved).

The site selection nrocedure and the training and functions
of support personnel were under consideration. It was also
noted that information was needed on the selection criteria
for prototype sites, the number of subjects needed at che
sites, a specification of the program content at the proto-
type sites, and a training schedule for state coordinators
and circuit riders (72/07/08).

But by December of 1972 it was clear that time con-
straints would rule out the use of programs produced in-house
during the prototyping period scheduled for March of 1973.

It was also apparent that it would be difficult to obtain
subcontracted programs for the prototyping period. It was
suggested that the prototype period be postponed until
materials to be tested had been prepared (72/12/04B).
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Utilization

The responsibilities assumed by the Utilization and
Research comnonent at the outset of the FTD nroject included
coordination of site selection, identification and develon-
ment of contact nrocedures at cach site, preparation of
research nrocedures and designs, and design of a public
relations brochure. Tasks included collection of demo-
granhic data, selection of test sites, the development of
a research and evaluaticn program, the develovment of train-
ing models for on-site personnel, and the development of
further contacts within each particinating state (72/03/17).

The Utilization component information collecticn effart
begain in January 1972 with a three month review of the litera-
ture on utilization approaches and procedures, This staff-
conducted literature review was sunplemented in Fehruarv hy a
series of meetings around the nation with various agencies and
povernment units to study their varying utilization models and
asnroaches, In Fehruary a subcontract was awarded to the Western
i1.terstate Commission for i{{izher Education to rnllect information
on alternative nossihle utilization mode's (72/02/25),

Cnllection of information about the rerion was started
in February with a survey of regional demograshic data. A
review of potential resources and constraints on a regional
utilizatior effort was also initiated in February, Repional
information collection continued into Aprril 1972, when a
survey of PRS services in the region was conducted (72/1n/05).,

The Utilization component aisv made use of consultants
in information collection activity., In “March 1972 a con-
sultant’s recommendations on a public relations strategy for
the FTD were obtained. A Mav 9 consultant's report analvzed
the advantages of multi-linpual field staff in the utilization
effort (72/03/10R, 72/05/11).

Planning continued through Anril of 1972, when efforts
were directed to implementing utilization plans, A nrogram
for initial training of the state cadre in each of the
narticinating states had been develoned. Tt inciluded an
orientation to the project, role responsibilities, data
evaluation and collection prccedures and models., An overview
of the content comnonents was nrenared, as were a descrintion
of broadcasting and engineering considerations and identifi-
cation of media resources and their utilization (72/04/724).
In addition, contacts for nlanning utilization nrccedures in
each of the eight states were nTogressing. TFollowup contact
meetings were conducted durinpg the month of Anril in Denver
to discuss snecifically each state's snecific needs and
1deas. These meetings were attended by renresentatives fron

-
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the Nenartment of Education and Social Services, designees
from other selected agencies, and memhers of the Farly Child-
hood Nevelopmant component staff  (72/04/28A),

Puring Septemher and October of 1972, the !ltilization
staff made visits to New ‘lexi<o, !ltah, ‘lontana, TdAaho, and
\rizona in order to present an update of FTD nrogress, to
explain the current thinking on state structiure and the
position nf State Coordinator, and to discuss criteria
for site selection. These discussions were held with
representatives of the Nepartments of Fducatisn of each
state (72/09/25, 72/09/28, 72/10/16),

'tilization planned three different field sunp rt
systems: high, medium, and low levels. Tt also develoned
nlans for prototyping field support systems and for the
provision of field information se¢rvices.

Utilization, as is noted above, was resnonsible for
the coordination of the site sclection process., The nrocess
was initiated in March of 1972, when a list of all possible
sites was drawn up by Utilization, These lists were taken
to the Office of the State Superintendant of Schools in each
state for revisions ana sugpestions This nrocess continued
through Anril, May, and .June, when comnonent representatives
were discussing tKe nominated sites with state agency staff,
It was felt that this give-and-take process had nleased the
states: they felt they had provided real input into the
site selection process (72/10/08),

A NASA deadline briefing on Sentember 14, 1972 required
selection of thirty intensive sites by November, 1972 (72/09/1447),
State Coordinators were to identify sites for installation
of two-way terminals for prototyning operations and for needs
assessment. By “ovember 15, nine or ten sites were to have
heen selected for FCC clearance nf two-way equinment.

Selection was to be based on ethnic and cultural characteris-
tics, language variables, geographic variahles, nersonnel
availability, and installation selection factors. However,

in memoranda which resulted from a visit by USOF representatives
in Necember, 1972, it was noted that there was considerable
redundancy in the sites selected: two-thirds of the sites

were located in areas already being seived bv PRS stations
(72/12/18) By March, 1973, this difficulty had apparently

been corrected and a site agreement nlan was being drafted
(73/03/21A%.

)
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Rroadcast and Engineering

Technical Questions

The initial technical focus of the ETD was on use of
two-way audio and video for interaction with the audience.
Computer assisted instruction was alsc under consideration.

As a result of funding constraints as well as non-monetary
nlerning decisions, this focus has been changed to include
possible use of a computerized data bank and digital trans-
mission of data, with only limited two-way audio and feuw or

no two-way video applications (73/01/197), Subsequent changes
have further limited the technical nossibilities.

In March, 1972, the Broadcast and Fngineering component
indicated that its planning was based on the assumption
that the satellite would be broadcasting to public hroad-
casting stations in the Rocky Mountain region, CATV systems,
translator systems, and to individual sites. Planning
addressed both the quantitﬁ and the quality of one-way
video/two-way video, one channel audio, four channel audio,
and CAI/CMI remote uplink video-and-audiv technological
mixes to be utilized at the sites. Specific tasks undertaken
by the Broadcast and Engineering component included the
identification of satellite capabilities, planning for down
converter construction, and the identification of field
sources for broadcasting and receiving signals. Four hard-
ware configurations were also being addressed: hasic TV
receivers, an auxiliary mode allowing the reception of narrow
band signals in lieu of the TV signal, a low cost narrow
band transmitter, and a single prototype of a TV transmission
terminal to permit return video from remute locations
(72703/17).

By late Octobher of 1972, the ETD was planning on 200
receive-only terminals (one-way video) at a cost of $3,000
each, 31 intensive sites (two-way video) at a cost of $4,000
each, and 76 two-way audio sites at a cost of $6,500 each.
These included 46 sites to be used in the Alaskan experiment
and 15 sites to be used in the Appalachian experiment, for
which the ITD Broadcasting and Fngineering component had
been given the responsibility of integration and imnlementa-
tion (72/10/258B).

Beginning in December of 1972, a number of nronlems
began to surface. Postponements became obligatory. One
scheduling delay involved the interdependence hetween nlans
made by the Broadcast and Fngineering: component and the
production of program content by the Farly Childhood and
Career Nevelopment components. On the one hand, Broadcasting
and Enginecring had a number of fixed deadlines for equipmeny
nurchase and installation which had to be met and which were,



. in part at least, dependent on content component nlans. On
the other hand, the content component needs assessment efforts,
and their desire not to specify content bhefore the needs
assessment was completed, had delayed their content specifi-
cations, Further, the bids on the receive-only terminals
ran much higher than had been expected, and difficulties in
receiving clearance from International Radio Allocations
Commission (IRAC) for the intensive terminals had caused
delay in their construction (72/12/04A).

Another major source of schedule slippage was the necessity
for ETD coordination with the Alaska and Annalachia experi-
ments. Coordination was necessary before a final satellite
schedule could be determined and NASA was requesting this
as soon as possible. lowever, the Alaska and Appalachia
projects were even further behind in specification of
program content than was the FTD (72/12/04A)

Frequency Allocation and Clearance

In 1971, the Department of Health, Fducation, and
. Welfare, the National Aeronautics and Smace Administration,
and the Federal Communications Commission cooperated in a
successful effort to obtain from the World Administrative
. Radio Conference an allocation of 2.5 GHz for broadcasting
of educational services via satellite (71/04/08, 71/04/14R),

One cf the unique aspects of the ETD was to he the
nrovision of interactive, two-way communication between the
point of program origin and the remote receiving sites. It
was assumed by project planners that the 2.25 fnHz would be
available for brcadcast from the two-way (intensive) sites
to the satellite, thus providing the return link to the
point of program origination (73/03/21A).

This assumption was mistaken. 1In January, 1973,
the International Radio Allocations Commission, one of the
agencies from which clearance to use the frequency for unlink
purnoses was necessary, indicated that it might refuse to
grant frequency clearance for the nroposed intensive sites.
This naturally caused deadline problems for the FTD., NAS\A
required that intensive terminals be installed by Nctober,
1973, for simulation tests. However, it made no sensc to
issue Requests for ProKosals for construction of the intensive
sites until clearance had heen received from IRAC. The clearance
was officially refused in March of 1973 (73/03/21A, 73/01/26\),

This left NYASA and the FTD with several unnalatable
alternatives. 0Nne was to redesign the ATS-V satellite so
that it could handle another frequency for two-way inter-
action. This alternative was dropped when such redesign




was found to be too costly in money, time, and manpower.
Another alternative was to use the two existing satellites,
ATS-1 and ATS-3, for interactive communication. This was

not a narticularly happy alternative, because hoth satellites
were then operating beyond their life expectancy and failure
could have occurred at any time. In addition, the sound
quality delivered by either left much to be desired and

video transmission was not possible. The compromise of using
ground lines for short distance transmission and using
existing satellites for long distance transmission was
considered (73/03/21A). As of October 1973, the questions
regarding two-way transmission were not resolved.
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- Management Monitoring System

Efforts to design an information monitoring and
accounting system for the project began in .January 1972.
This system was to identify all tasks, means of accomvlish-
ment, staff resvonsibility, costs, and time requirements.
The system was based on seventeen basic project tasks which
had been identified in the January 10, 1972 planning nro-
nosal. It was linked with an automated accounting svstem.
Information was fed into the system by means of weekly
component reports of monies exnended and nercentage of tasks
completed. These progress figures were comnared with
nlanned progress figures. A work-comnleted and cost-to-date
ratio would then define the progress made on each task in
weekly reports. The system was intended to enable project
administration to monitor all nlanning activities, make
decisions at appropriate times, und to modify nlanning
approaches as necessary. A summary of tasks, progress, and
costs to date appears in the March 17, 1972 Progress Renort
(72/03/17).

- In May this information system was terminated. It was
noted that the tasks and anticipated work flow defined
in the management information system formed a theoretically

J sound base for the operation of the project., It was also
noted, however, that day-to-day operational needs were
occasionally frustrated by this theoretical base, which
tended to build inflexibility into the on-going operation
of the project (72/03/17). Additionally, task activity was being
concluded in preparation for the writing of the .June Planning
Report and Proposal. A further reason for termination was
that the ETD staff had expressed disanpointment in the
system's ability to reflect actual project activity accurately,
its flexibility, and its capability to facilitate internal
communication and task coordination., Thecse problems were
attributed to the fact that the system had not been staffed
on a full-time bhasis and to the fact that it had not been
automated. The need for a useful system was, however, still
apparent (72/01/19B).

Accordingly, in August of 1972, imnlementation of a new
and more comnrehensive management information nlan was
started. The second version of the management information
monitoring system was a more ambitious undertaking than the
first. A full-time staff member was hired to oversee the
svstem, In addicion, the system was automated. Snecification
of the 1500 to 2500 activities to be monitored by the new
information system bhegan in August. The system's outnut
would be 1) a PERT-Chart, consisting of a computer-granhic
showing the order to tasks and their inter-relationshins,
and 2) reports on performance and progress accomnlished which
would result in adjustments and resource allocation and the
restructuring of activities (72/08/08A),
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In a federal memorandum dated August 23, 1972, commenting
on the FRMS July 28, 1973 Progress Report and Pronosal,
it was noted that the latter document lacked a work plan and
budget for the next project phase, and that a work-flow PERT
chart did not constitute such a work plan (72/08/23).

By October 28, 1972, a bi-weekly opportunity to change
tasks (if necessary) was made available. A coding system,
in the final stages of preparation, would cross-relate PERT
tasks, sub-tasks, and phases with cost items in order to
determine how much each activity cost. The accounting system
was to be based upon daily time sheets filled out by each
ETD staff member. In addition to reporting their own time,
State Coordinators were to report consultant time and nart-
time help obtained from state agencies (72/10/30).

By October 30, 1972, the design of the PERT system was
complete. Implementation was to begin in mid-Novembher,
when the accounting codes, which were the reporting bhasis
of the system, were comnleted. The extent to which the
PERT system was successfully implemented and nroved to be
of functional value was seen as potentially important for
other projects. PERT techniques had not previously been
extensively applied to a large scale social project (72/10/30),

By this time the number of basic tasks monitored by
the PERT system had been reduced to 14. The system utilized
the IBM Project ‘Management Systom (PMS 1V) (72/11/17n),

In early December 1972, the PERT system had made obvious
the need to change various estimated completion dates of
tasks and activities. In the rescheduling process, the
effect of PERT was to clarify interdependencies in task con-
pletion schedules. Failure by one component to complete a
task as scheduled required the "slippage" of completion
dates of tasks in other components, The major pressure to
adhere to a firm schedule came from the Broadcast and
Fngineering component, whose tasks were inherently most
specifically defined and whose deadlines were most unavoidably
final (72/12/04A),

- .
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Chapter V

ANALYSIS OF THE HISTORY OF THE FEDERATION OF ROCKY
MOUNTAIN STATES' EDUCATIONAL TECHNOLOGY DEMONSTRATION
AND RECOMMENDATIONS FOR FUTURE PROJECTS

Nancy H. Markle and David G. Markle

Introduction

The FRMS ETD was conceived by on-site planners as a
project of large scale and scoge tha¢ would solve many
nroblems for many persons in the Rocky Mountain region. At
the same time it was seen as an information gathering effort,
rather than a problem-solving effort, by some federal nlanners.

Trying to put together a project that is large 1in
scale and scope as well as highly innovative is a difficult
policy and operational undertaking. Experimental investi-
gations and evaluations of costs and effects are difficult
to carry out in such settings where maintaining standard
procedures and holding variables constant is operationally
difiicult and may be see¢. as inconsistent with larger social
goals.

Farly in its planning some federal observers felt that
the FTD was imbalanced in the direction of too large a scomne
and too much emphasis upon service delivery. It was honed
that the externally funded on-site evaluation nlanninp
team would help the FRMS staff to reduce the scone of the
nroject effort to an evaluable size; this was explicitly
stated in the Stanford cnrntract but was found not to renresent
a consensus among all parties involved in planning the Demon-
stration. The evaluation planning team was not sufficiently
influential to effect much change in project plans. The
desired reduction in scope was achieved only at great cost
later, after the visit of a site team from the National
Institute of Education in mid-April, 1973,

Li
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While decisions must remain open about the relative
merits of significantly large social exmeriments, which are
difficult to evaluate, and small controlled exneriments,
which often lack major impact, a significant amount of
information has been gained from this nroiect.

Rationale

Every nroject has unique experiences and onrohlems,
1f the experiences and nroblems of the ETD were all unique,
the writing of history, analvsis, and recommendations would
be a pointless task. Fortunately, information has heen
compiled over the past ten yvears on a variety of nrojects
whose nroblems and experiences either are mutual or are
gencralizable across related settings.

Some of the early experiences in nlanning for an
FEducational Technology Demonstration in the Rocky Mountain
region can he examined in the light of other nrojects. We
have chosen to compare the ETD with three other innovative
instructional media projects: one in Tl Salvador (Schramm ct
al. 1970; Mayo & Mayo, 1971), one in Colombia (Comstock and
Maccoby, 1966: Comstock et al, 1966), and one in American
Samoa (Nelson, 1970)., These three projects and the
FRMS Project have planning, developmental, and operational
imnlications for both nolicy making and direct imnlementation
of future similar projects.

The theme of the first groun of recommendations is
the expectations between nroject and funding agency and
within agency and nroject. Other recommendations deal with
continuing relationships as the nroject grows and matures.
Intra-agency perspectives are examined in the context of
the way these may affect the nroject. Still other recom-
mendations treat onerational considerations,

Insuring That Expectations Match:
The Grantee and the Funding Agency

Recommendarion 1: Before significant funds are exnended, the
(irantee anc the funding agency must agree on the goals and
ohjectives of the project, the nrocedures to he used, level of
funding, developmental and implementational procedures, and
methods for arhitrating differences of oninion that mav
develon during the project,
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Recommendation 2: To the extent nossibhle, the grant or contract
Jocurents should reflect the initial expectations of all
individual and organizational narties involved in the frant
nepotiations.

Recommendation 3: In order to maintain sunport, nroiject staff
must be able to demonst* that ideas are clear, that the under-
taking is financially »n ...ole in a fixed time frame, and that
the results will contribute to the solution of the problem for
which the project was conceived.

The FRMS Project

Background

The President of the Federation of Rocky ‘fountain States
was the first project director for the Educational Technology
Demonstration. He assumed the nosition with the understanding
that he would serve in that cavmacity until he could identify
a full time executive. By January of 1972, onerational
responsibilities were delegated to four comnonent directors:
one for Broadcasting and Engineering, one for !litilization,
one for Career NDevelonment, and one for Farly Childhood.

The Early Childhood com—onent was a subcontract onerated bv
the Fducation Commission of the States but residing on-site
as an integral part of the Project. The other componcnts
were comprised of Federation employees. The four Component
Nirecturs had nominally equal responsibility and authority.
‘fore compnlete background information may be found in Chanters
I-IV in this Report.

Early Fxpectations

A major pnroblem with the early phases of the FRMS FTD
was that the exnectations of the funding agency, NASA, and those
of the FRMS nroject initiators did not match. foals and
funding were subjects of continuing disagreement (discussed in
detail later in this paper).

Pnlicv makers in the funding agency and in other
coonerating agencies originally conceived the FRMS ETD to he
a somewhat limited demonstration of the wav satellite tech-
nology can be applied to cducational problems, Tt was also
considered important that some allocation of frequencv on
the ATS-F satellite be made for social purnoses in addition
to the technical, scientific purposes that satellites were

33
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alreadvy fulfilling (71/06/02, 02A, 02B), Federal nolicv
makers did not envision, as did FRMS staff, develonment of
numerous hours of courseware, or the establishment of
extensive br.adcasting, engineering, or nroduction facilities
in the Rocky Mountain region.

The Education Commission of the States subcontract
comnonent for Early Childhood Nevelopment programming had a
director and a number of staff members by February 1972,
According to (72/02/24), from the Acting Director of the
National Center for Fducational Technology, to the Deputv
Commissioner for Renewal, FCS was given the resnonsibhility
for initial nlanning of the NDemonstration. Staff from
FRMS Comnonents also wished to influence plans. In reality,
nlanning nrogressed as a large-scale, and somewhat frag-
mented activitv. The Farly Childhood Component, as a result
of its charge, exercised considerable influence on the plans
and on the manner in which the planninp funds were expended
during the second planning grant. At this early time, a
pattern of component-centered rather than project-centered
activitv developed. This pattern seriously damaged the
nroject in the funding agencies' view. There were senarate
attempts, for example, to include field services, reserarch,
and evaluation in the activities of the Farly Childhood, the
Career NDevelopment, and the Utilization Components. These
separate component activities were not coordinated across the
project. Although the redundancy of these efforts was due
in part to poor coordination and communication, it annears
that it reflected also the desire of individual comnonents
to dominate as many functions as possible, thus increasing
the importance of that component. A feature of this activity
was that many staff were hired too early in the nlanning phase
for the Project.

Mismatches Concerning Funds and Scope

During the nlanning and early oneratiors neriods, the
funding agency made many requests for the FTD staff to
rewrite pronosals and to shift project emphases (71/10/07,
72/07/07, 72/12/15B, 73/01/08, 73/02/27, 73/04/19D,
73/06/01B). These requests were based upon a number of
factors: (1) FRMS nroposals were judged by reviewers not
to he adequate nlanning documents., (2) There was an unresolved
mismatch in expectations between project nersonnel and
the funding agency. (3) Some agency nersonnel felt that
the project was spending or would snend more than could be
justified by the expected return of either information or
deliverv of services And, (4) some agency nersonnel felt
that the nroject staff could not spend the requested funds
competently in the available time. Additionally, as a result
of federal reorganizations and of budget imnoundments by

W)
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the White House, there were immediate pressures and constraints
on money. Document (72/12/15B) from the Federal ETD Project
Co-Monitor to FRMS Managements, says, "...there is obviously
not $12,000,000 available to cover such materials development...
a decision will nrobably have to be made to reduce this
figure..." From (72/12/18), “The projected budget for FY

1974 should be re-estimated, The figure of $6.5 million

that you requested does not appear reasonable.”

Further strengthening the funding agencies' view that
FRMS staff were attempting to accomplish too much within a
short period of time, Document (73/04/19D) says, "...the
staffing and planning of the production component are inade-
quate to the task of producing 200 hours of programming in
the required time frame of 12 months."

Production was only one of the continuing noints of
contention, although it is the most outstanding substantive
issue. O0Nthers concerned the adequacy of nlanning in its
entirety.

Goals and Objectives

The FRMS project staff had considerable difficulty in
clearly stating their goals, objectives, and procedures. The
following excernts from document (72/07/05B) from a NCET
staff member, transmitted through the Acting Assoclate
Commissioner, NCET, to the Associate Commissioner for Fduca-
tional Technology exemplify the result of this difficulty:

v, ..After reading some 300 pages of material, T find
myseif unable to comprehend, with any clarity, the
objectives to be met; the nrograms which will bhe created
to meet them...Too often, the mere assertion that some-
thing will be so, is offered as a substitute for a
delineation of how the asserted result is to be achieved,
The report does not address itself to the expected
impact, effects, or benefits of these nrograms, in terms
of the defined needs."” '"There is no indication of how
the sizeable investments in materials collection and
production will be used after the satellite experiment
has ended."

rederal reactions of this tyne demonstrate the extent
of problems that can result from failure to agree at the
outset on what is to be done and how.

Patterns

As a result of the lack of an original consensus on

Project goals and objectives, an unfortunate 'eame pattern"”
became established early: The Project personnel would

LJ
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write a proposal for costly, large scale experimentation

and delivery of social services; in response the federal
personnel would ask them to justify the costs, exnlain
scheduling, provide plans for programming, or make a new nro-
posal. Tﬁe Project personnel would then respond either with
an elaborate justification for their requests or with a new
costly proposal. The federal personnel responded to these
efforts by again asking for justification of costs, explana-
tion of schedules, plans for programming, and so forth,

As was discussed earlier, Project efforts suffered
because separate Com,onents attempted to define independently
the universe of utilization, content development, exnerimenta-
tion, and service delivery. These attempts made the Project
hudgets unjustifiably large. Furthermore, they were not
coordinated with one another, so that different sections of
FRMS proposals said different things about what looked to
reviewers like the same activities.

We conclude that the multiple director onerational
procedure (four Components, each with its own NDirector) did not
work as well as might be hoped. There are at least three
gossible explanations for this lack of success: First, it may

ave been simply the personalities and competencies of the
individuals chosen for the director positions. Second, the
directors were not well acquainted at the start and had not
worked together previously. Third, the organizational
structure encouraged each director to establish an indepen-
dent sphere of influence.

Proposals

For whatever reasons, (and scme may be derived from the
above discussion), the Project did not prepare good reports
and proposals. They suffered from several flaws: 1) Too
large and too costly an effort was proposed for the length
of time available in which to prepare for it, 2) As a
result of the lack of coordination hetween Components, budgets
were large. To at least some of the federal personnel the
budgets even seemed ''padded." 3) Although each proposal
was very long and gave activities of Project personnel in
detail, critical elements about operations, procedures,
schedules, and plans were left unstated. This last practice
was often justified in personal communications tc the Stan-
ford personnel from the Project staffg;y the notion that if
concrete plans were stated the Project would then be held
to them unreasonably by the funding agency. In fact, it
seemed to many observers that the Project staff either did
not have clear plans or did not know how to write a reasonable
proposal.
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. Document (71/10/07) from t . Associate Commissioner, Bureau
of Libraries and Educational Technology to the Commissioner of
Education, says:

"The key fact that ATS-F wil' be able to serve the

Rockies for less than a year and is only an experimental
satellite has been largely overlooked in the proposal.
Instead of testing, experiments and demonstrations, the
proposal is devoted to a sizeable software nroduction
effort. Consequently, one of the key reasons for ATS-F, {s
that it will build knowledge which could in 10 years lead
to a multi-channel satellite for educational usage, has
been largely neglected.

'""'Secondly, the proposal does not make adequate use of the
special capabilities of satellites. Nearly all of the
programs suggested could just as well be sgown via the
existing public television and cable systems. Projects

in which the satellite is cost effective, such as reaching
the large isolated and migrant populations of the area,
need far more emphasis.

» ""Moreover, the proposal does not explicitly consider
some of the interesting technical experiments, such as
interactive learning, that should be tested using a

. satellite.” (A more detailed critique of the pronosal
is appended).

Document (72/07/07B) nearly a year later than that quoted
above, addressed to the President of FRMS from the Acting
Associate Commissioner, NCET, says:

"I. General Concerns

"Purpose, goals, and objectives. The overall purpose
of the pro%ect 1s unclear in terms of goals and
objectives. Review results indicated uncertainty

as to not only project goals and objectives, but to
specific component objectives and tasks.

"Time schedule. Because of the time constraints imposed
by the launching of the spacecraft, and hecause of

the massive undertaking the Federation has proposed,

a time schedule or PERT chart should be carefully
developed for each component and for the total project
management. The schedule should be realistic in

terms of necessary training, production, and proto-

type testing, but should allow the flexibility needed
for component areas to develop quality programs.
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. "Report format. It was extremely difficult to follow
each section in an overview due to the varianrce in
component reporting. An Outline for the entire
report should be developed that would serve as a
guide for each component section.

"Decision-making. Although decisions which were made
during the planning process were presented, no clear
discussion of either the sources of information unon
which the decisions were made, or the reasons behind
why and how the decisions were arrived at is

apparent in the report. This concern is particularly
crucial if critical decisions have been made concerning
the various constituencies to be served and those
constituencies have not been consulted during the
decision-making process.

"In line with the above, supportive data for the
decisions made would also give credibility to the
neegs and thus to the programs proposed to meet those
needs."

. Document (72/08/07D) from a Field Reader of the FRMS 28 July
1972 Report and Proposai to the FRMS Project Officer says:

. "...There are no specific programs of instruction
described and most of the space in the report is taken
up with long boring descriptions of the bureautic
structure of the project (i.e., Utilization Componcnt,
Early Childhood Component, Career Education Component,
etc. L]

Document (72/08/22) from the Acting Director, Nivision
of Technology Development (DTD) to the Acting Associate Commis-
sioner, NCET, concerning the same FRMS report, says:

"As with their previous submission, this document
contains a great deal of verbiage and little content. 1
am certain that they could have presented their ideas--
and done so more effectively--in one tenth of the space.
After reading the document, it still is not cleax to me
why they are doing what they are doing. They have not
vet built the case for the need for early childhood and
for career education--other than assuming that they are
needed--nor have they shown how their approaches will
alleviate existing problems in the Rocky Mountain region.

"In addition, although this is an educational and not a
technical experiment, I do not see the need for a
satellite. In short, I can not determine from their
document what they wish to experiment with or what they
hope to achieve as a result of an experiment."
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. Document (72/08/23B) from the Acting Veputy Director, DT,
to the Acting Associate Commissioner, NCET, says:

"The proposal suffers from the lack of a statement of

who is to do what, delivered how, to whom, for what
reasons, to reach what results, under which conditions,
for how much. Without such information it is difficult
to understand on what basis onc would fund a continuation
effort. It might be more practical to fund the oppor-
tunity for the contractor to state in explicit terms

just what is to be done and with what level of commit-
ment from whom."

Document (72/08/25C) from a staff member in the Office
of Program Planning and Fvaluation to the Acting Associate
Commissioner, and a Staff Member, NCET, says:

"...Although this document represents a substantial
improvement over the previous version, it does not, in
my opinion, provide an adequate basis for further funding.

".. Apparently there are no specific goals and objectives

. identified for the Demonstration. These are absolutely
necessary so that all of us, including tax payers, can
understand why the Federal government is investing more

. than $20 million in this project. The overall goals are
also necessary in order to impose some discipline on the
remainder of the project. At present there is little or
no relationship among the objectives specified for Farly
Childhood, Career Development, Utilization, etc. If
some specific goals and objectives had been set for the
entire Nemonstration, there would at least be greater
coherence among the parts.’”

In commenting about the problem with coordination of
efforts, Nocument (72/07/07) to the President of FRMS from the
Acting Associate Commissioner of NCET, says:

"Although the document [FRMS' 25 June 1972 Report

and Proposal] presents utilization as the coordinating
component .f the project, each component section [of

the proposal] speaks to such tasks as training, field
services, research and evaluation. Not only would this
appear to dilute the effort of the utilization

component, but more importantly appears to necessitate
excessive staff support if each area would require trainers,
researchers, evaluators, etc., ...it is unclear why the
early childhood development and career development sections
address evaluation apart from the Stanford responsibility.
This would clearly seem a dunlication of effort and
expense. ...Seldom do ,the individual sections identify

how they relate to each other, i.e., utilization to early
childhood, broadcast to career education. ...Information

e
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Gathering and Dissemination should be a separate comnonent
or part of "'tilization, WwWhy one for (I'C and FCD? Ditto
for Field Services., Research and Nevelopment should be

a project wide ceffort and not imbedded as sub-sets of
each cluster. “uch common data collection, etc.,!"

t:eneral n1~<u45105
Yismatches hetween the funding agency ant 5 nrered:
initiators are likely to occur at the conceptual =tage of any

project. ‘lany of these mismatches may not becernc annmarent during
initial negotiations unless all parties make their positions
clear, It is necessary to clarify positions initially, since
tacit expectations remain sources of potential confrontation

at later times in the project life--when there is the risk that
it cannot survive them., Initial positions are often difficult

to clarify because inter and intra organizational natterns of
communijcation have not been established, and rules for estahblish-
ing patterns of communication ar.: ‘ot clear. 1In addition, some
individuals or agencies may have .easons for restricting communi-
cations--hoping by this means to gain some advantage in future
negotiations or operations. MNevertheless, clear communicaion

is required.

Developing and sustaining communication networks to insure
appropriate and adequate information flows for planning purposes
is one of the most important steps in management. Glock (1961)
has written about some of the conditions necessary to ohtain and
apply social research. He says, "The importance of effective
internal coimmunication in this regard cannot be exaggerated."”

Insuring that Expectations “atch:
Interagency Relationships

Recommendation 4: The grant or contract documents should

reflect agreement between the policy and operational levels of
the funding agency, both of which should be involved in the
ongoing monitoring and operation of the project.

The FRMS Project

There were varying pressures on the project as a result
of policy, administrative, and personnel changes within NIEW,
NASA, and CPB. By .June of 1971, agreement to nursue a scries
of demonstration experiments to '"...test various educational
and health applications of communication satellites” (NAS\A News
Release No: 71-10S5: (71/06/11), had been made among “ASA
(71/00/14A, BY, HEW (71/06/02, 02\, 02B), and CPB (71/06/02R,
T1/06/14B),

Vs
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However, carly in 1973, the Secretary of HEW was moved from
his post to that of Secretary of Nefense, and in August 1972,
the President of the Corporation for Public Broadcasting
resigned. These changes, which had nothing originally to do
with the FRMS FTD, had a significant effect upon the later
fortunes of the project, since they removed to other positions
two interested parties of a high policy level.

General Discussion

An example of problems occuring from lack of communication
between policy and agency is cited by Glock, who notes that
several agencies funded social research during World War II,
but there is little practical effect of this research. He
explains the failure as partly owing to the fact that ", ..within
these agencies, an effective relationship between the monitoring
staff and the policy makers was rarely established.”" Apparently,
after the initial requirements were established, the monitor
usually did not hear from the policy maker until the final
report was submitted. By then, 'The results were seldom closely
related to the requirements, and imﬁlementation could he
agcomplished only infrequently on the t-~sis of the final report
alone."

The recommendation to clarify initial expectations is
important because during the life of any project conflicts can
develop within or among the policy or operations parts of the
funding agency. Furthermore, when the funding agency is
governmental (especially federal), changes in administrations
can bring about profound changes in policy and agency behavior
that can complicate situations and relationships that were once
fairly simple and straightforward,

Funding and Arrangements

Recommendation S: Once goals and objectives are agreed upon be-
tween agency and project, the original grant or contract agree-
ment should make certain that projects arc sustained long enough
to insure "...that the program as a whole does not suffer from the
pressures on all discretiopary programs to shift foci to reflect
the apparent priorities of the moment." (NCERD, T969)

Recommendation f.: Government sponsored projects (and others
similar) would ldeally be funded on a project bhasis, based on a
well articulated, mutually agreed-upon proposal or work statement.
Major milestone objectives would be set for review at reasonable
times. Multiyear projects could operate under these criceria,
with an overall general project review being scheduled to

take place once each year.

(379
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. The FRMS Project

History of Funding

Document 72/02/24 from the Acting Nirector NCET to the
Deputy Commissioner for Renewal details FRMS funding and
negotiations up to 24 February 1972:

"On .June 8, 1971, a contract was let to the Federation
of Rocky Mountain States, Inc. to develop a series of
planning documents which would describe requirements

for the use of a satellite in the Rocky “fountain region,
The contract was awarded for $35,678 under Cooperative
Research discretionary funds and covered the period

May 1 to September 30, 1971. As a result of this
contract, the Federation submitted a proposal for an
educational satellite demonstration for $26,284,627.

"A supplemental contract was awarded on October 1 to the
Federation for $21,808 and covered the period to
November 30, 1971, This supplemental funding allowed
the Federation to continue its nlans for the development
. of an organizational structure and to modify and re-
' structure the nroposed demonstration.

. "In October, Commissioner Marland met with rerpesentatives
from the Federation and its sub-contractors, the Fducation
Commission of the States (FCS) and the Western Interstate
Commission for Higher Education (WICHE), the Deputy
Commissioner for Development, and representatives from
the bureau of lLibraries and Educational Technology/
Division of Educational Technology. The purpose of this
meeting was to discuss the project and its scope of work,
At this time, a commitment for $5 million, FY'73 funds,
was made to the Federation by Commissioner “arland to
carry out the demonstration.

"In December, Arthur D, Little, Inc. prepared a document
under the direction of the Office of Telecommunications
Policy/HEW, with the cooperation of the Federation, out-
lining the basic plans for the health and education
components of the demonstration. Recommendations for time
allocations for the Rocky Mountain and Appalachian

regions and the State of Alaska were alsou included., This
document was submitted to NASA under the signature of

the Secretary of DHEW and the President of the Corporation
for Public Broadcasting.

"On February 1, a contract was signed for $500,000 and

awarded to the Federation, with a sub-contract to VS,

to develop the operational plans for the educational

satellite demonstration., This contract covers the period
. from January 1 to August 1, 1972."

ERIC G/
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We note that FRMS Planners consistently requested funding
that was significantly larger than any of the funding agencies
planning documents indicated was desirable or even available.
Because the original arrangements for scope and level of
funding for the Project were not agreed upon, the ETD record
contains many documents relating to attempts to establish levels
of funding and attempts to secure funds that Project staff felt
had been "promised" but, for example, not anproved by the
Congress or not released by the agency in charge of the Proiject.
Document (71/10/05B) from the Assistant Secretary for Planning
and Evaluation, DHEW, to the Commissioner of Education, says:

"4. The general budget figure for this experiment from
HEW and OF as well as such other Federal agencies
as may desire to participate should be a minimum of
$6 million to insure that we achieve our experi-
mental ohjectives and have a creditable nroject.

"...It is proposed that the $5 million for the software
development come from the Educational R&D, Libraries and
Fducational Technology budget. As you know, the
Secretary will be sending to OMB a request for addi-
tional funds for Libraries and Educational Technology...
At this time, of course, we have no assurance that OMB--
and later the Congress--will anprove this increased
funding. If they should not allow these additional
funds, we would like to have an understanding with vou
that $5 million for the satellite experiment be made
available from whatever RED funds are finally apnroved
for OE."

NDocument (71/10/07) from the Associate Commissioner, Bureau
of Libraries and Educational Techiiology to the Commissioner of
Fducation reflects the initial disagreement between DHEW (as
represented by (71/10/05B) above) and FRMS, The Document says,
in part:

.The Federation of Rucky ‘“fountain States, in
conJunct1on with the Education Commission of the States
and with the Western Interstate Commission for Higher
Fducation (WICHE), has suggested a $26 million effort
that places prime emphasis on the development of TV pro-
gramming software to be used in a satellite experiment."

The memo expressed dissatisfaction with the joint
proposal (as quoted on page 55 of this paper). Owing to this
dissatisfaction, the federal agency staff proposed an alternative
effort to the one given in the FRMS proposal. The federally-
proposed alternative is discussed, continuing with (71/10/07),
as follows:

Ges



. “The outlined experiment will cost about $6 million over
three years as follows:

¢3 million for in-school and preschool software

$1.5 million for 500 ground receivers, 10,000 student
interactive terminals, and other hardware

$1.5 million for administration, broadcast and
engineering, utilization, research and evaluatinn.

To fund this, it is suggested that USOE fund $1.5 million,
other Government agencies fund $1.5 million, and the
Rocky Mountain region match the Federal contribution by
funding $3 million. The U.S. Nffice of Education's con-
tribution would then be $500,000 a year for three years."

The memo (71/10/07) ends with a formal request to the
Commissioner:

"It is requested that you set aside $500,000 per year
toward to cost of this project to be effective whenever

o agreements between the parties involved have been
reached.”
. Document (72/04/04) from the Secretary, HEW to a member

of the White House Domestic Council, says:

"The planning stage of this project began on January 1,

1972 and is scheduled for completion on August 1 of this
year. The Office of Education has awarded $500,000 for

this effort and plans further funding of 85§ million for

the developmental and operational phases.'®

Document (72/06/23) from the Acting Associate Deputy
Commissioner for Renewal, Office of Education, to the President
of FRMS says,

"This will confirm your conversation witi the Commissioner
as to the support of the Rocky Mountain i-ucational
Technology Demonstration project during the initial

months of Fiscal Year 1973,

"Our present ex;ectation is that the Congress will nass
a continuing resolution for the initial funding of the
Office of Educa*ion's grograms in Fiscal Year 1973,

We intend to support the Rocky Mountain project on a

6. Our 1talics.

ERIC 6J
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» month-to-month basis by continuing the funding of the
Fiscal Year 1972 planning grant under the continuing
re;glution. This support will begin as of July 1,
1972,

"Once the Congress has passed the full Fiscal Year

1973 appropriation for the Office of Fducation, we hone,
subject to mutual agreement on a satisfactory plan,

to provide approximatily 85 million for this project

in Fiecal Year 1073."

Nevertheless, that FRMS proposal still anneared lacking
to many reviewers. For example, Document (72/08/25C) from a
staff member in the Office of Program Planning and Fvaluation
to the Acting Associate Commissioner, and a Staff Member,
NCET, says:

"...It is my understanding that this document renresents
the basis for funding the NDemonstration': production
phase which would last approximately one vear and cost
about $5 million, although this is not expiicitly
stated. Although this document represenfs a suhstantial

e improvement over the previous version, it does not, in
my opinion, provide an adequate basis for further
funding."

As was stated earlier, there were changes in the
monitoring of the FRMS Project and in the agency resvonsible
for it. Document (72/12/18) to the President of FRMS from the
Director of the Nivision of Technology Nevelopment reflects a
continuing disagreement about funding for the project:

"l. The projected budget for FY 1974 should be re-
estimated, The figure of $6.5 million that vou
requested does not appear reasonable and does not
reflect earlier discussions with FRMS., Although the
Office of Education can make no commitment to a firm
budget figure at this time, for planning purposes, you
should develop the FY 1974 budget based on the same
total sums as available in FY 1973, That is, plan on
$750,000 being available for the Broadcast and Fngineering
activities, and $3.2 million being available for the
remainder of your activities, including FEarly Childhood
and Career Development content development, Production,
Utilization, and other areas of expenditure necessary
for the completion of the project.”?

7. Our 1talics,
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This letter, written 6 months after (72/06/23) and
8 months after (72/04/04) (both quoted above, page 15)
reflects considerable deviation in intention from that
expressed by original policy planners. Reasons for this have
already been discussed, but reviewed here, they include:
1) FRMS requests for even larger sums of monevy than originally
planned by policy makers. 2) Criticism of FRMS Pronosals
and Plans by reviewers. 3) Non-coordination and non-cooneration
within FRMS activities. 4) Changes in position of high-level
Federal personnel. §) Constraints on federal funds, engendered
bv a long delay in obtaining a signed federal budget.

Mismatches between the FRMS Project and its federal
monitors in planning and attainment of goals, objectives, and
project milestones continued. Document (73/01/08) to the
President of FRMS from the NDirector, Division of Technolopy
Development, says:

"We were pleased to learn that your staff is hard at
work developing answers to the questions that were nosed
in my letter to you of NDecember 19, [we btelieve this is
(71/12/18), quoted above] and to the points raised [in
the] addendum of December 20. All future OF support is
contingent upon satisfactory answers to these questions.
While there is a payment of $700,000 that is now being
nrocessed as part of the FY 1973 grant, all other
payments and requests, including the recent request
for the production equipment, will be held pending the
resolution of the questions. We are pleased that you
will have a draft of your response to us by .January 15.

"As you develop your response, you will be making
many very basic assumptions about the direction that the
project will take. These will have significant effects
on your FY 1973 and FY 1974 bhudgets., It, therefore, is
expected that part of your submission will he revised
budgets for these two years. As you develon the budgets,
it will be helpful to tie your nroject exnenditures to
specific nroducts, objectives, and/or tasks. This will
allow everyone to ascertain your progress in terms of
your expenditures,"

foals of the FRMS staff and the funding agency continued
to differ. For example, Nocument (72/07/07) to the President
of FRMS from the Acting Associate Commissioner of XNCET, says:

"The expense of production would prohihit extensive
development of programming, much less allow for
quality products....

"The complexity of establishing a ground system for
the demonstration would anpear to prohibit the use of
staff time and resources for production purposes. For

| i
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this reason, the Federation should give serious
consideration to the availability of existing
nroduction facilities within public broadcast
stations in the Region."

As it became more certain that agency responsibility
for the project would change from Office of Fducation (in
earlg 1973 the NE National Center for Fducational Technology)
to the new National Institute of Education, the agency appears
to have become increasingly apprehensive about the continuing
disagrzements with the FRMS Project on questions of size,
scope, goals and objectives, and funding. Document (73/02/27)
from the NCET Grants Officer, the Director of the Division
of Technology Nevelopment, and a staff Program Specialist
reflects action taken in the federal agency as a result of this
apprehension. Sections pertinent to funding are quoted here:

"After considerable discussion among the NCET and OE
staffs, thorough review of the reports of the NCET
consultants, and thoughtful evaluation of the FRMS
reports and of your requests for an in-house production
facility, we have decided that a change is required in
the scope of the Rocky Mountain ATS-F Educational Tech-
nology NDemonstration. This change is a direct reflection
of what NCET believes needs to be included in an experi-
ment that is intended primarily to demonstrate the cost
effective delivery of technology-based, educational course-
ware to relatively small numbers of television-isvlated
persons, who may only be reached through a satellite.

"...It follows from such a re-examination of purpose, that
it is not pnssible to justify an expenditure of several
millions of dollars for the creation and production of
materials intended to serve the numbers of persons esti-
mated to be reached via the ATS-F satellite in the Rocky
Mountain Region. Further, even if this magnitude of
expenditure was approved for the creation of video course-
ware, with the intent that this material later could
receive national distribution and exposure, NCET would be
forced to conclude that FRMS probably could not produce
the materials with the high quality and in the quantities
necessary to justify this magnitude of expenditure. This
conclusion is based on the time constraints, the mix and
competance of the FRMS staff, tne facility situations,

and FRMS management coordination n»roblems.

"Therefore, this is to inform you that, heginning
immediately, all on-going activity not consonant with the
changes spelled out below must cease, and that an intensive
planning effort which reflects these changes is to commence.
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"S., Funds for the activities under the "Broadcast

and Engineering' component, since they are provided
under separate contract with the HEW Office of the
Secretary, are not affected by this change. BRudgets for
both Jtilization and Administration will be re-examined.
A total of ¢2,000,000 for production of courseware,
ineluding production faeilities and ataffing, and further
content development will be the mazimum funding allowed
for all such activities during the remainder of the
project, beginning immediately and extending through the
end of FY 1975.8

"9, Based on the above, you should immediately take

steps to minimize expenditures not related to this nev
effort, and should terminate all unrelated and unnecessary
subcontracts and orders...

'""11, FRMS should prepare a technical proposal with
budgetary support for this changed effort, to cover the
remainder of FY 1973 and FY 1974, The subject proposal
and budget support should be submitted to NCET/NE in
two separate parts, one to cover the remainder of FY
1973, and the other for FY 1974, In addition, FRMS
should also submit separately a preliminary plan and
budget for FY 1975, The subject proposals and budget
materials are required to be submitted to the Office of
Fducation for review, approval or disapproval, by

Aoril 2, 1973."

This action was strong. In addition to the disagreement
with FRMS, it underlined a policy conflict between the NE
Agency and DHEW itself, concerning how directive an approach
to PHEW funded projects the monitoring agency should take.

Document (73/04/06) from the Grants Officer, the Nirector
of the Nivision of Technology Nevelopment and the Program
Specialist, to the President of FRMS, reflects the continuing
discussion:

"While these documents covered the same points requested
in our letter, we find after careful review that they
present more of an aiternative plan rather than a
response to the outlined requirements. We would be
pleased to review and discuss any alternative suggestions
you may have, however, it still is necessary for FRMS
to resnond to all points in the letter of February 17,

§. Our i1talics.

L
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"One of the major Koints that we wish to call again
to your attention is the requirement for FRMS to nresent
a plan for the production of courseware and for the
content development, within a maximum funding limit of
approximately $2 m.'lion for all such activities during
the remainder of the project, beginning February 27, 1973
and extending through the end of FY 1975,

"You have stated on several occasions that you would
1ike OF/NCET to present a plan for those activities within
the $2 million limit. While we belicve that there are
several ways that this can be done and urge you to develop
your own plans, we are enclosing one suggested budget. It
should he emphasized that we are not stating that you
must accept this approach, but only suggesting this as one
idea that you can modify, within the $2 million limit,
to fit your needs and desires.

"It may he helpful for FRMS to understand the normal
relationship that exists between the Office of Fducation
and its grantees. It is the Nffice of Fducation's respon-
sibility to set funding levels and to svecify the general
parameters for all projects that it supports. The grantee,
in turn, is responsible to supply the specific project
objectives, and the methods and procedures to be used to
achieve those objectives, subject to the technical review
and approval by the Office of Education.”

Funding-Related Results of Site Team Visit

As a result of the recommendations which were based on
the results of 12 April site visit by a team from NIE, made
in Nocument (73/04/24) (from the Director, Nivision of
Technology Development to the Associate Commissioner for
Educational Technology) the Early Childhood Comnonent was
eliminated from the FRMS Project. That document says, in part:

"S, The Early Childhood effort should be totally
changed. The present sub-contract with Fducation
Commnission of the States should be cancellcd and
all of the rresent development efforts terninated.
Instead, the Farly Childhood effort should be
restructured to-provide remote audiences with
programs such as Sesame Street, Electric Company,
and BC/TV."

Document (73/05/03) continues the discussion between
the Nirector, Division of Technology Develonment, the ITD Project
Co-Officer, and the Associate Commissioner for lducational
Technology. 1[It says:

~?
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"As you will note, we estimate the total 2 year cost of
the project to be slightly less than $2,300,000."

Document (73/06/01A), from the Director, Nivision of Technology
Development, through the Associate Commissioner for Fducational
Technology, to the Deputy Director for the National Institute of
Education, says:

"3, Negotiations between the OE/NIE team and a three-man
FRMS group, headed by [the new FRMS Project Nirector], will
begin on Tuesday, June 5, in Washington, 1t is exnected
that the negotiations will continue for several days until
both teams agree upon a common technical and budgetary
position. A major point of consideration will be to com-
plete all negotiations and contract proceedings in suffi-
cient time to reprogram the $1,740,000 of OE funds still
not released to FRMS under their present contract, and

the approximately $500,000 of OFE funds that has been
transferred to the Office of the Secretary for this experi-
ment."

Document (73/06/01B), from the Director, NDivision of Tech-
nology Nevelopment to the Group Director, Technological Innovation
in Education and to the Director, Office of Telecommunications,
says:

[The FRMS Project Director] "...further asked if the
total funds contemplated are about $6,000,000 for FY
1974 and FY 1975. I responded that the funds for the
remainder of the project, beginning immediately and
continuing through June 1975, would be substantially
less than $6,000,000, but I did not discuss a particular
budget figure. '

"15, It is essential that we arrive at a technical and
fiscal understanding as soon as possible. This is
essential if we are to reprogram the FY '73 monies."

It should be obvious that most of the resmonsibility for
project implementation should lie with the contractor or grantee
or the project should not take place. Only in cases of extreme
deviation from the original consensus and nlans should the
funding agency interfere in a directive manner. In the case
of the FRMS Project the absence of a pre-funding and pre-hiring
agreement on goals and scope made possible the continuing
destructive dialogue between FRMS Planners and funding
agency personnel.

There was (and is) strong political support for the Project
in the Rocky ‘lountain region. Therefore, regardless of the
difficulties at the federal level, the Project continued to be
. funded and "kept alive’" somewhat unevenly, until late in

1973, when somewhat firmer funding guidelines were established.

Y]
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General Niscussion

As long as funded activities are meeting agreed-unon goals
and objectives, implementation of project-based (rather than
fiscal based) funding might buffer worthy projects from the
effects of decision making that is affected by political
considerations and changes.

While large projects are likely to be cooperative endeavors,
responsibilities must be well defined. The funding agency will
usually decide which responsibilii‘es for major project activities
will lie with the funding agency nd which will be with the on-
site project personnel.

For projects of large scale or scope, decisions about
operational procedures and personnel should be made by the
grantee with agreement on major points from the funding agency.
The funding agency should review operational procedures to
insure that they reflect sound management practices and will
be workable in the context of the project. These procedures
should be ircluded as part of the original grant agreement
discussed in t e first recommendation.

When the contractor or grantee does not have the complete
confidence of the funding agency, the original scope of the
project can be small, or can be staged with definite evalua-
tional milestones occurring during early phases. Mutually
satisfactory changes can then be made in the original grant
document if there is a desire to revise or enlarge the scope
of the project.

Planning and Operational Considerations

Recommendation 7: Overall planning, fund negotiations,
"needs” surveys, and operationalization of policy should be
completed by a small team composed of applicant agency
personnel, ideally with the support and assistance of
policymakers or funding agency personnel as well.

Recommendation 8: All early steps should be complete
before a Targe effort is launched, numerous staff hired, or
large amounts of funding committed.

Recommendation 9: Avoid having a commitment tc planning act
as a psychological lever, preventing progress that could
take place, by too rigidly defining which are properly
"planning' tasks anud which are not.

L B
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Recommendation 10: Anz attempt to incorporate the ideas of
the "population as a whole" or of any interest groups ("nceds
surveys,' e.g.) should be initiated during the preplanning
stages of the project.

Recommendation 11: As early as possible, research planners
should be involved with setting oblectives. They should
create measurement instruments, make certain that procedures,
samples, and field procedures will meet research, project,
and evaluation objectives.

Recommendation 12: Detailed project-wide objectives con-
sistent with grant agreements should be written. Objectives
should be defined for field procedures, hardware and software,
and management, as well as for programs and for instructional,
or '"treatment” variables.

Recommendation 13: An attempt should be made to spell out
programming or instructional, or 'treatment' objectives in
very fine detail, and to develop measurement instruments in
coordination with setting objectives as one of the first
steps in planning, to be taken in parallel with such activi-
ties as milestone chartinf, budgeting, and initial contacts
with cooperating or relating agencies.

Recommendation 14: Make baseline measures of pre-project
conditions. DSuch measures provide information that is too
important to overlook.

The FRMS Project

The FRMS staff grew quickly, Instead of a small initial
planning team, there was a moderately large, newly hired staff,
many of whom participated to some extent in preparing the
planning and proposals documents. This large scale operation
without well-coordinated leadership probably contributed to
the lack of a cohesive, well-coordinated plan that would
indicate cooperation within the entire project to the proposal
reviewers,

If goals, plans, and methods are agreed upon early, it
may be possible to avert the development of within-project
factions. These, if allowed to proceed unchecked, can pull
the project apart from within, as well as cause conflicts
to develop between the project and the funding agency.
Furthermore, strong internal factions can cause the project
to have a schizophrenic image, making it nearly impossible
to deal satisfactorily with persons and agencies with whom
the project must relate or interface in order to accomplish
its mission.
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Because of a perceived need to hurry, which contributed
to the hiring of the large initial staff, the project was caught
in the dilemma of being both planning and to a certain extent
operational. One example of this can be seen in the attempt
to design "user based programming'". The FRMS Nemonstration
expressed commitment to programming based on ''user needs" but the
results of the early planning did not provide either a clear
theory structure or a firmly data-based definition of what
"user needs”" might be, (72/08/25C) says, "...it is difficult
to understand why they are still 'identifying needs of the
intended audiences' as they go into the actual production
phase." Document (72/10/20) says, "With regard to lack of
regional minority grocup target population planning inputs,
this submission lacks even the unbacked-up asse-tions
regarding such which appeared in the previous document."
NDocument (72/10/22) from the funding agency states, ''There
is inadequate indication of purposeful and substantial
involvement of user groups in the planning and develonmental
processes and of projected continued involvement,"

The Federation reply (72/10/31) identified approximately
10 activities that the FRMS staff considered nart of "needs
assessment." However, these activities did not match the
funding agency's idea of what "user needs assessment'’ might
be. It is not the purpose here to pass judgment on the
adequacy of the activity, but rather to say that there was
a considerable mismatch between the ideas of the funding
agency and the operationalization of the project.

Anpropriate early planning within the framework of the
first recommendztion could have avoided many of these pnroblems,
The entire goal and objectives setting operation, development
of instruments, and planning in general depend upon results
of any legitimate needs survey.

‘fany planning problems can be avoided if research and/or
evaluation planners are involved with setting initial goals
and objectives. They should create measurement instruments
and make certain that porulations, samples, and field
procedures will meet research, project, and evaluaticn ohjec-
tives. These details of planning help proposal reviewers
estimate how well the planners know what they are going to
do. The FRMS had only fragmented, component-based plans for
data collection. The Stanford University evaluation planning
team prepared on its own a draft data gathering system, in
order to satisfy their contract provisions. The FRMS staff
did not wish to prepare for data gathering at that time (January,
1973). Therefore, at the request of FRMS staff, the Stanford
Interim Report on the Documentation System for the FTD was
labeled "Draft." This "Draft System" was not used hy FRMS or
referred to thereafter in connection with the Project.

LA
)



The FRMS FTD did not make carly, systematic attempts
to determine user needs and preferences. Raseline measures
of pre-Demonstration conditions were not made. llser needs
and baseline measurements could have been and should have been
coordinated. Baseline measures can often be made in the process
of assessing "user needs," since the status of the nrojected
target audience is one kind of data that may be used in deter-
mining what sort of materials and procedures would !.2 most
suitable,

Too many of the ETD's early resources were snent on hiring
a large staff. Once the staff was hired, a significant
proportion of Project efforts were expended in revising
proposals and replying to funding agency requests ond
challenges. This money could have been better employed for
data gathering and substantive planning.

General Niscussion

Specification of detailed objectives early in planning
can help to avoid situations in which planners state one
set of goals and ogerationalizers implement quite a different
set, Room should be left in the project for legitimate
revisions of early plans and objectives. Revisions should
be based on data that point definitely to specific things,
not on unverified assumptions. Revisions for nroject imnrove-
ment should be considered during regzular evaluations, as
discussed in Recommendation 6,

It takes a certain amount of time to develop valid and
reliable measuring instruments. Therefore, instruments
must be developed in coordination with setting objectives
as one of the first steps in planning, to be taken in narallel
with such activities as milestone charting. Baseline measures
of pre-system conditions are extremely important. No
amount of rhetoric can substitute for an adequate baseline
measure when one is trying to compare the new system with the
old. ‘aking baseline measures is another compelling reason
to state objectives and develop measuring instruments early
in the planning period. TIf changes are needed as a result of
unforscen developments or of natural evolution in the project,
at least some evaluative data from earlier nrocedures and
materials will be available. Almost every large scale nroject
that has been conducted has lacked baseline measures. For
examnle . in American Samoa, '"...no system-wide measurements
were made of the amount of lz2arning that took place in the
Samoan schools before the new educational plan was introduced
in 1964...," (Nelson, 1270).
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Peisonnel and Project Staffing

Recommendation 15: Obtain personnel of the highest quality.

An already-established team can often function more efficiently
than a newly-made team, and the schedule cf the project should
dictate to a certain oxtent whether or not it is reasonable

to start up an entirely new team effort within the time
available.

Recommendation 16: Obtain a strong project director or strong
co-directing team, Strong, cocperative leadership is almost
certainly essential to success.

Recommendation 17: Obtain personnel (especially those in high
Tevel or otherwise critical positions) wgo will commit them-
selves to serve overall project goals, not to develon within-
project "factions", and to forsake personal commitments to
“pet ideas," until project goals have been achieved.

Recommendation 18: Especially in developing nations and
regions, it will usually better serve the nationalistic
purposes, as well as the more altruistic purpcses of
upgrading the national or regional capability, to choose
as project director a professional from among the citizens
of that region or country. If the on-site officials or
the funding agency feel that the region is lacking in
qualified professionals, possibly a co-directorship could
be arranged with the best ?ualified native professional
being supported by a qualified professional from a different
region or nationality.

The FRMS Project

The FRMS Project relied almost exclusively on newly-hired
staff, although personal contacts were extensively relied upon
for staffing. Many--through not all--staff in the ECS subcontract
for content in Early Childhood Development hacd worked together
before or were acquainted. This made it somewhat casier for
that component to begin operations and to function as a team.
Perhaps this established team feeling also contributed to the
building of separate within-Component experiments, rather than
to cooperation with the other, less-well-acquainted Project
staff members.

In July of 1972, an Assistant Project Nirector was hired
who was expected to coordinate the activities and make the project
sail smoothly. The task was difficult in the situation where
the independent operational styles and individual ''component
director'" scheme was already well established, Antony .Jay (1967)
makes comments that appear pertinent to the situation:
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"What do you do if you inherit a corporation or

division or department which is in a state of baronial
war? ...The trouble is that you are likely to be on trial
to some extent yourself, and if the barons who are
divided in everything else are united on the fact that
you are a menace, you are not likely to last long enough
to realize the fruits of your firmness....In the early
stages each baron is anxious to trg out his strength,

and some may be strong enough to think they could emerge
as top baron and become king. Some even do, which creates
quite a different situation."”

In any case, (72/12/18) comments on some evidence of the
remaining ''separatism'':

"The assumptions which accompanied your budget

submission of November 17, 1972, stated that approxi-
mately 180 hours of programming will be used during

the demonstration. In our discussion with the staffs

of the Early Childhood and Career Development componencs,
their estimates for upduplicated programming add to 250-
300 hours. Career Development spoke of about 160 hours
of programming, while Farly Childhood indicated that they
would use more than 100 hours of new programming. This
inconsistency must be clarified."

Nocument (73/02/26A) states:

"I still don't know how 'utilization' relates to you
[Career Development Component], or the Farly Childhood
Development Task Force. I read the information you so
kindly gave me and came away feeling that the entire
management system was burdensome. I hope I'm wrong."

Early in 1973, the funding agency began to request that
a full-time Project Director be hired (73/01/08; 73/02/27).

It was not possible to appoint the Assistant Project
Director to the post of Project Director because of a notential
conflict of interest and because his professional skills were
not in television and broadcasting. 1In May 1973 the Director
of the Broadcasting and fEngineering Component was appointed
Project Director, and the project was almost completely re-
structured. It was decided to rctain only the Career Nevelon-
ment content: content personnel in that component would become
part of the Production staff. Research and data processing
would be divided and both would be internal in the project.

Memo ("3/05/03) from the I'ID Project Officer and Co-Project
Nfficer to the Associate Commissioner for Fducational Technology
indicates the directions for the changes:

by
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. "1, Although this analysis indicates that the Broadcast
and Fngineering component of FRMS would be supported
by a separate contract from HEW/OS, as is currently
the case, we see no need for this in future. We
suggest that Broadcast and Engineering be brought
under a single contract to FRMS from OE/NIE. This
would provide better coordination and management
control by the FRMS Project NDirector--both internal
coordination and management control have been serious
FRMS shortcomings in the past. Any services that
FRMS would provide to support the Alaska, Appalachia
or health experiments would be arranged by direct
contact between the appropriate groups and FRMS.

"2, OE/NIE should make a decision about the future of
the project as soon as possible. Tf our recommendations
are followed, the project staff would have to he reduced
from its current size of about 70, to about 23 people

at FRMS Headquarters. These people should be given as
much time as possible to find new positions, particu-
larly since some of them might be interested in academic
posts.

"3, As soon as a decision is reached, FRMS should be
reﬁuired to develop a new set of plans, organizations,
and budgets covering the period from the present to
the end of the project in FY 1975. Until this is
done, no additional funds should be released to FRMS,
and we recommend that they be instructed to restrict
current expenditures to a minimum."

As one outcome of the reorganization following the NIE
site visit in April 1973, a three man team was appointed at the
federal level to negotiate changes in funding for the Demon-
stration. This team included the Director of Telecommunications
Policy at HEW, the group director of the Technological Innovations
in Education for the National Science Foundation on assignment to
the National Institute of Education, and the National Institute
of Fducation staff member who had been the NDemonstration's co-
monitor since 1972. At the regional level, the Governor of New
Mexico and Chairman of the Board of NDirectors of the Federation
appointed a three-man executive committee for the project con-
sisting of the President of the FRMS, the Governor of Idaho,
and the Superintendent of Public Instruction in New Mexico.

General Discussion

As was emphasized earlier, a project has a hetter
chance of success if it has a strong director, competent staff,
and involvement with both the local professional and lay popu-
lations.
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N The ETVeproject in Colombia (Comstock & Maccoby, 1966; veok
Comstock, Maccoby § Comstock, 1966) had as Nirector a vrofessional
from the U.S., employed by the Peace Corps. He was responsible,
along with other Peace Corps personnel, professionals from the
United States, and some officials of the Colombian government

and educational system, for developing the original goals,

ideas, and plans. Such a director was an important factor in
eliminating the thematic problem of translating policy into
operatinnal procedures. owever, this arrangement was not

without flaws, since it conflicted with Colombian and Peace

Corps goals of having the project be as Colombian as possible.

The reports from the ETV project in Colombia note that
utilization (field services) was a critical function for the
project. In this context it is interesting that at the beginning
of the project in 1964 there were no Colombians involved in
the utilization function. Those workers were all Peace Corps
wvglunteers. By the end of the Peace Corps' involvement in the
pioject in 1966 there were thirteen Colombians performing
utilizaticn functions.

A lack of Colombians in the early stages of the ETV
project is not a direct rcflection of paternalism from the
Peace Corps; rather it is an index of the lack of commitment
of the Colombian government as a whole to the ETV project
at the beginning of its operation. The report says,

"At the tog levels talented and skilled people are
doubtful about risking their careers--either by decisive
support or acceptance of active roles in the new
undertaking. Major agencies of government give no

more than tacit support. The project is left on its own
until it proves itself, At lower levels people wonder
about the permanence of any jobs offered, and give
preference to alternatives.” (p. 54)

Such hopes and fears affect any innovative project. *
Policies of year-to-year fiscal funding further aggravate

the nproblems of obtaining high-quality professionals