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Introduction

| Even before discussing a topic such ag "Influence of Alternative
Struetural, Organizhtional and Managerial Options on the Role of
Evaluatlion," one has made several tacit assumptions, The more important
of such agsumptions are these three:

1. The role of evalvation is in fact dependent on alternative
structural, organizational and managerial options., In otlier
words, the nature of evaluation in an educational research and
development (R & D) agency will differ from agency 1o agency«e
and overtime, within any given agency-~as & consequence of the
menner in which the agency is managed and orgenized.

2. Some roles of evaluation are more sppropriate than others
depending on the types of agencies in which evaluation performs
& role, Were they not, it would .ake little sense to disecuss
the managerial options which influence the role of evaluation,

3. Because inappropriate roles for evaluation in an educational
R & D agency can be inefficient at the least and, at most,
dysfunctionul, it is worthwhile to constructively worry about
the appropriate role of evaluation.

These assumptions serve as both background to this diseussion and

os the quusi-logical premises on which it is based, In bLrief recap:

it is assumed/orgucd that the role of evaluation will vary as a consequence
of such things as the management osptions of the R & D ageney in whieh

it operates; that it will vary in some ways vhich are more appro-

priate than othersy and that because inappropriate evaluntion roles

are (ot least) inerfieient, it is worthhile to exanine some of the things

which inf'luence the role of evaluation,
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Deﬂjnihions

A title as long and cunbersome as that glven to this paper demnrda
that some definltlons be set forth end that the relotionships among the
defined concepts be given some kind of order, The concepts most in

need of definition are these: Manarement, Organization, Structure,

and Fvaluation, Both the following definitions, ond later, the logic
con’ .ructed to give order to them, have been developed arbitrarily--yet

hopefully, consistently--in order to adapt them to the context of this

discussion (e.g., educational settings, R & D agencies, evaluation

roles, ete,),

Management: As a function of an R & D agency,* management refers

to the set of actors and activities which establish and maintain

the overall purpose and strategy for the agency,

Organization: The means or proceas by which an agency chooses to

arvenge itself to achleve its purposes. The most apparent evidence

of an sgency's organization is its structure.

Structure: Structure is the formnl pattern of authority and

responsibllity assigned to the roles within an vgency a8 well as

relationships among those roles. An agency's structure is most

often and clearly deplicted in its "orpanizuationsl" chart,

* Threourhout the paper, "ageney" refers 4o en eduentional R & D
agceney=wwhich {tself is probably best defined as any groap ot lidividuals
which have orpnnized itself in a momner lepally entitVine 44, to receive
and expend monies for the stated purpose of doing educttlosnd R & 1.
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g woaluationt  Fvaluation is defined here as tlies e processes which

o et cem 4= s

poermit an agency to determine the extent to whinh any of its

purposes are being (or have been) achieved,

Relntionship fusor: Concepta

; Given thesc definibions, it is important to describe the relation=
ships among the defined concepts, The single most important determinant
E of the overall organization, structurc and role of evaluation within

nn

an ageney are the monagement "options""which determine: (1) its come

mitment to educational change and (2) the degrec of autonony with which

it is able to seek its purposes.,

"Options" is actually a misnomer becouse of the incorrect implicae
tion that the purposes and strategies which result from an agency's
; management process are made by the design of the "managers." The point
j is that whether by design or default, the function of munagement fesalts
: in decisions which determine the agency's commitment to educational
i change and to its autonomy,
? Thus, vhile it is recognized that a host of illedefined and shifting
| choices and'circumstances act as influcnces on these management deeisions,
E it is the purpose of this discussion to explore their orgenizational.,

structural and evaluative conscaucences, not their many and voried

anteocoedents.,  The pramise on which the remrinder of the paper is based

is that the upeneyts commitiont to cdwwdicanl chanrse and relative

autonony represent the most drportent off all possible munagement choicen

of purpose and strategy. The chain of inf'luence can be depleted o on

the following paoe.
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The rationale for selecting "comitment" and "autonomy" as the two

conditions most predictive of what and how an R & D aeency ls and
18 1likely to be doing is simply that these two conditions, more thon
any othirs, mirror such things sbout thue apeney as dts philosophy,

lendership, stalfing, funding putterns, constituencics, sponsors ’
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Autonosy and Cowitanents  lassitveations and Congeouencoes

Mutonomy is delined as the degree to which an R & D agency has

BRI S ant B e

the ability to determine its own future. Commitment to Education Change

i defined as the extent to which the R & D areney is willing to slter
the stotus quo in order to bring about what it defines ag educational
dmproverents, Thus, with the uwnderstanding that myrial conditions

are antccedent to an agency's "choices" on Autonomy and Commitment
dimensions, and with the further understanding that each is complex
and continuous in quantity and quality, the classification presented
below (see Figure 1) represents an arbitrarily simplified model of

these two dimensions.

A Classification of Educational R & D Agencies
According to Commitment to Educational Change
and Degree of Autonony

Commitment to Educational. Chanse

Low or _ High or
Reactive ' Proactive
" L 1
. | 3]
3.§ Cautiously Cautiously
ey Reactive Proactive
b bl &3
I). =D
1]
3 ) ",
8 o b J
.: 4 .0"‘ . N .
¢ Arpressively Agrressively
Reactive Proactive
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This classification will serve as the basis for portraying cach of the

four "types" of R & D agencies, Fach type will be deseribed in terms of
possible orpunizational and structural characterlstics, and.-most
importantly here-«in terms of the different roles evaluation would Play
in cach type of' agency. A f{inal caution before continuing an cxaminge

tion of these conscquences; it is cvident that:

R & D agencies camot be catcgorized”ﬁeutly into these foudr
types, |
= The "high-low" dichotomies ave convenicneces, not realities.
- The relationship between "autonomy" ond "commitment" may
vell be interactive,
- Even if classifiable into one of these four types, an R & D
agency would very 11kély change over time from one to the other.%
Caveats aside, we can turn now to an exomination of possible
consequences on an agency's organization, structure and evaluation
roles, Figure 2 provides an overview of the principal consequences

of each type of agency.

* A study of the "life cycle" of an R & D ameney across these
four ideal types would be interesting., One might hypothesize that
the cycle would move from "1" consceutively to "h" us a consequent of
inercasing confidence and "sueeess" at cach type., Incidents of the
"bubble bursting" resulting in a movement from "N to "1 might
also be found,
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The Cantiona Renetive Areoncy: This type of R & D agency must operate
on a low risk, high volume and (thercfore) low leverage basis, Risk is.
the probability of failure, ond fallwre for the cautious reactive agenecy
is represented by a drop in "sales." Thus "eustomer satisfaction
becomes the principal success eriterion and because the éducational
needs emanate from status quo activities, the likelihood of high
leverage products is very low. (High leverage products are those
interventions vhich arve likely to result in a high levei of positive
change through ripple effects via intermediate avndiences or generalize
ability.) The paradigm for this agency is a marketing-sales model,
A.comprehensive paradigm of social change and programmatic R & D would
not meet its purposes because those purposes center on meeting the daily
needs as expressed by clients regardless of the logic, validity or
change potential inherent in the symptoms described by the client,

Tnis agency is likely to be motivated by profit and/or size as it would
be expressed in numbers of staff, volume of sales, and so forth., Its
core functions, and in the general scquence &5 stated, would be those
of advertising, selling, manufacturing and delivery. Its business
office and sales force would represent its largest organizational units,
Quite likely, the sales-manufacturing functions could be performed by
the same individuals, Overall, the Cautious Reactive agency will develop
and scll vhatever products have been expressed to them as nceds by
clients, It must operate on high volume and fast turnaround. There is

little thme or ineclination for any cvalustion other than that nceessary

to appease sponsors and clicnls,
Pl
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sumative evaluation is limited larpely to fiscal dota and to data
reflecting sales and volume, The products from the Coutious Renctive

ageney will be limited mootly to large nmuwbers of mnterinls for learners

o teachers. Because there is little desire to follow-up or in anyway
determine the utility of these materials, the nced for formative cvalua=
tion.is limited to selective hiatorical accounts of the development
process vhieh will cembellish the packeging of the products. Formative
managenent infornntion needs are met by providing data sbout costs and
schedules,

The staffing rcquirements for evaluation are minimal. It may well
be that no staffl mombers perform an identifiable role of evaluation,
The evaluation functions center on the required fiscal, packoging and
scheduling data.

The concept of "distence" is important to each type of agency.
Distance refers to the extent to which an evaluation function should
be structurally separate from the agencies production function, The
rationale for distance considerations center on the problems of co=
optation, role conflict and lack of credibility. Distance is maintained
by providing a structurc vhich assigns different levels of authority

and recronsibility to the evaluation function vis a vis the production

function., The obbreviated model depicted in Fipure 3 represents

exaples of different levels of distance,
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A Representative o. low, Modernte, and Hirh Tevels
of Distance between Bvaluation nud Production ¥unetions
lodcls*
Level of Distance
M M
E
High B p
|
M
|
Moderate
E p
M M
Low or
P P/
1
* Royes M Manaeoment Munction/Unit
kit lvaduntion Munction/unit
P:  Production Function/Unit
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|
& With each hirha level of distance, the anount of pesponsitility
E and authorlty allocated to the evaluntion wnit inercose as problems of
E co-optation, role conflict and lock of credibility decrease, The need
E for distanee 13 & consequence of such conditlons asg:
{ »  Product objectives which purport to demonstrably alter
‘ (improve) o pgiven state of alfairs in some cducational setting.
E ~ Apencles with large teams of product developers working on
E multi-ycar efforts,
- Monoagerial cholces which require that products be tested and
! proven prior to dissemiﬁation.
i - Sponsor/client demands that products meet measurable speclficas
f tions,
,
; « Agency commltments to widespread educational improvements,
|

Thus, for the Cautious Reactive agency, therce is little need for
distance between the functions of evaluation and development. The

evaluators (if they exist) could casily be assimilated into the

The Areressive Reactive R & D Apency:  This type of aegency differs

i
|
E production/sales teams in this type of agency.
|

from the Cautious Peactive agency primarily in the conf'idence it has
in being able to market its products, It may well have matured into
Its current mode from its former style as o Cautious Renctive agency.
Some hierarchy is nccessoary for its orpanisational structure and the
: interfuce between its "sales foree" and production wnits is important,
| Its risks are olipghtly higher thon the Cautious Reaclive agency beeause
it otockpiles products which must then be solds Overall, howcver, both
risk anl leversse ave lows No paradiem of uducntionnl/social uhunnq

governs this opency.  More cltention do piven Lo necds assessaent Lhan
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then tn the Cantiens Panetivs neenty boeenuse o recsonable probeblity
must exist that the product will be saluble once developed,  For this
sane reason, come degree of followeup cvaluwstlion muy oceur for tho
purpeses of reconfirming prior hunches abous marketability, or to a
lesser cxbent, to make rovisions on exlsting prodvets. In neither
of the reactive agencles are suecess ceriteria derived {rom demonstrable
changes in some & vriorl specilied audience, 'Thus, the nced for the
measwrenent specialist evaluator is virtually non-existant,
Mointaining o "distance" of evaluation from production is not
particularly important, The possible exception is in the area of needs
assessment. Here a needs assessment specialist or market analyst may
be employed to provide checks and halances for over zealous product
staff, Among the more important managcment decisions to be served
by evaluation in this ageney is the need to know thé potential markets
for glven products, Aside from marketing/needs deta, it makes little
difference if the evaluators are co-opted in the Agpressive Reactive
agency. In fact, the overall efficiency of the sgeney is probably
inereosed if the cvaluators become co-opted., Credibility is no issue
to monagement and will appear as an issuce only if sponsors or clients
exert pressure to see tested products, The evoluator in this sgency

trould cither vork for or be indistinguishable from the product developers,

Tha Cnutiouy Peonetive R & D Avoneys  This arency differs from both of

the previous two in its comnitment to chanme. 1t is not satinfied with
appeasoncent of the status quo as a suecess erdterion yob it must
prozade cuardedly in 4ts chanpe strategy.  The mont likely reuson for
e coution will be the cxpectntions ol sponcorseeparticularly if they

repreconb el dodlars which el be guslicied and allocatod antually,
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The politleal atmosphere of the Cautilous Proactive agency 16 such that
it conmumaes much of the time and encrples uvallable to the agonecy,
The real dongar in thls type of agency--vhich, incidentally s probebly
best characterived by many of the national University R & D centers and
Regional Development laboratories-«are thut while aspiring to the status
of the Agesreassive Proactive agency, there are many pressures to move
to the Reactive stences The pressures include anmunl funding decisions,
politlenl priorities, sponsor instobilitles, and unrealistic success
expectotions,

The Cautlous Proactive agency s the most vulnerable of the four
types becavse of the inherent discrcepancy between its purposes (commite
ment to change) and.its strategy (low autonomy/caution). It must

continually attempt to attract and appease sponsors without sacrificing

. its pwposes. This agency operates under a change and development

paradigme. It has a set of logically ond empirically related principles
vhich reprecent that portion of the cducaﬁional system it intends o
chenge. Without such a paradignm, any commitment to cducational change
is hollow or naive,

This agency is likely to have more full time professional anployees
than edther of the Reactive egencies. Its organis sational structure is
more pyromidal beecsuse of the inercased nced for speeinlization of gtafd
and thereforo a need for o coordinated divicion of labor, Its typleal
proauct 15 one which hug bean a relatively Yoo tine in development,
Host dwportantly, iIn distinsulchineg it from the Reactive agency, the

critoria for produat suzecss dnclwle the need Lo demonstrate ehunygos in

the knowledpes or skills of gpecified proups,
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Thic eveoocn entterton pempiras that the evaluatiion ateff have

skhIllo Lo poyohioacbele soasureamt, market analysis end teehniques
5 A !

0. Jormntive ovaluablon,  The attention given to swmaative cvaluation

..
-

¢ comprehonsive and proat coare is taken to assure that the agency can
aacount for all mejor activities, Auditoble fiseal and performance
rceords ave important becnouse of sponsor expecluotions, Again, hecause
of spongor vneertaintics and anxieties, the formutive-~sunmative baluance
may tip occasionally toward the accountubility or summative side at

the cxpense of needs for formative cvaluation,

Beeouse this aseney has litule autonomy, the notion of its commits
ments to cducational change 3s likely to be modest as operationalined by
the instrunents desipgned to measure change., The products are likely
to be "internally valid" but are not likely to have undérgone thorough
evaluations which looked at comparative merit or unintended consequences.
Lots of attaonbion 1s given to criterion referenced testing. But because
of the less sophisticated change/development paradipgm of this agency ln

conparison to the Aggressive Proactive agency and because of the
anxieties of sponsors, tust data will ebound in the evaluation
reports developed for both internal and cxternal audiences,
"Distonce" is imporcant in this type of agency. DBecause the
produet developers must cmpirically demonstrate the worth of thelr
eflorts, the responsibility and aulliority for evaluation must be og
independent as possible frem the production funcetion. The continuous
fnberites thab s necessary between cvaluator and developer lnereises
tha danger off coeoptubions Decauwse of this, it 1s cocenbial that the

cvnlunbor b strectwenlly dndependert and thet hefihe be doployed and not;

peantencd Lo aoeaicte & D efforte,  Becouse the apency bas Jow antonouy,

2E aseats s 1 sass
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w)he

Whe erad i Ly tonue da yerbiendaety Prnovtent ta coanraen, Tewever,

the most drportant reoson for cevalunbion's relubive dudipendoae s Lron

productlion is thoe wanosonent concaltment Lo chunge,
. ot

Tho Apseensive Tranotdve R 8& D Anencys Por rersons which obviounly arc

a combination of fortitude and Lfortune, this sgeney enjoys the hijfhest
leval of' autonouy vhile still mointaining o panngenent eoaltment

to educntionnl chunge.' It is likely that it is the most meture of the
four types and that it has o high quality of leedership and staff,

THs organinational structure is well esteblished and closely parallels
the paradigm it has evolved for ecducational R & D, Tt is likely to be
structursd according to functions such as "feasibility analysis,”
"prototype development,” field "testing," "dissemination," "evaluation"
and so forth, It probobly has but a fov grants or controcts, each belng
relatively large. Gronts, foundation support or successful "eost-
recovery" efiorts (obtuined perhaps from carlier days as a Cautious
Reactive agency) have contributed to its autonomy.

This ageney is the most seclective about the work it will undertake,
Pobential efforts will be carefully screened Lo debermine congrucnce
with agency mission and eapacity. Very likely, it has struggled through
years of "hack" contracts in order to achleve the status that it currcently
enjoys and protects., This agoney represents the highest leverape
potentialy in large part, it does so Lecause of the confidence 14
hag in its poradipm for change and development, 1t will address much
of itz ellorts to interumedinte-level actors din the cdurntionnl syntens
(ceffe, udministralors, counselors, stabe or fodernd Tendershing couwnmmily

roups, obes)e  But unlilie the Coutious Proactive agency, Lty succensy

criterin do nob end with havive deoonsbeade D Gl sowy depnel hos been
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mnda on thosa intormadinte sudiences with only the lopie and hope thats
othey pooitive eonraquoanneg will ncerie,  Rather, its sy tomie approach
Lo shonze and quest for sucaess indieators reauwlre Lhal the Tinhaeoes
from intermediate to wltimate audiences (most often cluusroom lenrners)
be demonstrated empiricelly. In addltion to a requiremont thut the
linkoros eooulting from leverage stratorles be demonstrat.d, It is
likely to seck evidence of comparative worth, In its followeup cvalua-
tions, gll consequences (both intended and wnintendad) will be sowht.

These success eriteria require a highly diverse and sophisticated
evaluation staff, An appreciation and understanding of cystomie change
requires behavioral scientists and General Systoms Theorists; the need
for relevant formative evaluation data by which products are revised
and improved must be met; and it must have the psychometric and design
skills to demonstrate o product's validity for both intermediate and
ultinmate audiences,

Most cvalvation effort is directed to formative data. The summabive
evaluntion stratery is one of mointaining a complete ond aulitable log
of all important decision points during the development process. This
audit trall serves the purpose of being accountable to sponsors and
consumers ot the same time that it provides historical information to
product developers which allows them to avoid past mistokes and learn
froa svecasses,

Distance must be mointained betweeon eviluation funetions and produet
develtopuont funetions,  The multieyear development offorts require that
dirler-ont evaluation specielists interact with developers over the
mroduct s 1ife oyele vhile still maintodning thedir structural independence,

tut agndn, Lhe most dmportant reason for distance is the ngeeney's need

O o R
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nul enmedteont b et tened elemee, TE eannet commtt el to o
jarpuc: o change withoub o corrcsponding comaltuent to an evaluation
Lasetlon which peralbts it to deteruine the extent to which its purposes

opre beins nt,

LTRSS At 4
% In brief gwanary, it has becen the purpose of this peper to cxamine
some of the consequences that different manogerial options have on the
role of evoluation in an educational R & D agency. Although the
"evidenze" for the hunches end propositions expressed here is expee
rlenticl and intuitive, it is hoped that this discussion will contribute
to what should he a continuing dialogue and study of the role of evaluae
£ion, Both education R & D and evalvation now enjoy (and suffer) frem

"motherhood" and "The Emperor's New Clothes" syndromes. And they

will improve only if we ask if and how they are really needed and then

look very closely and carefully at vhat they are up to,.




