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MANAGING THE INSTRUCTIONAL DEVELOPMENT PROCESS
by
Robert D. Price*

Introduction

What I would like to share with you today are a few projects we at OHSER
(Office of Health Services Education and Research), College of Human Medicine,
Michigan State University, have done in recent years concerning how certain
management functions can be abp]ied to instructional devé]opment processes.

Not all of this thinking has been original because we have borrowed from some

of the excellent works of Desmond Cook, Céste]]e Gentry, Charles Johnson and

. Joseph Massie, just to mention a few.

By instructional process we mean a systematic process as represented by
such models as the Instructional Déve]opment Institute's nine-step model or
any one of many other excellent approaches that have been written about and
are being used by instructional developers across the country. As instru;-
tional developers implement these processes in 6rder to .develop or redevelop
instructional systems, the arrangement and large numbers of tasks, people and
amounts of money within a predetermined time frame in order to achieve
specific goals can be overwhelming, especially if the developer has undertaken
several projects at the same time. Thercomplexity of any developer's activi-
ties from a management point of view will, of course,‘depend on the number

and size of each of the development projects.

*Robert D. Price, Assistant Professor, Office of Health Services Education and
Research, College of Human Medicine, Michigan State University, East Lansing,
Michigan 48824, March 29, 1976.
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" Like a Tot of other developers, I received 1ittle formal preparation in
my graduate programs in the specifics of how to manage the developmental
aétiVities. Little-training occurred in management as it related to helping
a faculty member to improve the quality of instruction; organizing a depdrt-
ment toward increased adoption of systematic development; impTementing/a large,
generously endowed development project; or all three and more, at ‘the same
time. As I pursued my own activities, watched and worked with others, I ob-
served that few people planned comprehensively, organized people and tasks
completely, coordinated and commun}cated effectively, monitored progress of a
project in a systematic manner, or assessed the effectiveness of ahy attempt
at management.

Most of us learn through education and/or experience about how to write

objectives, develop instructional strategies, identify and produce print and

non-print instructional materials, construct reliable and valid evaluation
systems, and maybe even how to assess ‘eed, diffuse process or products and
change client systems through organizatiénal development techniques. However,
most of us have not developed a science of effectively and efficiently manag-
ing numbers of individuals and groups through these processes within the con-

straints of time and money.

On Defining Instfuctional Development Management

Management can be defined as a process of decision making and implemen-
tation of the accomplishment of project goals by the execution of a set of
 tasks by people within time, cost and performance specifications. The study
of this process has generally been conducted by individuals associated with

business enterprises. As a result, management has been equated with business,

5




and other disciplines have been slow to adopt and generalize it to their own
area. Thé functions and principles of management can be adopted to other
disciplines and can reduce significantly the hit-or-miss or intuitive approaches
of getting things done through people.

A manager accomplishes tasks through people by applying the functions of
the management process to the entire project. Management functions vary from
author to author, but most agree that the major functions are: Planning,

Organizing, Directing and Controlling. The definition of these basic manage-

ment functions also vary from author to author, but they‘generally agree that

planning is a decision making process organized within a predetermined course
of action over a period of time. Organizing focuses primarily on the struc-
ture and process of allocating jobs'so that the objectives of the project are
achieved. Directing is generally described as the function which helps to
facilitate people in doing their jobs, and controlling is the.function which
constantly measures current performance and guides it towards some predeter-
minted goal.

In attempting to manage projects over the last several years, OHSER has
modified these functions slightly to facilitate théir being adopted and used
by people more readily. We have elaborated on the definitions slightly:
changed the name of directing to coordinating, andrcontrolling to monitoring.
Because of the negative connotations, we found that people can more easily
accept the terms "coordinate" and "monitor" than the terms of directing and i

-controlling. We also added a fifth functien, which is called assessment.

The management functions that I want to talk about today are as follows:




Planning -- a set of initial decisions about the allocation-of"
resources and human effort to an optimal set of tasks to attain
specific desired goals.

A OrganiZing -- involves the arranging of selected people in patterns
of relationships relative to authority, responsibility, roles and
accountability to facilitate accomplishment of desired goals.

Coordinating -- involves the employment of diverse forms of human
~interaction aimed at leading, motivating and guiding people in
performance of their tasks.

Monitoring -- involves the detection of deviation between what is

actually happening, the analysis of the deviation and its resulting

solution decision, and the implementation of corrective action to .

insure successful accomplishment of the goals.

Assessing -- involves the development of procedures and necessary

instrumentation for gathering data about the performance of the

development/management systems for the purpose of decision making

about improvement.

What we have done is to examine how each of these management functions can
be applied to the development process. Gentry and Johnson, in "A Practical
Management System for Performance-Based Teacher Education", first cued me to
the possibility of such an approach to promote efficient and effective instruc-
tional development. The approach I have developed is graphicalﬁy represented
in Figure 1. Down the left side of Figure 1 are the management functions
which have just been defined. Across the top are the nine steps from the

Instructional Development Institute's nine-step model. The Step that is miss-

ing is the management step, which the left side of Figﬁre 1 develops more

extensively. The basic principle involved is the application of each manage-
ment function to each of the development steps. For example, when‘the plann-
ing function is applied to each step, it would be done fdr prob]em jdentifica-
tion, analysis of the setting, identification of instructional objectives,
methods specification, and so on for the rest of the steps. The same process

would be followed for the rest of the management functions.
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~Examination of'Management Functions
Now I would 1ike to examine briefly each of the management functions and

cite Some specific examples of the action that would be carried out as the
functions are applied to each step in the development process. The planning
function is the first and most essential function, and the quality of the
system depends on the thoroughness with which it is performed. The key com-‘
ponents of the planning function are as follows: ‘

Setting of goals.

Specifying work to be done.

Descriptive flow of the tasks..

Determining time schedules. ‘

Determining costs and manpower ngeds.‘
Developing a budget. '

Each of these components of the planning function would be applied to

each step of the development process so that completion of all the steps in
development would result in the cdmplete‘systematic plénning for a develop-
mental project. Briefly, the setting of goals (planning function number 1)
consists.of defining in a specific way the general goals and performance
objectives of the project. Specifying the work to be done (2) includes the
spacification of all tasks and subftasks that need to be\completed'in order
to achieve the objective. Tasks and sub-tasks should be specified in detail
for each objective. Developing a descriptive flow of the tasks (3) means the
flow charting of the tasks and sub-taSks or using other similar déscriptive :
toolé §uch as the PERTing or a Tgsk/Time/Talent chart; An example of such a
chart is providéd in Figure 2. As already inditaied, reTated to this iS the
determining of time schedules (4). Such schedules can be graphically repre-

sented, along with the task specifications, in the flow chart on PERT network.
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Another~exampTe—is—provided—in Figure—3v—The Romannumerals—in this Figure
‘represent the talent or person responsible fc:r the tésk. The difficulty comas
in making time estimates for each of the tasks and sub-tasks. Time estimates
must be made according to the best available data. Some estimates can be very
precise, while others will be hardenftb estimate. In the latter case, it is
wise to make Tow and high estimates and examine the consequences of each on
the long-term plan. The rate at which a task can be completed is also directly
related to the amount of resources that can be put into the task.

Determining costs and manpower needs (5) is the next componeht of the

planning function and requires the determination of personnel, equipment,

materials, services and travel needed for each of the project tasks and sub-

tasks. Based on this kind of estimate, a budget can be generated for the
project which will be allocated for tasks throughout the project (6).

The organizing function of management is concerned primarily with assign-

ment of job responsibility. The components of this function are:
1. Definition of jobs.
2. Assignment of specific tasks.
3. Establishing 1ines of responsihility
and accountability.
4. Establishing working relationships.

After the planning has been accomplished, the necessary jobs to complete
the tasks should be defined (1). This would mean a close examination of the
tasks and sub-tasks and developing of descriptions of positions to carry out
the tasks. The grouping together of tasks and sub-tasks into sets of respon-
sibility begins to define the kinds of positions necessary to complete the
tasks. Assignment of all of the sets of tasks (2) or jobs becomes one of the

next tasks of the development manager. People, then, become responsible for

a set or sets of tasks. Both Figure 2 and Figure 3 show how this can be

1i
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represented along with task identification and time schedules. A work plan
is set up with each of the jobs and described in detail with the person re-
sponsible for the job. The work plan would co&sist of the specific strate-
gies in carrying out the completion of the tasks. This work plan can be, and
perhaps should be, negotiated with the persdn responsible for the task 50 as
to conéider individgal style and work technique. They are oriented to the
time frame, know to whom they are accountable (3), and know how their job re-
lates to other jobs iﬁ the development project (4). |
‘Figure 4 is one example of how the relationship between groups can be
shown to communicate organizational relationships. In a recent development
project‘in which I was the development manager, we had group dévelbpment teams
with a team leader. The team leader was accountable to two people and the
diiiensions of accountability differed. A1l team leaders were accountable to
me for the completiqn of their total product, which was one part of the whole
course. In addition, they were résponsible to me for quality of the overall
design. They were also respbnsible to the course manager for .the quality of
the bodylof knowledge represented in their design. The working relationship
between each team leader was established so that their fespective sub-unit did
not overlap significantly, but~intégrated nicely into-a whole course and did

not resuit in a group of fragmented, sometimes overlapping units.

The coordinating function of management is essential to the completion of
. system objectives and primariiy involves the human interaction of the manage-

ment system. It includes:

1. Developing methods of communication.




-11-

Figure 4: Working Relationships

MEDIA
SPECIAL-

(-Tv PRODUCT- LEARNING ~\;
TON STAFF SERVICE )

ISTS SPECIAL ; /////

N —
*‘\ . .
N o

ITv WKAR ' 7 é

CONSULT-
ANTS

\
N/
| / N

| DEVELOPMENT TEAMS: |-

TARGET " {CLASSROOM .
AUDIENCE . ADM . - I Steering E '
: Design’
Development - '
Evaluation

B
L - - — )




-12-

2. Identifying needs of the staff.

3. Developing a reward system for staff
based on the needs assessment. -

Communication (1) remains the crucial element to any management activity.
It must be a two-way process, and it must be open. nThe manager must have
spécific methods of getting feedback from the staffbahd'he,shou1d;have a |
mechanism for providing relevant information. Two-way information flow can-
take place through regular meetings, memos and a variety of other methods.
However, it is crucial that the kind of information match the medium. For
exaﬁple, certain kinds of‘information, with some people, are best communicated
in person instead of byia memo. A1l staff should feel that the person to
. wmhom they are accountable will Tlisten and is not closed to what they perceive
-as their important problems and needs. It is also important to understand
that the load of information must be appropriate for the situation. There
.can be too much information flow (overload) or too little (underlbad), and
both can cause dissatisfaction. |
Figure 5 proéides one example of>fhe kinds'of information which Wére
managedAin one project. In Appendfx A there isfan example of how communica-
tion lines are categorized and‘maintainéd.
Identifying the needs of the staff (2) is cruéialvtoimotivatfon and train-
ing. Through a discussion of the work plan mentfongd uhderlthe'organization

function, the manager can identify which staff members heéd‘greater compe~

ténéy to complete the task and then institute a training pr0ceduké to inckéase L

such competency. The manager should also be able to identify. the personal
needs of the staff relevant to the project so that appropriate metbods can be

devised for rewarding the staff (3) for their efforts. The-rewérd system will -

15
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Information Management

Figure 5:
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vary with staff members and should be considered a very important motivating
factor in the management system.

Monitoring is the next function of management. Monitoring is primarily
concerned with identifying any deviation from the plans of the system. Meni-
toring includes:

- 1. Identifying deviation between what is
planned and what is happening, through
the communication process.

Clarifying problem areas.

Analyzing problem areas.

Developing and implementing corrective
measures. -

The communication system which is established can serve to provide feed-
back for monitoring purposes (1). The manager must identify speciffc indica-
tors or criteria and points at which these key indicators or criteria will
be measuéed. The use of staff meetings, periodic reports'and/or examinations
~ of the products oﬁ a regular basis could serve as methods for app]yin§ cri-
teria. Oncehany deviation is identified; the hanager must clarify the dimen-

sion of the problém (2). Clarification simply menas getting as much informa-

tion on the problem as possible. Once data is gathered on the problem, the

manager needs to analyze the data .from the problem area (3) to determine the
nature gnd extent of the problem. The criteria can help to serve in this
analysis process. The manager must then develop a p]aﬁ and implement the
plan (4) as soon as possible. The manager may find the problem to'Be with
such items as the work.plan, an unrealistfﬁ time schedule, the competency of
an individual, inéppropfiate éohmunication'plans, or any one of hundreds of

potential problem areas.
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Assessment is tha last function and is concérned primarily with a design
and process of gather?;g data about the development/management system for the
purpose of deciding what to improve about tae system. Assessment includes:

1. Defining the purpose of assessment.

2. Determining the kinds of information that
should be collected.

Determining how. the information will be
collected and analyzed.

Collecting the information.
5. Drawing concTusions from the in?ormation.’
6. Making deciéions about the system.

Once the manager has determined his particular purpose for assessing the
system, the rest of the assessment function’becomes relatively clear. A gen-
eral purpose is to identify as many problem areas within each function as
possible. This may(include such planning activities as poorly written objec-

. tfyes, ar such organizational activities as poor task assignments,'or badly
written woak 61ans.‘<C6mmunication methods might need to be improved, or
monitorin§ pbinté and criteria changed. Monitdring can provide a vast amount

" of'data for improving the system if ft.is dbcumen;ed. It abuld even be looked
at as an‘ongoing aSsessTent. Once specific purpose of assessment is clearly
written, the specifia information that;needs‘to be collected can be identified
,(2).' In this process, the manager may find some desirable infokmation is too
expensive or timg-consuming to collect, and some information may be impossfble
to callect. In this process the manager must be.ablé to ba]ance the desirable

against the feasible. The manager must then determine how the information will

be coilected (3). This means the development of instruments and specific

‘methods for colléction. The method and thoroughness by which assessment is

18
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*
done will vary with the number of staff and time allocated to this task. The
collection plan and schedule should not create a major interference with
other staff activities, and may be overwhelming if it is all gathered at the
end of the project. Once the information is collected (8), it can be
analyzed and conclusions can be drawn (5). After this is done, the manager
must be prepared to respond to: What happened? Who did what? When and why?
And of what value was it to the product? The manger must then make decisions
about improving the system (6) in terms of the economic, social ;nd political
impact of these decisions. Managers must also remember that they 'have biases
and values that influence their conclusions and_judgments. It's easy to
identify problems that threaten our roles and self-image and make changes

“to enhance our degree of comfort.

~ Once all five functions (planning, organizing, ceordinating, monitoring
and assessment) have been applied to each development step, the developer/

_manager will: (1) have a detailed operational plan for the project, (2) be
organized to complete the project, (3) have a coordinating system established
for the entire project (complete with a‘communication system), (4) will be
informed as to progress (monitoring), and (5) will have a specific design
for assessing the management of the entfre project.

It is obvious the more complex the project, the more thought the
deve]dber/manager needs to put into management. If the developer 1is work1ng
by himself on a part1cu1ar product, less control needs to be exercised because
fewer people are 1nvo]ved. However, the 1arger the system becomes, -the

greater the need for a designed, written management system.

It has been my experience that the greatest number of prdb]ems occurring

in the management of any development system are in the area of_sub-system
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interface, the interaction process between developer and client or client
system, between developer and staff or staff and staff, or any other inter-
acting elements of the system. Problems inevitabiy arise, through lack of
communication, around different assumptions and expectations of the people
element of the system, and they are numerous. A well designed and energy

consuming coordinating function which encourages constant, open communication

can €stablish and maintaiﬁ positive interfaces between all elements of the
system and reduce interface conflict significantly.

What I have attempted to do in this brief paper is to show how certain
management functions can be applied to steps in the %nstructiona] development
processl I listed and defined five functions of management, and then related
the specific components to selected steps of instructional development. In
addition, I‘provided some specific examples of tools that can be used in
operationalizing this}apprOach. It ié‘my hope that instructional deve]opers'
will expand thié related body of knowledge as it re]afes to their own dis-

cipline.
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APPENDIX A
An Example of a Communication Plan

Lines of Communication:

The development of Human Medicine 190 will be the primary respon-
sibility of the.Office of Health Services Education and Research under
a grant from the Venture Fund. The OHSER staff will be working'in‘
close collaboration with the development teams from Instruction Tele-
vision, WKAR, Channel 23, Learning Service and various consulting
faculty and staff members. The following chart is a diagrém of manage-
ment communication as presently conceived: |

Lines of Communication Chart Legend:*
KIND OF INFLUENCE MEANING

1. May recommend or In a healthy organization any individual is
suggest allowed to make suggestions to a person who
' can authorize action. :

2. Must be informed Some individuals need to know the result of
- a decision in order to take the appropriate
coordinating action. Usually, this indi-
vidual will be affected by a decision or
will need to implement it.

3. Must be consulted Some individuals must be given an opportunity
to influence the decision making process by
presenting information, demonstration or
proof. Usually, this 1nd1v1dua1 is limited
to influenc1ng the decision mak1ng by per-
suasion. He should be consulted in time for
his contribution to make a genuine d1fference
in the final decision.

*From Wallen, John C.;'Charting the Decision Making Structure of an
Organization. Portland, Oregon: Northwest Regional Educational
Laboratory, May 1970. ‘ ‘
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APPENDIX A (continued)
PROJECT DEVELOPMENT -- LINES OF COMMUNICATION*

PROJECT PARTICIPANTS

KINDS OF INFLUENCE

MAY MAKE
SUGGESTIONS
MUST BE
INFORMED
MUST BE
CONSULTED
APPROVAL MUST
BE SECURED
MAY AUTHORIZE

OHSER Staff:
Project Directors:

Dr. Papsidero

Robert Price

Instructional Development:

Charles Maynard

Pam Felker

Karen Veenendaal

><| ><}1>< ><|><
>
><

Media Application:

Eric Vonn Hedrick

Evaluation Specialists:

Sue Hedrick -

Syed Haque

><| >< > <] ><| >< ><|><

>l ><
>q|><

-Media Production:
Project Directors:

Dr. Jorgenson

(ITV)

Robert Page

(WKAR)

Production Staff

Consul tants:
Learning Service:

Dr. Abedor

Subject Matter Experts

Pilot Students

*From wa]]en,»John C., Chartiﬁg the Decision Making Structure of an

Organization. Portland, Oregon: Northwest Regional Educational

Laboratory, May 1970.
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